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Section 1

School Leadership and Crisis Management

Chapter 1

Staying Above the Turbulent Waters: Self-Care and Coping Strategies of Jamaican Middle-Level

Curriculum Technocrats in @ TIME OFf CIISIS....cuuiiiiiiiiiiiiiiiiieeeeieeeeeee et e e e ee e e e e e e e e se e s sesesaaaaaaaaaans 1
Novelette McLean-Francis, Ministry of Education, Youth, and Information, Jamaica

This study explores the effects of the COVID-19 pandemic on 11 middle-level curriculum technocrats
with the responsibility to design, develop, and implement national curricula. It also explores the range of
self-care and coping strategies applied by these educators to help them effectively meet their job targets
amidst the crisis. The crisis is an unprecedented phenomenon in the experiences of the current generation
of Jamaican middle-level educators who have been plummeted into new personal and professional
demands. The study finds that although these technocrats benefited from nearly all the strategies they
applied, they found the personal leadership resources (PLRs) to be most useful. These soft skills allowed
them to adapt to the unpredictable crisis situation in order to meet their job targets while managing
their personal lives. The study is useful in underscoring the importance of intentionally addressing the
psychosocial and emotional needs of people as countries and institutions plan for crises.

Chapter 2
Crisis Management for School Leaders: The Role of a Resilient School Climate .............cccccceveennee. 32
Tracey Deagle, Mercer University, USA

COVID-19 presented many challenges for school principals in the United States and around the world.
Chief among these concerns was teacher turnover. An extensive review of literature, author research,
and the author’s experience as a school building and district leader was aggregated to report on themes
related to fostering a strong P-12 public school climate, aimed at retaining teachers for the benefit of
student growth and academic achievement. This information is organized within the Myers four-stage
crisis management framework of normal operations, emergency response, interim processing, and
restoration in order to explore opportunities for school principals to support teachers before, during, and
after a crisis such as COVID-19.
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Chapter 3

Leading and Managing in Times of Crises: Jamaican Educators’ Perspectives of and Responses to

the COVID-19 CIISIS weuuveiuiiiiiiieeit ettt ettt ettt et ettt ettt ettt ebe e bt e bt eneenneen 54
Beverley Icilda Johnson, Mico University College, Jamaica

The purpose of this mixed method parallel/convergent research was to ascertain educators’ perspectives
of and responses to COVID 19 in the Jamaican education system and assess its state of readiness for
online teaching and learning. It further sought to provide critical insights on the lessons learned in crisis
management and steps required to propel Jamaica into a future of robust online teaching and learning.
The findings revealed that while most educators owned their own devices, had internet connectivity, and
could satisfactorily navigate the various online platforms, there were issues with the level and scope of
training and support they received. Further, the major drawback was the low number of students that
were able to access the online space. This undeniably indicates greater need for effective leadership
and management especially in times of crises. So, the major recommendations were for continuous
professional development in crisis management and other areas as well as resource support to be offered
so that the most vulnerable students can benefit equitably.

Chapter 4
Power Sharing in Times of Crisis: Jamaican Teachers’ Reflections on Principals’ Leadership
Approaches in the COVID-19 PandemiC.........c.coceeviiiviiriiiiiiniiiiiiieeieeieeieeeeteere et 82
Canute S. Thompson, The University of the West Indies, Mona, Jamaica
Ann-Marie Wilmot, The University of the West Indies, Mona, Jamaica

The COVID-19 pandemic forced alterations to several facets of organizational life in unprecedented
ways. Among them were changes in approaches to leadership and management practices in countries
and organizations. This qualitative study explores the perspectives of nine Jamaican teachers (drawn
from nine schools) on whether, and if so, the degree to which, their principals shifted their approaches
to leading and managing during the pandemic. The study found that there were observable changes in
the approaches to leading and managing. These changes were manifested in four main ways, namely
adaptation, inclusivity, role delegation, and power sharing. Some of the evidence uncovered showed
teachers being given greater scope to respond to peculiar challenges they faced on the front lines.
These features were found to be similar to changes in approaches occurring in the management of the
pandemic at national levels. The study has implications for how organizations respond to and develop
crisis management models.

Section 2
Empowerment
Chapter 5
Empowering School Leaders as Middle Executives in the Centralized Education System of
CYPIUS ettt ettt ettt et e et e et e e ateeeate e e bt e eabeeanateessteessteeenseessseesaseeenseeensteeensaesabeesnseeensaeenseeenseesnseennses 112

Antonios Kafa, Frederick University, Cyprus

This chapter will provide information on the context of supporting and empowering school leaders in
crisis management in the global pandemic crisis. Based on the contextual paradigm of the centralized
education system in Cyprus, and in particular on school principals in Cyprus who acted as middle
executives, this chapter will provide a guided theoretical perspective on how to lead in school organizations
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within a centralized education system during crises by focusing on the developmental framework of
school leaders’ skills capacity. In particular, through collecting evidence from the context of Cyprus
during the pandemic crisis, a conceptual framework of empowering school leaders as middle executives
is presented and analyzed. This framework could support policy experts on school leaders’ professional
training and capacity for handling uncertainty and crisis. Also, further empirical research could validate
the proposed framework and examine to what extent this framework could be adopted by school leaders
in school organizations both in centralized and decentralized education systems.

Chapter 6

Understanding Middle-Level Leaders’ Empowerment During the COVID-19 Pandemic: The

Context of International SCROOLS ......ccc.uvvviiiiiiiieeeie e e e e e e e e e e e et eeeeeeens 134
Megel Ricardo Barker, TASIS England, UK
Shannon Bruce Ramaka, VisionaryEd, LLC., USA

The term middle leadership is used in education to broadly describe the swathe of administrative roles
that connect the classroom teacher with the top-tier management level role of head of school. The
COVID-19 pandemic has illuminated the criticality of this role to school effectiveness and its relevance
to crisis response. This chapter presents findings from a qualitative study conducted to understand how
middle leaders were empowered during the pandemic in the international school context. Thirteen in-
depth interviews with heads of schools, across three continents, were conducted to better understand
how middle leaders were activated during the crisis. The findings revealed that while middle leaders
were empowered through authentic collaboration, increased communication, and role clarity, due to
the experience of the crisis, this was not always intentional. Finally, this chapter shares a conceptual
framework that senior leaders may utilise for the sustainable empowerment of their middle leaders.

Chapter 7

Optimizing Middle Managers’ Performance During Crises: Some Practical Transactional and

Transformational Leadership Strategies for SChOOIS ..........coociiviiiiiiiieiiie e 161
Dacia M. Smith, Unicaf University, Zambia

The chapter presents the results of a qualitative study using Glaser and Strauss’ grounded theory design.
The problem identifies the need for suitable leadership styles for application during crises in schools for
unlocking high performance. Therefore, the study evaluated the viability of the transformational and
transactional leadership styles as tools used by middle managers for leading during crises in schools. A
sample consisting of five middle managers were used from primary and secondary schools in Jamaica,
the United States of America, the United Kingdom, and the Bahamas. Subsequently, the data collection
process utilized primary research using semi-structured interviews. The results of the study highlighted
significant evidence that high performance in schools during crises may be dependent on adaptability,
promoting collaboration, and intentional accountability regimes. A limitation of the study also exposed
the absence of a model for transmission of the leadership styles by middle managers in schools, and a
need for future research.
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Chapter 8

Autonomy and Empowerment for Middle Managers in Jamaican Local (Municipal) Authorities:

A Positioning Strategy for Change Leadership/Management...........ccocevveereerierieneeneeneeneeneeneennes 193
Darcia Ann Marie Roache, University of Regina, Canada
Stanley Bruce Thomson, MacEwan University, Canada
Richard Oliver Muschette, Coventry University, UK

The chapter explores how chief executive officers’ (CEOs) leadership styles in municipal corporations
(MCs) in Jamaica affect middle managers’ autonomy and empowerment for change leadership in times
of crises. The CEOs’ leadership styles contribute to the performance of middle managers’ fulfilment of
their organizational mandate. Fourteen participants (senior and middle managers), with at least 10 years
of working experience at the senior and middle management levels, participated in this study to explore
human lived experiences using a case study approach. The qualitative case study used NVivo 12 software
to analyze data collected using semi-structured interview questions on how CEOs in MCs can empower
middle managers with autonomy to effectively perform their jobs. The findings reveal that when CEOs
empower and give autonomy to middle managers, such an action could transform local government
organizations and encourage best practices for organizational change in times of crises.

Section 3
Organizational Learning

Chapter 9

Systemised Collaboration and Empowerment for Crisis Management: What Senior Teachers Can

Learn From SUPEIVISEES ....uvieriieiiieriieeieeetteeiteeseteesteesteeseteessteesseeeseessnsaessseesnseesnsaeassseensseessseennses 224
Ardene Nicole Virtue, Church Teachers’ College, Mandeville, Jamaica

Schools were plunged into emergency situations consequent to the spread of COVID-19. School leaders,
educators, and other stakeholders engaged crisis management procedures to resolve the accompanying
challenges of meeting students’ learning needs via remote learning modalities. The primary aim of the
chapteris to provide lessons senior teachers could learn from supervisees’ employment of problem-solving
approaches. Sixty-seven teachers participated in a survey that revealed most employed collaboration as
a method for addressing the encountered difficulties. From the supervisees’ experiences, senior teachers
could garner insights into the need for them to activate self-empowerment in the process of actively
assisting institutions’ recovery and success. In addition, they should exercise their agency by involving
supervisees, and other stakeholders, in sustainable collaborative practices which potentially function as a
crucial element of crisis management. The chapter offers recommendations for systemising collaboration
in ensuring that the greatest benefits are attained.

Chapter 10

A Multi-Tiered Professional Learning Approach to Build Middle Leaders’ Capacities to Lead

During Times of Crisis and BEYONd ............ccoeiiiiiiiiiiiiiiieeeiie ettt sttt et 250
Freddy James, The University of the West Indies, St. Augustine, Trinidad and Tobago
Lee-ann Pierre, The University of the West Indies, St. Augustine, Trinidad and Tobago

The COVID-19 pandemic created a need to transform the content and delivery of professional learning
for middle leaders. This chapter discusses an innovative multi-tiered professional learning approach to
build middle leaders’ capacity to lead during times of crisis and beyond. It explores how the approach
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works and its impact on middle leaders. Data were collected via online surveys and feedback from
live interactive professional learning sessions. The chapter proposes the approach as a model to build
collective middle leadership capacity to lead in times of crisis such as the COVID-19 pandemic, as well
as for and in emergencies. The findings from data collected show that the multimodal platforms, such
as social media lives, websites, webinars, YouTube, and Zoom that were used to deliver professional
learning, fostered collaboration, knowledge, and skill acquisition and built and improved the well-being
of middle leaders. Additionally, the multi-tiered professional learning approach built a global professional
learning community of middle leaders.

Chapter 11

Holistic Professional Learning in Times Of CriSiS.......ccvecerrciieriiieerieeesiieeieeseeesieeeseesseeseeeeseneennnes 274
Denise M. Furlong, Georgian Court University, USA
Carly M. Spina, Illinois Resource Center, USA

Educators’ experiences during the COVID-19 pandemic have demonstrated the critical necessity for
responsiveness to their professional learning beyond academics. This qualitative study explores the
perceptions and experiences of different subgroups of educators (teachers, instructional coaches, and
administrators) with respect to their professional learning opportunities during this time. The participants
completed an anonymous electronic survey that collected information through both closed- and open-
ended questions to provide space for educators to share their voice regarding professional learning
practices. Accessibility, relevance, consistency, and choice are the main factors that educators reported
would make professional learning meaningful and effective; this was more evident than ever during
the COVID-19 pandemic. The authentic examination of feedback, consistency of ongoing support and
training, and implementation of initiatives with fidelity are critical to educator engagement and growth
through professional learning.

Chapter 12

Transforming NGO Leadership in Marginalised Communities for Times of Crisis: Servant

Leaders’ Approaches in Response to COVID-19 .......ccooiiiiiiiiiiiieiiieeteeeeeeeeee st 303
Olivene Burke, The University of the West Indies, Mona, Jamaica

Non-governmental organizations (NGOs) provide services to a country’s most vulnerable populations. In
response to the COVID-19, NGOs were tasked to provide service to the over 500,000 marginalized people
residing in urban/rural low-socio-economic communities in Jamaica. Recognizing that the pandemic is
different from anything most NGOs faced since their establishment, and it was an existential challenge for
organizational operations. Leadership emerged as a critical component to the success of NGOs delivering
services to the needy. Using qualitative exploratory technique, the study explored NGO nurturing of
employees/middle managers and non-positional individuals’ entry into leadership during a crisis. The
researcher solicited the perspectives of organizations’ directors. Findings show that NGOs encountered
several challenges which hampered their ability to provide services to marginalized communities. Only
some leaders spotted and nurtured employee leadership agency. Recommended guidelines and principles
for activating middle executive agency to lead during a crisis are given.

Chapter 13
Religious Leaders Leading and Managing in Times of Crisis and Change...........ccccceccevveireeneenneenne. 328
Oral A. W. Thomas, United Theological College of the West Indies, Kingston, Jamaica
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Within the church or other industries, leadership is a draining undertaking even for the strongest of
personalities. It involves constant self-giving, and as such, burn out and disillusionment among church
middle-tier leaders and managers are not uncommon because they are not invested and empowered
with the kind of ownership and responsibility needed to launch the mission of the church in the society,
normally, more so in a crisis. This work argues that it is the middle-tier leaders and managers of church
organizations who are in crisis, not the organizations of which they are a part. Kenotic and martyrological
models of leadership, alongside the use of wilderness as a metaphor for crisis, frames the argument. It
emphasizes the necessity of leaders’ presence, visibility, and availability during crises and proposes how
they can flourish in their leadership roles by utilizing the synergistic capabilities of different leadership
models. It also recommends strategies to motivate and empower those not invested with high office for
greater leadership crisis efficiency.

Section 4
School Leadership and Crisis Management — Higher Education

Chapter 14

Caught in the Middle: The Leadership Experiences of a Higher Education Middle Leader During

B CCTISTS 1enutteitte ettt ettt ettt ettt ettt e h et e s h bt e s a b e e e a bt e e bt e e bt e e bt e e h bt e bt e e e abe e e be e e bt e e bt e e baeeeabeesabeesabeenn 345
Jason Emile Marshall, The University of the West Indies, Bridgetown, Barbados

The COVID-19 pandemic sent education into a tailspin. It disrupted traditional modes of learning and
wreaked havoc on education stakeholders’ wellbeing. Amid this chaos, education middle leaders had
to find innovative strategies to ensure that high-quality learning continued. Unfortunately, while there
is a growing body of literature on senior leadership and managing crises, less is known about the lived
experiences of middle leaders while leading during a crisis. Using a narrative research approach, this
chapter aimed to contribute to this conversation by telling the story of a midlevel higher education
leader in the Caribbean who ‘led from the middle’ to ensure that student learning continued during the
COVID-19 pandemic. Emphasis was placed on her leadership experiences while navigating the vagaries
of the pandemic and the idiosyncrasies of middle leadership. The results revealed the importance of
leading with care, leveraging relationships, and having the support of senior leadership to empower
middle leaders and provide them with a sense of agency during times of crisis.

Chapter 15

Interdisciplinary Doctoral Education and Strategic Management in Crises: Harnessing Agency

WVIER PIAXIS. ¢ttt ettt et et ettt et e et e et e et e e teeateeateeabeeabeenbeenteeneeenteans 374
Catherine Hayes, University of Sunderland, UK
lan Corrie, University of Cumbria, UK

Interdisciplinary working within and between different professions is now commonplace, with the
transferability of knowledge across situated contexts of implementation. Education at doctoral level can
be one mechanism of ensuring that mid-career professionals are equipped with the skills needed to build
the capacity and capability required to deal with crisis situations. Interdisciplinary professional doctoral
pathways and their associated learning trajectories are now a recognised mechanism of operationalising
translational research from the context of work-based praxis. The longstanding debates of how best to
bridge the theory-practice nexus in the field of business remains a challenge, although the progressive
development of professional doctorate programmes has seen arise in the number of clinical and professional
practice doctorates across Western educational providers. This theoretical chapter will provide an insight
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into the concept of translational research in the context of research-based practice/work-based praxis
within organisations across the globe.

Chapter 16

Reimagining Higher Education Post PAndemicC ............cccccveviiiriiieniiieeieeeeeieeeee e 400
Sherian Demetrius, Barry University, USA
Jennie Ricketts-Duncan, Barry University, USA

The disruptive impact of the COVID-19 pandemic brought about opportunities for higher education
institutions around the world to rethink the planning and delivery of instruction for all learners during
and after a pandemic. Faculty were pushed to reexamine their own practices as they made shifts in their
instructional practices to meet students’ learning needs. This chapter explores three focus questions using
a comparative analysis of the research along with the authors’ experience and knowledge of successful
innovations employed in higher education institutions globally. The chapter illustrates changes in the
landscape of higher education practices, problem-solving mechanisms employed, and the lessons learned
by higher education middle executives. The authors conclude that middle executives need to move away
from a “solo mindset” to one of continuous collaboration aimed at strengthening existing structures
created since the pandemic to minimize disruptions in future crises.

Chapter 17
Exploring a Hybrid Leadership Model in Higher Education Institutions in Times of Crisis: The
Case Of MId-LeVel EXECULIVES ........ccoeviurieiieeeeeiiieeeeeeeeeeectteeeeeeeeeeteeee e e eeeeaaeeeeeeeeensaseeeeeeeeessnneeeeeeeeans 422
Vanessa Ellis Colley, University of Saskatchewan, Canada
Kenisha Blair-Walcott, University of Saskatchewan, Canada
Wilfred Beckford, University of Saskatchewan, Canada
Tenneisha Nelson, University of Saskatchewan, Canada
Yolanda Palmer-Clarke, University of Saskatchewan, Canada

This chapter presents a case for the adaptation of a hybrid model of leadership for mid-level executives
in higher education institutions (HEIs) during times of crises. The authors propose the ACT framework,
which is the hybridization of adaptive, collaborative, and transformative leadership theories, as a suitable
model for HEIs’ mid-level executives to use during times of crises. First, the authors explore the tenets
of the theories and their application. Second, they examine their appropriateness for use by mid-level
executives and ultimately propose a hybrid model. To illustrate the merits and potential of the model, the
authors analyzed two cases to highlight the benefits of applying this model. The ACT framework benefits
these leaders through crisis management training that facilitates capacity building in the formulation of
equitable solutions, collaboration, and agility in responding to complex adaptive, wicked problems. The
authors present the ACT framework as a suitable option for solving crises in HEIs through case studies.

Compilation of References ................ccocoiiiiiiiiiiiiii et 447
About the ContribULOLS ............oociiiiiiiiii et e s e be e etaeebeeeebeessaaeeenas 496
| 11T ) SO 505
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Foreword

Ann-Marie Wilmot and Canute Thompson should be congratulated for pulling together this Handbook
of Research on Activating Middle Executives’ Agency to Lead and Manage During Times of Crisis. This
is an important text for four main reasons.

First, there is a paucity of crisis management literature in education which has resulted in teachers,
school leaders, college and university academicians, administrators and policy makers, alike, unsure
of where to turn or what to do in terms of crisis. This is true, especially its leadership and manage-
ment. This, of course, does not signify failure on the part of these stakeholders, but rather a failure on
the field of educational research to frame the field. In framing the field, researchers not only describe
problems and/or offer solution frameworks, they also suggest areas for further work. In so doing they
signpost both the research and practice communities to current and future agendas. As the very ex-
istence of some educational institutions bespeak crisis, the field has been slow to lead discourses in
crisis management and therefore to help education stakeholders locate, scaffold, interpret and apply
to their practice in ongoing and/or episodic crises. Through its expansive coverage of contexts, this
book offers new knowledge on educational crisis management and also signposts a variety of areas
for future work.

Second, educational systems and therefore educational institutions, from nursery to university are
faced with crises on a daily basis, albeit in different sizes, shapes and scopes. Notwithstanding, teachers,
school leaders, university administrators and policy makers, work instinctively to lead and manage in
ways that limit potential impacts and fall out for learners. It is little wonder then, that, within the exception
of the Commonwealth Educational Leadership Handbook (in press), no other currently known leader-
ship preparation and development framework, and/or degree programme in educational administration,
management and/or leadership —whether in the developed or developing world -— includes content
on crisis management. This gap in leadership preparation and development is problematic. However,
this book is an excellent step forward in bringing crisis management out of the shadows, and making it
central to stakeholders at all levels of an educational system.

Third, only few books in education incorporates an integrated approach to its writing and develop-
ment. Writing with stakeholders, instead of writing about them is a much more effective way to give
validity to the claims made about practice and contexts. An integrative approach to knowledge production
acknowledges that the university researcher is not the singular authority on educational issues. Further,
an integrative approach also acknowledges that equity as a practice has been considered in the design
of the book, and is an important value carried by those leading such projects. Leadership in education
is an eclectic enterprise, practiced by many, although only formally accorded to a few by institutions.
By focusing significant attention on the work of middle leaders, and on the work of Higher Education
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Institutions (HEIs), this book not only shows the inclusive nature of knowledge production, but also the
inclusive nature of crisis management as a practice — which is both an opportunity and a call to action
for the field.

Fourth, global knowledge on crisis management in education is currently limited to research under-
taken in the global North or the West. This book presents work from three continents: Asia, Europe
and North America. Although drawing a lot from Europe and North America, also presents work and
insights from the Caribbean and from several small states, and developing states in the three continents
represented. This is an important turning point in the field and in our understanding of educational crisis
management and in education in more parts of the world than previously known.

In addition to the foregoing, I wish to note two other observations, relating to the timeliness of this
book. Educational leadership, at whatever level, for many years has been seen through the lens “....
where knowledge of school management, finance, legal issues, and state mandates... are the primary
focus...of school leaders....” (Sidhu & Fook, 2009, pp.106-107). This will likely continue to be the case.
Furthermore, I have argued elsewhere that:

Demands placed on principals and their leadership comes at a time when, more and more, school lead-
ers are being called upon to carefully balance intuition against logic; the intrinsic against the external;
the legal against the moral; the natural against the supernatural — in order to negotiate and secure best
outcomes for all who study and work in their schools (Miller, 2016, p.16).

By combing knowledge of the ‘supernatural’ (e.g., Covid-19, hurricanes, floods, natural disasters)
alongside the ‘external’ (economic, political, regulatory and accountability systems) and paying atten-
tion to the required socio-emotional dynamics in preparation and development programmes for teachers,
school leaders, university administrators and academics, policy makers and other stakeholders will be
doing a great service to all who study and work in those educational systems.

I am confident this book will be a helpful start.

Paul Miller
Institute for Educational and Social Equity, UK

Paul Miller, PhD, professor of educational leadership and social justice, is a globally respected voice in educational leader-
ship and social justice, with over 108 peer reviewed publications and membership and executive roles in several educational
organizations and charities. He is Director of the Institute for Educational & Social Equity (an independent tertiary level insti-
tute) in UK, and a member of the Caribbean Community’s (CARICOM) Technical Working Group on Educational Leadership
and Teaching Innovation, Equity, Diversity and Inclusion. He also serves as Adviser to the Principal and Vice-Chancellor,
Queen Margaret University, Scotland, and as a Strategic Adviser on Race, Culture and Leadership at AdvanceHE. Addition-
ally, Professor Miller is the founder and currently the president of the Institute for Educational Administration & Leadership,
Jamaica (IEAL-J), and the immediate past president of Commonwealth Council for Educational Administration and Manage-
ment (CCEAM), where he held that position for 4years. He is editor of Power and Education Journal, and founding editor of
Equity in Education and Society.
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Preface

This scholarly, edited volume, Handbook of Research on Activating Middle Executives’ Agency to Lead
and Manage During Times of Crisis, at its core, is about stimulating, cultivating, and nurturing energy
appropriate for leadership in crisis situations. The notion of “activating” implies that prior to, or with-
out some action, the impetus of middle executives to lead, or involvement in leading during times of
crisis, may not occur with the requisite levels of efficiency and effectiveness. In the general conversa-
tions which led to the decision to undertake this project, many mid-tier executives / middle leaders in
various educational institutions reported feeling a sense of uncertainty and powerlessness, was striking.
Specifically, during practical engagement with middle managers in the academy during the COVID-19
pandemic, many also reported feeling “lost,” “uncertain,” “confused,” “helpless.” It was not without
concern that they, at the same time, were expected to make decisions and lead in complex and fluid
contexts. The reflective position was that while the health and socioeconomic issues of COVID-19 were
causing grave concern, the emotions of uncertainty and powerlessness and the desire, among middle

99 ¢

executives, for involvement in decision-making were common to all major crises. Resultantly, focus on
solutions for how to get mid-tier executives to better lead and manage during crisis situations became
increasingly significant.

In discussing the issue of the importance of leadership in times of crisis, Wilmot & Thompson
(2021), note that the quality of leadership will determine the efficacy of the organization’s response.
The implication here is that building leadership capacity at the middle tier of an organization is
an essential step for enabling organizations to manage crises effectively. Consequently, the book
is the response to what was seen as a major gap in information, knowledge, and practice-reference
models, on “how to lead” in times of crisis. Hence, the decision that a book on this subject would
be a worthwhile contribution to boost capacity-building for both senior and middle managers in
organizations.

Having embarked on the journey, this Handbook of Research is the culmination of little over a
year’s effort to present the latest research on the subject, hence actualizing the mandate. It commenced
in August 2021 and involved a “cast” of over sixty (60) committed and competent professionals —
authors, reviewers and members of the Editorial Advisory Board. This length of production time, in
the context of a work of such volume, is a relatively short time and reflects the team’s commitment
and an alertness to responding to a moment of crisis, which the book seeks to address. While the
production of this volume has occurred in record time, the chapters have been subjected to the most
rigorous double-blind peer review process which is consistent with the traditions of the academy and
the book’s publishers, IGI Global.
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LOCATING THE BOOK IN THE SCIENTIFIC LITERATURE

The immediacy of the book is located in the strong recognition that COVID-19 has disrupted the tradi-
tional modes of leading crisis management and resolution; and, that there will be other crises occasioned
within the context of this global pandemic. Undoubtedly, administrators/executives will often experience
extreme pressure to ensure that the management and leadership of their institutions, during these times,
maintain the highest quality standards of learning and service delivery. Hence, they will need influential,
capable, motivated, informed and willing mid-level staff who can assist by making informed decisions
to use initiative to build on directives or make needs-based decisions within their remit.

However, the nature of crises in terms of impact on organizations, individuals and systems, and how
people respond to them, have similar manifestations. Therefore, this book will retain its relevance into
the foreseeable future. The certainty of this ambition is grounded in the elevation of the advancement
efforts at empowerment it undertakes through an exploration of what principles may, or ought to, guide
organizational leadership practices, particularly in times of crisis. What results is a compendium of
discussions, authored by practitioners operating out of various contexts, on their experiences leading or
being participants in efforts to facilitate the activation of the agency of middle managers.

The book, therefore, represents a valuable addition to the scientific literature for the following reasons:

1. It provides leaders with the theoretical underpinning, practical tools and skills to equip middle
leaders to meaningfully participate in crisis management and resolution in institutions for improved
outcomes

2. Leaders, now have access to a multi-pronged framework for building their middle leaders’ crisis
response efficacies, from a wide range of researchers, practitioners and theoreticians

3. Itinvites top-tier educational and industry practitioners to reflect on how they have led during times
of crises and provide scaffolding to re-shape or revolutionize their current practices or adopt new
ones, pulling from the cases, theories and application frames.

4. Professors and business leaders can use this book as a reference manual in conducting training
exercises in crisis management in the academy and on the shop floor.

AN OVERVIEW OF THE SUBJECT MATTER

The business of empowering mid-tier executives to lead and manage, especially during crisis situations is
very vital. Empowerment is a limitless resource in its ability to maximize their professional capabilities for
successful leadership and management of organizations. This matter needs attention because for mid-tier
executives to be successful in their leadership roles, it takes not only self-confidence, a natural corollary of
any empowered human being, but also tenacity, and the requisite skills and competencies to simultaneously
respond to multiple difficult situations at the workplace. Yet, these difficult situations continue to evolve in
the work place, albeit some more drastic than others, but nonetheless requiring leaders to make significant
temporary or permanent strategic leaps, for which mid-tier executives are often unprepared. These leaps
usually demand greater levels of self-awareness and job knowledge, more flexibility, greater managerial
and leadership oversight, the need to reflect more, even while communicating with increased sensitivity
and effectiveness, more efficient utilization of available experience to address tasks, a stronger disposition
to openness and the ability to make tougher than usual decisions, among others.

XXi
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Placed on the background of the foregoing, and for other reasons, the issue of empowerment / dis-
empowerment of middle managers in organizations has been a subject of extensive study, over several
decades, with scholars such as Manley (1975); Blanchard, Carlos, and Randolf (1996); Busche, Havlovic,
and Coetzer (1996), Drake, Wong, and Salter (2007); Thompson (2015) and Kumar and Kumar (2017);
examining the impact on the motivation of middle managers as well as the losses to the organization,
when the capacities and talents of middle managers are not adequately activated. While concurring with
the basic principles of empowerment of middle executives in ‘normal’ times, providing readers with
access to a book which explores its necessity and discusses its modality in times of crisis, is an achieve-
ment of this book. In a school setting, middle executives are senior teachers, grade supervisors, head of
departments, while in business organizations they include positions between front line supervisors and
heads of departments.

THE IMMEDIATE CONTEXT FOR THE BOOK

Between March 2020 and early 2022 the COVID-19 pandemic, which raged, represented a major global
crisis which affected families, organizations, and countries. A crisis, by definition, is an event or experi-
ence in which the demands of the given situations exceed one’s normal coping capacities. Among the
emotions which crises bring, and with which mid-tier executives have to wrestle, is uncertainty. This
uncertainty means that there is a gap in their knowledge, that there is fluidity, and that the direction in
which an organization may go is subject to several variables. A state of fluidity and uncertainty brings
with it feelings of powerlessness as these leaders in the middle feel at the mercy of circumstances over
which they have little or no control. When external factors impact an organization (or group) and the
human instinct to survive kicks in, one of the emotions felt is the desire for some degree of control. The
feeling of lack of control, induced by external circumstances can, however, be moderated when factors
over which there is some control, are handled in an inclusive and collaborative way. Thus, when external
forces’ sense of power, internal organizational dynamics can help to balance people’s sense of self by
providing opportunities for involvement in decision-making. In an earlier work, the authors captured the
essence of this human reality in the argument that “powerlessness may be deemed as the bane of human
existence and thus, whether persons are operating in interpersonal or organizational relationships, the
issue of their relative power becomes central”. (Thompson and Wilmot (2022); p.1).

Whether within schools or business organizations, middle executives are among the main leadership
casualties of a crisis situation, causing them to experience feelings of powerlessness and uncertainty. The
suggestion that unpreparedness for the position, including crisis management and leadership ranks near
the top of the list or reasons, if not topping it, is quite plausible. Their precarious perch in the middle
between those they supervise and those who supervise them is also a strong factor. Often their ability
to make decisions and execute them is stymied because they have to wait on top management to issue
directives. Some struggle with a vision for their role and hence, unable to craft an individual mission to
execute it satisfactorily in a manner which results in both personal and institutional benefits.

Crisis situations can exponentially exacerbate these already limiting situations, thus necessitating
a deepened understanding of how to manage and lead. Therefore, top leadership needs to pay closer
attention to how they can enable middle executives’ efficiency in their roles, since promoting them to
a position of seniority will not automatically prepare them to lead and manage. This assertion does not
absolve middle executives, who need to seek out sources of professional learning to assist them in their

xXii
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roles. The book provides a framework for helping these mid-level leaders think through their experiences
and inform their approaches to advocacy for their development both in terms of the powers they seek to
acquire and the value they seek to deliver to their organizations.

THE INTENDED AUDIENCE

The book is intended to have a wide reach of multi-sectorial interests in the field of educational lead-
ership, among educational researchers and the wider business community. Pulling from the areas of
primary, secondary and higher education and businesses, this book serves stakeholders with an interest
in supervisory and implementation frames of innovative strategies and activities to effectively empower
their supervisees to lead and manage during a crisis.

Among the target audience of the book is:

School principals, vice principals and schools’ board chairmen

College and university presidents and other executive members

Department chairs, team leaders

Industry leaders

Human resource development personnel

Educators in leadership, policy and management and students of leadership and management
Mid-level executives who take a self-directed approach to professional development.

STRUCTURE AND THEMES OF THE BOOK

The book is divided into four thematic sections covering 17 chapters.

Section 1, titled “School Leadership and Crisis Management,” examines some “nitty-gritty” operational
challenges which schools faced during the COVID-19 pandemic, while exploring how some of those
challenges were tackled and proposes various practical and theoretical models of crisis management for
current and similar challenges in the future.

Section 2, under the heading “Empowerment,” delves into what the book presents as a major philo-
sophical underpinning and practical response to the both crisis-management preparation as well as crisis
management execution. The authors contributing to this section are drawn from diverse regions, coun-
tries, and contexts and present compelling analyses and personal stories of what empowerment means
and how it can be enacted and maintained.

In Section 3, there is an attempt to translate the experience of crisis into insight, thus the sec-
tion is titled “Organizational Learning.” The range of contexts in which the application of insight
is done is wide, even though most of the authors located in this section are from the same region
of the world.

The final section, Section 4, explores the crisis response in “Higher Education,” and from a wide
and diverse set of contexts, the authors narrate their experiences with COVID-19 and outline frames for
how higher educational institutions may become more agile.

XXiii
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THE DESCRIPTION OF THE CHAPTERS
Chapter 1

School oversight bodies, such as the Ministry of Education in Jamaica, have been playing a significant
role in ensuring that the requisite support is available to help school administrations’ and teachers’
instructional and curriculum support, so that they can continue to provide the highest quality teaching
and learning opportunities to students via online modalities. Therefore, using stress management and
self-care theories as a frame, this chapter explores the experiences of selected Jamaican middle-level
curriculum technocrats (Education Officers) self-care strategies and coping mechanisms employed as
they provided this support and simultaneously navigated the complications of increased personal and
professional demands, arising out of COVID-19. It also utilizes insights from cases in Australia and
Ecuador in a comparative case analysis to demonstrate how effective crisis management draws very
heavily on people skills and involves the application of a combination of problem-focused and emotion-
focused self-care and coping strategies. It offers some practical ways in which middle managers, as well
as other educators and professionals, can continue to apply the strategies and skills learned through the
pandemic experience, and possibly beyond.

Chapter 2

School leadership has been long established as integral to a strong, positive, school culture. A positive
school culture has an impact on high quality student learning and overall teacher satisfaction. These
factors contribute to teachers’ motivation to remain at the school, thereby significantly reducing staff
turn-over. This chapter discusses the teacher turn-over challenges, occasioned by COVID-19, with
which school principals in the United States grapple. It uses Myers (1993) 4-stage crisis management
framework of normal operations, emergency response, interim processing, and restoration, in order to
explore opportunities for school principals to support teachers before, during, and after a crisis, such as
COVID-19. While acknowledging that COVID-19 was not the sole reason for teacher exits, the chapter
foregrounds how workplace climate and executive leadership’s reaction to the COVID-19 pandemic
accelerated them, from the workplace. It suggests ways that school principals can empower teachers by
keeping a focus on organizational climate that will establish the frame for crisis response and which will
in turn improve a school’s chances of surviving crisis with minimal staff turnover, which is supportive
of student growth and academic achievement.

Chapter 3

Crisis situations always rupture the need for more responsive leadership, whether the crisis is being
experienced in schools or other organizations. As a response, one of the ways leaders can empower
employees is to lend agency to their voices, by listening to their challenges and ways to possibly address
them. This will bolster their sense of belonging and collegiality and pave a clearer path for greater levels
of certainty and motivation. This chapter shares insights on educators’ perspectives of, and responses to
COVID-19 in the Jamaican education system. Particularly, it assesses the state of readiness for online
teaching/learning and postulates critical insights on the lessons learned in crisis management and steps
required to advance Jamaica into a future of robust online teaching and learning. Having unearthed the
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gaps in physical infrastructure availability, lack of equitable access to the internet, where it exists, and the
low level and scope of the training support educators got, the chapter proposes continuous professional
development in crisis management and other areas as well as resource support to be offered so that the
most vulnerable students can benefit equitably.

Chapter 4

Organizations, schools included, were forced to alter most aspect of their organizational lives in ways
which were unparalleled, in the wake of the COVID-19 pandemic. This inevitably deepened the strain
on leaders’ leadership and management efficiency, which in turn creates opportunities to explore other
ways of meeting these demands. This chapter draws on the experiences of nine secondary school teachers,
from various schools, to explore the concept of power sharing in relation to whether their principals had
shifted their approaches to leading and managing during the pandemic and the ways this was manifested.
It provides a range of power sharing practices from across the world, discusses some of the challenges
and virtues of power sharing, as well as an examination of how other institutions handled crisis, while
sharing power.

It demonstrates how principals changed their leadership styles by delegating roles, becoming more
inclusive, through their willingness to adapt and by sharing power. Thus, effectively empowering mid-
level leaders with greater scope to respond to peculiar challenges they faced on the front lines. Finally,
it suggests some policy, practice and research implications and uses the findings and literature to outline
the recommended Principals’ MPOWERED Reflective Frame for Developing Mid-Tier Leaders’ Agency.

Chapter 5

Centralized systems of operations do not always provide their stakeholders with the level of individual
flexibility to divert from established operational guides, and this often poses a problem because of the
bureaucracy involved in this. This chapter tackles the administrative, leadership and managerial chal-
lenges, which were occasioned by COVID-19, of Cyprus’ centralized educational system. Citing the
locus of the problem as the weak directives from the centralized Ministry overall, and particularly to
school leaders, in their capacities as middle managers to lead and manage in their specific school con-
text, it analyzes the travails experienced by those middle managers. It also demonstrates in what ways
these middle leaders had insufficient autonomy and provides a guided theoretical perspective on how
to lead in school organizations within a centralized education system during crises by focusing on the
developmental framework of school leaders’ skills capacity. This proposed framework for empowering
school leaders could support policymaker experts on school leaders’ professional training and capacity
for handling uncertainty and crisis.

Chapter 6

Scholarship about International schools is scarce in the literature; and, though some definitions exist
which attempt to characterize them, the jury is still out as to whether they fully capture the operational
nuances of these schools, across continents. This chapter adds to the field of research on international
schools by seeking to shed light on how school leaders perceive the role of their mid-tier leaders and
how the middle leadership roles, in some of these schools, changed during the pandemic, while simul-
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taneously expanding available work on the administrative and managerial dynamics of these schools. It
connects middle leadership empowerment to a flattened leadership structure which expanded their skills,
due to increased demand of the crisis on their professional operational capacities. Within this context,
it expands its offering through an analysis of how sustained school improvement may be arrived at. It
achieves this by using the emerging themes to construct a conceptual application framework model for
use in support of middle level leaders as they lead during periods of crisis. With the findings from this
study situated in the domain of international schools, researchers are now provided with another context
to add to the growing literature base of research on crisis management and middle leadership.

Chapter 7

The opinions on the dynamics between leadership styles and a culture of high performance among staff
and students in schools have been hotly debated. What is clear, is that whenever a crisis strikes the leader
and leadership styles of organizations come under greater scrutiny. Ironically during this period, the de-
mands of handling the crisis, are likely to diminish leadership capacities, and so require leaders to be more
strategic in their application. This chapter locates the need for appropriate leadership styles to navigate the
challenges of leading during a crisis, in schools, as a means of unlocking and optimizing high-performance.
Therefore, it evaluates the feasibility of the Transformational and Transactional leadership styles as tools
for use by middle managers for crises management in schools from the Caribbean, USA and the UK. It
also explores the controversies of mid-tier school leadership, outlines some of the major problems schools
encounter during crisis and argues the impact of Transactional and Transformational leadership practice
on workforce performance. Pulling on the results of the probe, which corroborates existing evidence that
high performance in schools during crises may be dependent on adaptability, promoting collaboration, and
intentional accountability regimes, it reinforces the viability of these two leadership frames for increased
motivation, and consequent high performance of middle managers in schools.

Chapter 8

Though the idea of local government bodies within countries implies strong levels of autonomy, in reality and
certainly in the case of Jamaica, this is not always the case as their discretionary powers are limited by central
government. However, the fact that local government is a sub-set of the larger government with a mandate
to serve communities, it is important that they are sufficiently motivated to execute their roles and functions,
even within the limits of their power and especially during times of crisis. This chapter examined how four-
teen Chief Executive Officers’ (CEOs) leadership styles in municipal corporations (MCs) in Jamaica affect
middle managers’ autonomy and empowerment for change leadership in times of crises. It demonstrates that
the CEOs’ leadership styles contribute to the performance of middle managers’ fulfilment of their organiza-
tional mandate; but, this is usually contingent on trust and the level of professional relations involved. It also
highlights that when CEOs empower and give autonomy to middle managers, such an action could transform
local government organizations and encourage best practices for organizational change in times of crises.

Chapter 9

During the COVID-19 pandemic, educational institutions had to forego physical schooling for engaging
students via remote teaching. Teachers encountered a range of challenges as a result of the novelty of the
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instructional norms and contexts, and institutions’ unpreparedness for online teaching and learning. This
chapter explores how teachers collaborated in the sharing of solutions, and provided feedback about the
levels of success, as a crisis management strategy. The chapter presents findings for teachers’ collabora-
tive activities and perspectives. It argues that these hold valuable insights for how senior teachers may
activate their agency, and position themselves as effective leaders in crisis situations. Two key lessons
are the need for senior teachers to exercise self-empowerment, and undertake steps to systemize col-
laboration as a sustainable crisis management approach. The chapter offers recommendations for how
senior teachers may use the insights garnered to position themselves as proactive middle leaders and
suggest some shifts in policies development as enablers for its systemization.

Chapter 10

The ultimate goal of professional learning for teachers is to increase the personal and academic teaching
and learning output of schools; and, given the importance of the role of middle managers in schools,
it is crucial that they be empowered. Effective professional activities are usually those that are specific
to an identified problem, delivered over a specified timeframe with sufficient time, and also one which
provides teachers with the opportunities to implement their new knowledge, with opportunities for con-
sistent improvements. The COVID-19 Pandemic generated a specific need to transform the content and
delivery of professional learning opportunities for middle leaders. In response, this chapter discusses
an innovative multi-tiered professional learning approach which was devised to develop middle leaders’
capacity to lead during times of crisis and beyond and its impact on middle leaders. It delivers an ap-
propriate blend of theoretical grounding, tools, skills and practical application opportunities to advance
meaningful leadership from the middle of institutions facing crises. Additionally, it demonstrates how the
suite of professional learning tools that was used to deliver professional learning, fostered collaboration,
knowledge and skill acquisition, built and improved the well-being of middle leaders, which redound a
global professional learning community of middle leaders. To end, it presents a model useful for profes-
sional learning for crisis management for middle leaders.

Chapter 11

In order to plan for a professional learning intervention that is meaningful, it is best to hear from the
potential objects what their experiences are and how to address them. Educators’ experiences during the
COVID-19 pandemic have demonstrated the critical necessity for responsiveness to their professional
learning beyond academics. This chapter recognizes this gap and delves into unearthing the perceptions
and experiences of different categories of educators, including teachers, instructional coaches, and school
administrators, with the aim of understanding their existing professional learning needs opportunities and
whether they align with what they most require at this time. It analyzes the shifts in professional learning
that Pre-K-12 educators experienced during COVID-19, the in-district support that was available and
what professional learning they thought they needed most. It draws on the findings to suggest a frame to
demonstrate how improved school climate and culture, adequate time availability, the relevance of the
professional learning activities, innovative opportunities, authentic examination of feedback, consistency
of ongoing support and training, and implementation of initiatives and fidelity are critical to educator
engagement and growth through professional learning and agency.
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Chapter 12

University and community partnerships have remained relevant because of the potential of both partnerships
entities to contribute to each other’s growth and development. Non-governmental organizations (NGOs)
are often among these partnerships that provide services to a country’s most vulnerable populations.
Nonetheless, their capacity to act during crisis situations, like some other organizations, would become
limited in response to government mandates, among other factors. Leadership, then, becomes a critical
component to the success of NGOs delivering services to the needy. This status invites a reflection on
the actors during unprecedented times, such as COVID-19. This chapter shares the experiences of NGOs
that were tasked to provide service to marginalized people residing in urban/rural low-socio-economic
communities in Jamaica. Underpinned by tenets of Servant Leadership theory, and probed from the
perspectives of their Directors, it demonstrates how NGOs navigated and nurtured middle managers’
entry to establish their leadership during the crisis. Additionally, it discusses the major challenges which
impacted their abilities to fully provide services to marginalized communities. A major insight it pro-
vides is the duality in approach to middle leadership; as some leaders identified and nurtured employees’
agency, while others didn’t. Hence, it provides a set of guiding principles to not only activate but also
nurture middle executives’ agency to lead during a crisis.

Chapter 13

Religious communities have not been spared the disruption and trauma that COVID-19 has caused. Thus,
like educational institutions and other industry players, the crisis has provided an avenue for them to
consider their responsibility to being more agile in their responsibilities, especially during crisis. This
chapter explores how the intricacies of leadership pose a challenge for the church, particularly moving
from inherited structures of people-centric power and mission to newer models of human based manage-
ment, ministry and mission. It shifts the object of crisis from the organization and instead argues that
it is the middle-tier leaders and managers of churches who are in crisis. Pulling on the experiences of
selected church leaders in the Caribbean and likening crisis experience to a wilderness, it demonstrates
how Kenotic and Martyrological models of leadership can assist church leaders to be made more agentic
during periods of crises. Additionally, the chapter illustrates how this combination can amplify middle
managers’ agency because they become more visible, available and present in the lives of their constitu-
ents. Hence, concluding that these strategies are at least a beginning point to motivate and empower for
greater leadership crisis effectiveness.

Chapter 14

During periods of crises some top administrators automatically become situated as a mid-level admin-
istrator. This results because of the operational and administrative uncertainties and the concomitant
dependence on centralized decision-making and sharing. With the often-undesirable lack of urgency,
this situation becomes a recipe for chaos and burn-out; but these administrators are not relived from their
responsibility of finding innovative strategies to ensure that high-quality learning and service continue,
as well as attending to their personal and other professional demands. While the body of literature on
senior leadership and crisis management in this context is expanding, senior leader’s voices have not
been consistently privileged and therefore, less is known about their lived experiences while leading
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during a crisis. This chapter contributes to this discourse by telling the story of a midlevel higher edu-
cation leader in the Caribbean. It emphasizes the leadership experiences while navigating the vagaries
of the COVID-19 pandemic, the idiosyncrasies of middle leadership and the type of support required
from senior management for middle leaders to lead effectively during this time. It also demonstrates how
leading with care, leveraging relationships, and having the support of senior leadership can empower
middle leaders and provide them with a sense of agency during times of crisis, and concludes by sharing
an application framework towards developing these crisis management and leadership factors.

Chapter 15

Highereducation has evolved beyond just being an avenue to secure employment. In developing economies
such as in Jamaica and in other parts of the world, designing interdisciplinary tertiary curriculum for
the purposes of developing problem-solving abilities and increasing other higher order level workforce
skills continues to remain integral for national development. However, the longstanding debates of how
best to bridge the theory-practice interconnection in the field of business remains a challenge, despite
the number of clinical and professional practice doctorates across Western educational providers. This
chapter seeks to address this gap by arguing that educational stakeholders, such as curriculum planners,
can utilize doctoral level education as a tool for ensuring that mid-career professionals are equipped with
the skills needed to build the capacity and capability required to deal with crisis situations. It emphasizes
the efficacy of such an approach by also arguing that interdisciplinary professional doctoral pathways and
their associated learning trajectories are now a recognized mechanism of operationalizing translational
research from the context of work-based praxis. To this end, it offers a theoretical exposé that provides
an insight into the concept of translational research in the context of research-based practice/work-based
praxis within organizations across the globe, along with “The Crisis Management Complexity Framework
of Transformative Dimensions and Characteristics”.

Chapter 16

One would be hard pressed to argue that COVID-19 has not had a disruptive impact on tertiary educational
institutions. Resultantly, it has created prospects for higher education institutions (HEIs) around the world
to reconsider how they plan and deliver instructions for all learners during the pandemic and beyond.
No doubt faculty, then, were thrust into re-examining their own methods as they made modifications in
their instructional practices to meet students’ learning needs. However, the big issue which remains is
whether with the steady increase of face-to-face resumption of classes, if HEIs will return to how they
formerly conducted the business of educating students, or if they will call on the lessons the pandemic
provides to pivot and become more agile. This chapter addresses how HEIs can learn from the crisis,
by illustrating challenges in the landscape of higher education practices, problem-solving mechanisms
employed, and the lessons learned by higher education middle executives. Guided by the adult learning
theory, it also focuses on the reimagination of instructional planning, delivery and assessment, lessons
learned from the pandemic, about what works in higher education from the practitioner’s point of view,
and from policy development aimed at meeting the changing needs of higher education and mitigating
future crises. Additionally, it recommends for middle executives, a dispositional shift from what the
authors describe as a “solo mindset” to one of continuous collaboration.
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Chapter 17

Like the chapter before it, this chapter also tackles challenges of HEIs in a bid to ensure their adapt-
ability during and beyond the COVID-19 crisis. It acknowledges that mid-level executive academic
leaders (deans and department chairs) who are central to strategic decision-making in higher education
institutions increasingly confront situations requiring them to make difficult decisions that sometimes
influence institutional paradigm shifts or changes at the college and faculty level, and more so in times
of crises. However, there exists a capacity gap which impedes the effectiveness of these processes. To
address, it argues the case for Adaptive-Collaborative Transformative (ACT) leadership framework,
which is a hybridization of adaptive, collaborative, and transformative leadership theories, as a suitable
model for HEIs’ mid-level executives to use during times of crises. It outlines the tenets of the theories
and how they may be applied, and examines the suitability for practice by mid-level executives. Pulling
on two cross-national cases, the chapter then demonstrates the merits/potential of this model for the
development of mid-level leaders’ agency through crisis management training that facilitates capacity
building in the formulation of equitable solutions, collaboration, and agility in responding to complex
adaptive, wicked problems. It closes by developing a case and poses questions which require the readers
to contemplate the core issues of the ACT Framework, as they seek to solve it.

CONCLUSION

It is our belief that this book represents a valuable addition to the body of knowledge on ways in which
the empowerment of middle managers may be undertaken. Middle managers represent an important
lynchpin in the execution of organizational functions as they both implement the dictates of senior man-
agement as well as interface with the realities on the ground in ways that are more intimate than how
senior managers routinely operate. By virtue of their proximity to the ground, middle managers have
the opportunity to transmit to senior managers, some of whom are located on the central ministry, their
experiences in the implementation of policy.

The effectiveness with which middle managers play the role of interpreting realities on the ground and
feeding those to senior managers, depends on their sense of empowerment, as well as the organizational
structures of power-sharing. In this regard, it must be reckoned that, as our preliminary assessment and
information gathering showed, many middle managers see problems on the ground but are either afraid
to share them with senior managers or unsure whether they should. Others are willing to act in a bid to
resolve these problems but are powerless to do so because of a lack of capacity. The result of this can
be that senior managers have a false (that is, insufficiently) informed sense of what is really happening.
This can lead to discoveries of problems when an internal organizational crisis arises. The cure for this
is empowering middle managers. This is the message and mission of this book.

Ann-Marie Wilmot
The University of the West Indies, Mona, Jamaica

Canute Sylvester Thompson
The University of the West Indies, Mona, Jamaica

XXX

printed on 2/8/2023 11:58 PMvia . Al use subject to https://ww.ebsco.conlterns-of-use



EBSCChost -

Preface

REFERENCES

Blanchard, K., Carlos, J. P., & Randolf, A. (1996). Empowerment takes more than a minute. Berrett-Koehler.

Busche, R. G., Havlovic, J. S., & Coetzer, G. (1996). Exploring empowerment from the inside-out.
Journal for Quality and Participation, 19(2), 36-45.

Drake, A. R., Wong, J., & Salter, S. B. (2007). Empowerment, motivation, and performance: Examining
the impact of feedback and incentives on non-management employees. Behavioral Research in Account-
ing, 19(1), 71-89. doi:10.2308/bria.2007.19.1.71

Held, D. (2006). Models of democracy. Polity and Stanford University Press.

Kumar, M. P.J., & Kumar, A. A. (2017). Employee empowerment—An empirical study. Global Journal
of Management and Business Research: (A). Administrative Management, 17(4A), 59-64.

Manley, M. (1975). A voice at the workplace: Reflections on colonialism and the Jamaican worker.
Howard Univ Press.

Thompson, C. S. (2015). Locating the epicenter of effective (educational) leadership in the 2 I century.
Caribbean Leadership Re-Imagination Initiative.

Thompson, C. S., & Wilmot, A.-M. (2022). Jamaican teachers’ perspectives on their power and em-
powerment at their schools. Power and Education, 14(2), 113-127. doi:10.1177/17577438211070554

Wilmot, A.-M., & Thompson, C. S. (2021). Proposition MRM: A paradigm for post-crisis organizational
healing — The case of Fishlake Primary School. In L. Byrd-Poller, J. Farmer, & V. Ford (Eds.), Role
of leadership in facilitating healing and renewal in times of organizational trauma and change (pp.
206-229). IGI Global. doi:10.4018/978-1-7998-7016-6.ch011

XXXi

printed on 2/8/2023 11:58 PMvia . Al use subject to https://ww.ebsco.conlterns-of-use



EBSCChost -

XXXii

Acknowledgment

The completion of this project would not have been possible without the contribution and dedication of
a number of individuals, in addition to the publishing entity.

Thus, firstly we acknowledge with gratitude the invitation of IGI Global, issued to us individually, to
produce an edited handbook. Recognizing the volume of work that this would involve we agreed to work
together on a single publication. This decision was one of the best ones we made, and we are grateful to
IGI Global for not only supporting the decision but for its overall direction and guidance as we sought
to build out the project.

Secondly, we thank the authors who in contributing to this project demonstrated dedication, passion
and purpose and responded to the reviewers’ and editors’ feedback with both urgency and discipline.

Thirdly, we thank the members of the Editorial Advisory Board for their advice and suggestions and for
those who adjudicated as needed. Some members of the Editorial Advisory Board also served as review-
ers and for this we extend a special thanks for their dual roles, executed with dedication and resolve.

Fourthly, we recognize and thank the host of reviewers, some of whom reviewed two, and a few of them
three, papers. The thorough and detailed manner in which the reviews were done has reinforced our
belief in the overwhelming value of the blind peer review process as the premier quality assurance tool
in academic publishing.

Finally, we acknowledge God as the source of any wisdom, purpose, and capacity we possess and thus
we give thanks to God for enabling us to have undertaken this project and for the constellation of family
and friends in our environment who offered their support.

printed on 2/8/2023 11:58 PMvia . Al use subject to https://ww.ebsco.conlterns-of-use



Section 1

School Leadership and Crisis
Management

EBSCChost - printed on 2/8/2023 11:58 PMvia . All use subject to https://ww.ebsco.coniterns-of-use



EBSCChost -

Chapter 1

Staying Above the

Turbulent Waters:
Self-Care and Coping Strategies of
Jamaican Middle-Level Curriculum

Technocrats in a Time of Crisis

Novelette McLean-Francis

Ministry of Education, Youth, and Information, Jamaica

ABSTRACT

This study explores the effects of the COVID-19 pandemic on 11 middle-level curriculum technocrats
with the responsibility to design, develop, and implement national curricula. It also explores the range of
self-care and coping strategies applied by these educators to help them effectively meet their job targets
amidst the crisis. The crisis is an unprecedented phenomenon in the experiences of the current genera-
tion of Jamaican middle-level educators who have been plummeted into new personal and professional
demands. The study finds that although these technocrats benefited from nearly all the strategies they
applied, they found the personal leadership resources (PLRs) to be most useful. These soft skills allowed
them to adapt to the unpredictable crisis situation in order to meet their job targets while managing
their personal lives. The study is useful in underscoring the importance of intentionally addressing the
psychosocial and emotional needs of people as countries and institutions plan for crises.

INTRODUCTION
Exploring Crisis

In some parts of the world, crises are not uncommon. These may not be health-related as in the case of
the current COVID-19 pandemic - they may be civil wars, sieges, terrorist attacks, or prolonged severe
weather among others. In these countries, therefore, sustaining the education system in periods of crisis
is not a new domain for middle-level and other educators. However, for the present generation of Carib-
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bean educators such as Jamaican curriculum technocrats, a major crisis, especially one lasting for over
two years is unfamiliar and devasting.

According to Eriksson and McConnell (2011), the world has become more vulnerable to crises of
some form or another. Shrivastava et al. (2013) believe that global crises have become the new normal.
Education systems should therefore be equipped to face unexpected disasters.

Trainoretal. (2013) note that some critical dimensions of leadership for crisis situations are “flexibility,
communication, networking abilities, decision-making, urgency, teambuilding, sensemaking, informa-
tion seeking, accounting, and planning.” (p. 38). The scholars note that these areas are “often neglected”
aspects of leadership but are vital in a crisis. These skills are usually applied as coping strategies to
reduce or eliminate stress in difficult periods such as the COVID-19 pandemic. Ramos Pla et al. (2021)
have explored the type and application of leadership skills called Personal Leadership Resources (PLRs),
which according to Ramos Pla et al. (2021) and Leithwood et al. (2019) are “problem-solving efficiency,
knowledge of effective practices, systems thinking, perceiving emotions, managing emotions, acting
in emotionally appropriate ways, and the levels of optimism, self-efficacy, resilience, and proactivity.”

Makwana (2019) note that disasters affect both the psychological and psychosocial dimensions of
people although they have obvious physical effects. Very often, the mental and social effects of a crisis
such as anxiety, depression, alienation, stress (both real and perceived), adjustment issues, fear, shock,
helplessness, sadness, and grief are far greater than the physical effects.

Consistent with the position of Makwana (2019), this chapter illustrates the impact of the unprecedented
COVID-19 crisis on the varying dimensions of the lives of eleven (11) middle-level curriculum officers.
It explores how they applied a range of coping and self-care strategies in order to manage or eliminate
the stressors that threatened the normalcy of their personal and professional lives. It also assesses the
extent to which these strategies achieved the purpose for which they were applied in each case and how
leaders, including technocrats, can learn from these experiences by effectively combining strategies —
particularly people skills- to manage a crisis. The chapter demonstrates that effective crisis management
draws very heavily on people skills and involves the application of a combination of self-care and coping
strategies in order to achieve this end. The recommendations at the end of the chapter provide practical
ways in which middle managers, as well as other educators and professionals, can continue to apply the
strategies and skills learned through the pandemic experience.

BACKGROUND

Curriculum Officers, in the initial phases of the COVID-19 pandemic, were required to work remotely
to support school leaders and their staff in a range of curriculum implementation matters previously
executed physically. With a range of new professional demands complicated by personal and other chal-
lenges, these officers faced a growing number of stressors. As people face unexpected stressful events
like the COVID-19 pandemic, they draw on different coping and self-care strategies (Johal et al., 2014).
These strategies and their effectiveness, as applied by these curriculum officers in the pandemic, will
therefore be the focus of this study.

A study of this nature is therefore quite useful as it takes an in-depth look at how leaders effectively
navigate crises and provides a model for handling specific challenges, which may arise in these situations.

2
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WHO ARE MIDDLE MANAGERS?

Gjerde and Alvesson (2019) define middle managers as a category of professionals who fall between
top management and non-managers in a system. In the Jamaican and other education systems around
the world, the term “middle management” has multiple interpretations. For example, in a UK study of
the impact of middle leaders on change management, Chambers (2009, p. 1) in his study of the role of
curriculum managers in colleges of further education, categorizes these leaders as middle managers
who manage staff, as well as their classrooms. In terms of school leadership, Gear and Sood (2021)
similarly categorize middle managers or “leaders” as a level of school managers having “school wide
responsibilities, in addition to their classroom duties.”

Based on the definition of “middle managers” by Gjerde and Alvesson (2019) and the categorizations
by Chambers (2009) and Gear and Sood (2021), different levels of educators could be categorized as
middle managers in the Jamaican education system. For example, at the school level, Senior Teachers/
Heads of Departments could be classified as middle managers. These individuals fall between the top
tier of the Principal and Vice-Principal and regular classroom teachers and assist in managing staff, in
addition to their classroom duties. At the level of the Ministry of Education & Youth, several Education
Officers could be categorized as middle managers because they assist in managing staff, as well as in
executing the functions they supervise. For example, in a department like the Core Curriculum Unit,
Senior Education Officers would be the middle managers between the Assistant Chief Education Officer
at the top and other Education Officers at the bottom. Still yet, Assistant Chief Education officers, Senior
Education Officers, and Education Officers could also be categorized as a middle tier between the Deputy
Chief Education Officer and the Chief Education Officer, along with other senior policy representatives.
Looking at the broader education system, however, education officers, as a general group, are the middle
team between the school team and the Senior Policy level. In this study, it is this latter group of middle
managers - Curriculum Education Officers - who are being investigated. It is important in this study to
understand this categorization, as different levels of Officers within this middle tier share their varied
experiences based on their responsibilities.

A REVIEW OF RELEVANT LITERATURE
Conceptual Framework
Overview

The use of self-care and coping styles/strategies to deal with stressful situations such as crises has been
addressed extensively in the psychological and broader healthcare literature. Increasingly, however, the
areas of stress management through physical and emotional coping strategies have factored in wider
studies of business management (Dayour et al., 2020), religious studies (Molen et al. (2020), and edu-
cational research (Brooks et al., 2022; Hidalgo-Andrade et al., 2021), particularly since the COVID-19
pandemic. The pandemic has impacted to varying degrees, many people globally, including educational
leaders. In a study of this nature, a framework of stress and self-care and coping theory is therefore quite
relevant as it explores how curriculum officers adapted to the pandemic.
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Stress Management Theory
Stress and Stressors

Silverman, et al. (2010) define stress as ““a bodily reaction to a change, which needs a response, regula-
tion, and/or physical, psychological, and or emotional adaptation.” Stress is also categorized by the type
of stressors involved in the related experience. Paradies (2010, p. 209) has indicated three (3) main types
of stressors - life events, chronic and daily hassles/uplifts. The scholar describes some stressors as sudden
and acute and notes that they require major adjustments (life events), some as more long-term or recur-
rent (chronic), and others as very brief day-to-day occurrences requiring small short-term adjustments
(daily hassles/uplifts). Based on the suddenness and impact of the pandemic, the present study would
best be conceptualized as one caused by a life event stressor.

Coping and Coping Strategies

Stress coping or coping is the process of eliminating, managing, or minimizing stress (Johnston et al.,
1998; Paradies, 2012; Folkman & Lazarus, 1984). Khrone (2002) defines coping as an “individuals’
efforts in thought and action to manage specific demands”

There are different coping styles including but not limited to problem-focused and emotion-focused
coping. Problem-focused coping is an active and solutions-oriented approach aimed at removing or
modifying the stressor in the environment (Schoenmakers et.al, 2015; McLeod, 2015; Herman & Tetrick,
2009; Folman & Lazarus, 1984). Examples of these are enrolling in a professional learning community
or other support groups, exercising, and developing and adhering to a study schedule. Emotion-focused
coping, on the other hand, addresses stress by reducing the negative emotional impact of the stressor
(Herman & Tetrick, 2009, Folkman & Lazarus, 1984). Emotion-focused coping can be both negative
and positive. Examples of positive emotion-focused strategies are journaling, physical exercise, playing
games, and meditation. Examples of negative emotion-focused coping are withdrawal/self-isolation,
drug abuse, distraction through over-eating, and self-injury. Ding et al. (2021) note that emotion-focused
coping is more suited for situations that cannot be helped at all. An example of this kind of situation
would be poor esteem feelings associated with irreversible aging deficiencies.

There are sometimes overlaps between some of the strategies, which may be categorized under
problem-focused and emotion-focused coping styles. What differentiates them is the goal of applying the
strategy (Schoenmakers et al., 2015). For example, physical exercise may be used to address overweight
issues and its attendant negative emotions. With this targeted approach to achieving weight loss with the
long-term goal of eliminating the negative experience and emotions linked to obesity, physical exercise
may be categorized as problem-focused coping. However, if exercise is simply a means of distraction
aimed at avoiding the negative emotions linked to obesity, then the strategy may be categorized as an
emotion-focused coping strategy, specifically avoidance coping.

It is important to note, however, that scholars have categorized coping styles in other ways. For
example, Aldwin and Yancura (2004) have also included social support (networking to buffer stress),
religious coping (prayer, fasting, extending faith), and meaning-making (reframing stressful experiences
to see the positive lessons to be learned) as other coping styles. McLeod (2015) has subsumed religious
coping and meaning-making or positive reframing, which he terms as “cognitive reappraisal” under
emotion-focused coping. Meaning-making as defined by Aldin & Yancura (2004), is aimed at finding
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the positive aspect of a stressful experience or encounter. They note that this coping strategy is mainly
linked to chronic stressors. Molen et al. (2020) have linked religious coping to problem-focused cop-
ing. I concur with Molen et al. (2020) that this categorization is possible, although religious coping is
commonly categorized as a positive emotion-focused strategy. For some individuals, religious coping
is a targeted and solution-oriented approach. For others, however, religious coping may only serve as a
distraction from the stressor.

Carr and Pudrovska (2007) note that negative emotion-focused strategies are not very effective for
dealing with crises. In contrast, the authors demonstrate a preference for problem-focused strategies,
which they view as more active /proactive in addressing stress. They, however, make one exception for
older adults who do better with emotion-focused strategies when confronted by certain unchangeable
life situations.

Other scholars including Blum & Silver (2012), Dubow and Rubinlicht (2011), and Aldwin and
Yancura (2004) have indicated the need to take a more flexible and multidimensional approach to cop-
ing strategies since individuals are not always fixed in their coping styles and the different styles may
serve a useful role to the same individual in different circumstances or different aspects of their stressful
experiences. For example, some positive emotion-focused coping strategies such as journaling or talking
out a problem with a friend may be very useful to some individuals in certain stressful circumstances.
This study, therefore, supports the more broad-based flexible approach, which sees curriculum middle
managers adapting their strategies to meet their varied psychological and physical needs in a stressful
situation such as the COVID-19 pandemic.

Managing Stress Through Self-Care Strategies

Self-care has often been twinned with coping in the healthcare and psychological literature, as well in
those addressing other kinds of stress-related experiences of individuals. Martinez et al. (2021) have
noted the difficulty in providing a precise definition for “self-care” because of its growing multidisci-
plinary use. However, based on the scholars’ literature review, they have indicated a possible definition
as, “The ability to care for oneself through awareness, self-control, and self-reliance in order to achieve,
maintain, or promote optimal health and well-being.” This definition is supported by Riegel et al. (2021)
who associate self-care with concepts such as self-management, self-monitoring, and self-help. Martinez
et al. (2021) have linked self-care to stress reduction, indicating the workplace as one context in which
self-care may assist the challenged individuals. The job space is one of the main contexts in which this
study is located so the focus given to workplace self-care strategies by Martinez et al. (2021) is relevant
here. Because of this link between self-care and stress and the fact that self-care requires proactive self-
management and self-awareness, I have directly connected self-care with the monitoring and meaning-
making coping styles. These two (2) coping strategies involve more targeted conscious approaches on
the part of the individual to manage the stress or particular stressor (s) involved. Since “self-care and
“coping” are usually specified as a concept pair in stress management theory, despite some overlaps in
how these concepts are used, I have kept them together in this study.

Ben-zuretal. (2003) and Fang et al. (2020) have linked crisis leadership skills to both problem-focused
and emotion-focused coping strategies in their studies of the efficacy of leadership during crisis. In this
study, the same linkages will be made.

Figure 1 attempts to capture the theoretical framework of this study. It illustrates the use of different
coping styles to avert or reduce stress.
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Figure 1.

Note: The combined application of coping styles/strategies that may be
used to reduce the impact of stressors in a crisis

STRESS MANAGEMENT IN CRISIS LEADERHSIP
Related Cases From Other Spaces
Australian Case Study of Coping in Crisis

Brooks et al. (2022), in their case study of three (3) primary school teachers in Victoria, Australia, ex-
plored the coping strategies used by teachers in 2020 during the COVID-19 pandemic. These teachers,
like the rest of the world, faced the impact of “repeated lockdowns,” new health regulations, and increased
media scrutiny on their stress levels. Added to their stress were examination cancellation, school logistics
issues such as suitable class size vis a vis social distancing isolation from their support systems such
as friends and family, and the growing uncertainty of the pandemic itself. Consequently, these teachers
faced unsurmountable stress as the threat resurfaced with each new lockdown. The unfamiliar virtual
online classroom modality also took its toll on the teachers.

Brooks et al. (2022) in providing this contextual background, show how this situation forced these
Australian teachers to find coping strategies to manage their stress levels. The aim of the study was to
determine the significant stressors and how the teachers managed or reduced these stressors as they
navigated their personal and professional lives.

The authors applied the Transactional Model of Stress and Coping developed by Folkman and Lazarus
(1984) as their conceptual framework. Within this framework, they examined how the teachers managed
the stressors of the pandemic by applying both problem-focused and emotion-focused coping strategies.
The authors specifically explored how the teachers addressed the perceived threat to their personal and
professional goals, given their available resources. In this study, teacher appraisal of their situation in the
crisis was a major factor. In organizing the study, Brooks et al. (2022) addressed the different notions of
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change, coping, job efficacy, teacher resilience, teacher burnout, and the support of teacher wellbeing
and coping in the midst of change.

The researchers collected data via the diaries of the participants and interviews and analyzed the
data using the thematic labels of emotion-focused and problem-focused coping strategies of Folkman
and Lazarus (1984) to categorize the data. These coping styles and their related strategies have already
been explored under the thematic framework of this study.

The study found that the combined application of problem-focused and emotion-focused coping
strategies helped teachers to navigate the stressful work environment of the COVID-19 pandemic.
These strategies included the use of social support systems, professional development to upgrade online
teaching/learning skills, efficient allocation to tasks to prevent burn-out, reframing or reappraisal of
their situation, and physical exercise. However, ineffective school leadership (slow response to requests,
autocracy, lack of collaboration, and communication) during this period emerged as a major stressor for
these educators. The researchers found that as outlined in the Transactional Model of Stress proposed
by Folkman and Lazarus (1984), the teachers were stressed by having limited strategies and the personal
skills to manage the unfamiliar environment. The reliance of these teachers on leadership support should
therefore have been one of the coping strategies to assist them with their limitations during the pandemic.
The expectation was not realized, and their stress levels therefore increased. The researchers concluded
that as expected, the leadership required in times of crisis is significantly different from the leadership
necessary in regular circumstances.

This study supports the broad-based approach to the use of coping strategies — not showing a prefer-
ence for either but using both to manage different kinds of stressors. Although the researchers did not
differentiate between positive and negative emotion-focused stressors as expected in their stress model,
the study reflected the use of positive emotion-focused strategies including walking a dog, exercising,
and chatting with friends. These strategies were used as distractions rather than to target or eliminate
specific stressors.

Stress Management in Ecuador

Hidalgo-Andrade et al. (2021) in their survey of 394 Ecuadorian teachers found that the teachers were
impacted by a number of stress-related factors due to the COVID-19 pandemic. One of the stressors was
that of the online instructional mode. However, teachers who had completed previous online training
(63.3%) reported far less stress than those who had not. The survey also captured several other stress
factors such as illness and death of loved ones resulting from the pandemic, economic challenges coupled
with homecare responsibilities related to young children and elderly relatives. The researchers found
that age was associated with higher levels of stress and that females had higher levels of psychological
stress and that teachers who had special homecare responsibilities (53% of the sample) presented with
more psychological and perceived stress (measured on the Perceived Stress Scale — PSS-10) than their
counterparts.

Hidalgo-Andrade et al. (2021) also found that there were higher levels of overall stress - both real and
perceived stress in women when compared to men. Several of these women were caregivers to children
and adults and had to combine their attendant responsibilities with their online teaching activities. As
will be shared later, this was not a finding of this study despite the similarity in the responsibilities of
the female curriculum officers.
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The self-care and coping strategies used by the informants included seeking social support, partici-
pating in leisure activities, work and study activities, spiritual activities, avoidance activities, mental
health promotion, and healthy living. The strategies of finding social support among family members
and friends and maintaining a healthy lifestyle (e.g., exercising and having a healthy diet) were the most
popular among participants.

The researchers have indicated the need to conduct future studies in the new normal of educators as
a means of determining the support systems required and to plan more effectively, where possible, for
future pandemics. However, Eriksson & McConnel (2017) note that crisis or contingency planning, as
they have branded it, is often more meaningful in the “pre-crisis stage.” The unpredictability of crisis
often leads to unforeseen challenges, which may require modification or overhauling of the plans that had
been previously put in place. This is why the crisis management model described by Shrivastava et al.
(2013) is so critical. The crisis must be quickly analyzed, strategies implemented to minimize the disaster
as far as possible, and every effort made to return the situation to normalcy or at least to approximate it.

THE CURRENT STUDY
Jamaican Curriculum Officers and Crisis — The COVID-19 Pandemic
Design and Methodology

This study is qualitative in nature and explores the data on crisis experiences and strategies gathered
from eleven (11) middle-tier Curriculum Officers using a common interview schedule of open-ended
questions. The aim was to ascertain their experiences with the COVID-19 pandemic and the coping
mechanisms they have used to address their challenges. For each interview, based on the flow of the
narrative, questions were either added or modified to probe or clarify the information shared. The per-
mission of interviewees was sought to record each virtual interview and each person was apprised of the
background of the study and the requirement to have their informed consent to use the data following
the transcription of the interview.

The recorded interviews were then transcribed using TEMI, a paid online software transcription
service. These interviews were further edited to ensure accuracy and sent to each interview for mem-
ber-checking (Birt et al., 2016). That is, interviewees were asked to read the transcripts and modify, if
necessary, what was indicated and then sign an Informed Consent Form (View in Appendix) giving the
researcher permission to use the data in the study and chapter. Each interview transcript was then read
and coded against the research questions. Emergent coding was also conducted on the transcripts to as-
certain big ideas not directly linked to the research questions but still useful to the study. Cross-coding of
the transcripts was also done to determine the common big ideas — both a priori and emergent. Both the
recurring codes relating to the research questions (reconfigured as “themes”) and the emergent themes
were identified across the transcripts.

A thematic analysis of the data was then conducted, and a discussion was done within a framework
of coping and self-care stress-management theory. The findings were also examined against relevant
aspects of crisis leadership theory.
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Research Questions
The following are the questions that guided the overall study:

e  What are the personal and professional challenges faced by middle-level curriculum technocrats
during a time of crisis?

e  How are specific self-care and coping strategies applied by curriculum technocrats in a crisis to
achieve job targets and overcome personal challenges?

e  How effective are the strategies used by technocrats in times of crisis?

Description of Sample

The sample consists of eleven (11) Curriculum Education Officers who are engaged in the review, de-
sign, development, implementation, and monitoring of curricula for the secondary and primary system,
the development and sourcing of resources to support curriculum implementation, and the training of
different stakeholders in the effective use of different curricula, among a range of other duties.

Table 1.

Personal Data on Interviewees

#  Interviewee Age Gender Substantive job status

code group

1. | Off101 36-41 Male Regular Responsibility

2. | Off102 36-41 Female Regular Responsibility

3. | Sen201 42-47 Male Supervisory

4. | Sen202 42-47 Male Supervisory

5. | Off103 42-47 Female Regular Responsibility

6. | Sen203 48-52 Female Supervisory

7. | Off104 48-52 Female Regular Responsibility

8 | Off105 48-52 Female Regular Responsibility

9. | Sen204 53-58 Male Supervisory

10. | Sen205 53-58 Female Supervisory

11. | Sen206 59-64 Female Supervisory
Note. Specific job titles have not been shared to ensure some measure of anonymity and the categories
“Senior Education Officer” and “Assistant Chief Education Officer” have been subsumed under one category
“Senior *“~**Sen” for short. Education Officers are categorized as “Officers” — “Off” for short.
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Curriculum Officers form a mid-tier group within the education system; they operate between the
school system and the senior directorate. While they participate in some policy functions, the main task
of these middle-level professionals is to work directly with teachers and other stakeholders to ensure that
the curriculum is effectively implemented to achieve quality education for all students.

Table 1 sets out personal data on the interviews — their code names, age ranges, gender, and general
work status. For Education Officers, their job status is attributed as “Regular Responsibility”” while for
Senior Education Officers and Assistant Chief Education Officers, the status is attributed as “Supervi-
sory”. Regular during the pandemic simply means non-supervisory.

Sampling Method

Non-probability sampling was used to select informants based on their roles as middle-level technocrats.
This is a highly specialized closed group of educators that has to be directly targeted. Specifically, con-
venience sampling as a subset of this method was used — that is, selection based on the availability of
the officers and their willingness to participate in the activity.

PRESENTATION OF DATA
Overview

This section outlines the anticipated themes branded “main themes” as well as some relevant unantici-
pated themes. These will be addressed separately.

Main Themes

In this segment, the data will be presented under the main aspects of the research questions reconfigured
as themes. These are as follows:

e  Theme 1- Personal and professional challenges faced during the pandemic
e  Theme 2- Self-care and coping strategies applied by curriculum technocrats applied in pandemic
e  Theme 3 - Effectiveness of the strategies used by technocrats in times of crisis

Most interviewees noted in their responses that their experiences in the pandemic could be catego-
rized into three (3) phases - the initial phase of the pandemic (Year one — 2020), the follow-up phase
or Phase 2 (2021), and the current phase or Phase 3 (2022). Overall, Phase 1 — the period characterized
by extended lockdowns of the education system and other sectors - was described by interviewees as
the most unfamiliar domain. They also reported that it resulted in most of the personal and professional
challenges. It was a phase of experimentation in a territory that none had ever traveled before. Phase 2
(2021) was the evolution of the pandemic experience with growing familiarity and learning to navigate
the challenges. Like Phase 1, it is still experimental but not as stressful and frightening as Phase 1. Phase
3 (2022) is the current phase in which structures and strategies are firmly in place and persons are living
with the pandemic.
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Theme 1 - Personal and Professional Challenges Faced During the Pandemic
Personal Challenges

Most of the personal challenges listed by participants were concentrated in Phase 1 of the pandemic
and were similar among the group of middle-level technocrats. Interviewees noted that these challenges
lessened over Phases 2 and 3. The stressors included loneliness, family issues and losses, uncertainties,
and conspiracies.

One common stressor or difficulty was the feeling of isolation/alienation from family members and
colleagues during the pandemic, particularly in periods of lockdown. Interviewees noted that the isola-
tion often resulted in demotivation, which ultimately affected their work performance. Participants found
solace in communicating with family members, colleagues, and friends locally and internationally via
social media platforms. One interviewee shared how colleagues provided support by sharing resources,
noting,” I spend most of my own time exploring these resources. They really help me execute my duty
in this new environment which they call the “new normal.” (Off104)

Another officer noted that based on the online teaching mode, his family became isolated by the very
technology that was creating the new normal for work and school environments. The members oper-
ated in silos, with their tablets and other devices forming barriers to communication and connectedness
compared to the period before the pandemic. This situation had a very negative effect on the officer who
strongly values the bond of the family as is indicated in this excerpt:

[ felt like I was just the person who paid for the internet, the electricity, and the devices. However, outside
of that, my family did not necessarily need to interact with me because they had their devices. (Off101)

The threat resulting from uncertainties and the fear resulting from the unfolding pandemic, conspiracy
theories, and the conflicting narratives about the pandemic constituted another personal challenge. An
officer recounted an experience that reflected his fear:

I'was a little terrified of the thought of me being exposed to a COVID situation, given that I would have
been out during the pandemic on certain occasions. I was particularly concerned about the possibility
of passing on the virus to my family. (Sen202)

Financial difficulties created another kind of challenge for interviewees due to lessened income
resulting from reduced traveling, inflation, and new costs from pandemic-related items such as masks
and hand sanitizers.

Other personal challenges included depression, having to simultaneously meet home and work
commitments (parents of school-age children), and dealing with the loss of family members during an
already stressful pandemic. Participants generally indicated that as the pandemic became more familiar
over Phases 2 and 3, most of the challenges either completely disappeared or became more manageable.

Work Stressors

Several work-related challenges were indicated by the officers. These were related to changing job
norms, the uncertainty of the crisis, as well as some of the personal challenges previously indicated.
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Like personal challenges, the work-related stressors were found to be far more stressful and difficult in
Phase 1 of the pandemic compared to Phases 2 and 3 where these challenges became more manageable.

In Phase 1 of the pandemic, the officers reported a huge amount of uncertainty and experimentation,
despite the guidelines of the Education in Emergencies Framework, which had been developed on the
cusp of the pandemic. This framework was developed to meet the specific needs of the education system
in a context that no one in this present time had ever experienced before as seen from this excerpt from
the Education in Emergencies (EII) Framework:

There is uncertainty about the rate at which there will be a decline in the impact and reach of the CO-
VID 19 crisis. As such, this situation calls for policy guidelines that will enable the provision of quality
education that is consistent with the goals of the EiE plan that relate to recovery, reintegration, and
reform. (MOEYI, 2021, pp. 1-2)

In Phase 1 of the pandemic, the performance of job functions of monitoring and supporting school
systems —the main aspect of the curriculum implementation process - was severely challenged by the
new and unfamiliar normal that confronted the middle-level curriculum officers. One main challenge was
that face-to-face instruction as they knew it was no longer possible during periods of growing numbers
of COVID-19 infections and extended periods of lockdown. This is captured by Interviewee Sen202:

We were unable to access the school plant to conduct monitoring and evaluations. We had to transition
to the online modality, which meant that some visits were online. We had to pivot; we had to change how
we operated, and we were concerned about this.

The unfamiliarity with the virtual model of operations resulted in little or no confidence on the part
of officers as they pondered how to proceed with some tasks. This response by Interviewee Off105 il-
lustrated the severity of the experience:

I don’t think we had anything in place in preparation for this pandemic. We had heard about it and saw
it come in, but I don’t think we were fully equipped to handle it in terms of human resources, human
interaction, or in how we treated each other in situations like these. Because of our lack of preparation,
the stress level of everyone increased.

Unpredictable job schedules were a feature of Phase 1 of the pandemic period as indicated by officers.
Consequently, most reported being stressed by a situation that forced them to take on certain tasks for
which they felt they did not have the expertise and working long hours to cover competing activities.
Interviewee Off 102 shares, “Yeah, I crashed suddenly, and I was overwhelmed. I was tired, beat-up,
frustrated, and ineffective in every way.” Interviewee Off 104 noted that the unpredictable work schedule
was a major stressor and that officers had to be jumping from one target to the other. There was really no
time to savor the success of achieving any. Another interviewee, Interviewee Sen 204 explained how of-
ficers had to be learning even as they were implementing. This was felt to be a new domain of operation.

So, it was really challenging in terms of deciding the route to go, but with the best of hindsight and you

know, enthusiasm, we addressed the situation as it presented itself. The decisions had to be made and
we did what we needed to do, making do as time evolved. We were building the plane while flying it.
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As indicated under “Personal Challenges with the Pandemic,” officers shared that they experienced a
lot of isolation and disconnect from their colleagues as they worked in the virtual space. They noted that
this alienation negatively affected their motivation and consequently their outputs. Interviewee Off102
tried to describe her challenging experience that extended from Phase 1 to 3:

It’s a struggle to keep doing it, to get up every day, and to motivate yourself to go on. The other day 1
was saying I didn’t understand how I was getting so lazy. That’s not it; it’s not laziness at all. It’s more

of apathy.

Interviewees also indicated that the target group of one of their main job functions shifted during
the pandemic. They indicated that prior to the pandemic a curriculum officer worked mainly through
teachers to improve student performance, with the occasional student activities done on request. This
job function was to increase teacher capacity through professional development activities, as well as
via direct monitoring and supporting the curriculum implementation process. However, they noted that
in Phase 1 of the pandemic, this focus suddenly shifted to a direct interface with students. The new ap-
proach required the development of student resources such as radio and television lessons and learning
kits. While there were a small number of resource persons to assist with the development/facilitation of
radio and television lessons, as the impact of COVID-19 became greater, the limited corps of resource
persons decreased leaving the officers to directly complete the tasks in several instances. In some subject
areas, the only option was the officers from the outset. One interviewee shared the experience below:

So, whereas we had developed the curriculum for teachers and supported them in teaching students, now
we had to be creating materials to directly impact students. We had to be providing student materials
via radio, television, and print media. All this was not something that was a part of our job description
before. (0Off102)

In Phase 2 of the pandemic, the direct interface with students continued but it became less demanding
since officers had some student resources in place to assist the education system. The focus was now to
fill the need gaps rather than generating everything from scratch. By Phase 3, the pressure had diminished
even more. The waning impact of the pandemic is described by Interviewee Off103:

We did a lot in those early stages of the pandemic and the pressure is not as great now because we have
completed some resources. The system has some radio lessons, as well as some other lessons.

With the growing understanding of the real risks of the pandemic and the development of several
strategies, approaches, and resources, officers reported some semblance of near normalcy in their opera-
tions. Their growing familiarity with the new systems over Phases 2 and 3 greatly minimized the stress
factor experienced in Phase 1.

As the demands and pressure lessened in the engagement of students, the attention of curriculum of-
ficers turned fully again to teachers. However, the requirements for these original stakeholders changed
dramatically. Educators had become so immersed in the use of technology for student engagement on
social media platforms such as Google Classrooms, Zoom, and Microsoft Teams, for several meetings
and general professional development activities, that officers were now required to bring fresh creative
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ideas to the virtual space. Failing this provision, they would be unable to reach and hold their prime
target audience. Interviewee Off102 shared her perspective on the situation:

Workshops have become extremely difficult. The truth is that people are zoomed out; they are tired
of virtual meetings. They are tired of the regular type of activities that happen in these spaces. I must
exercise far more creativity to keep them engaged.

Interviewees also feel that the protracted pandemic experience has killed the collegiality in the
workplace. According to these officers, the workspace has moved from a warm family-oriented space
to one in which people are isolated and just trying to fulfill their mandates. This has been a feature of all
phases of the pandemic. Interviewee Sen201 illustrates the new environment by indicating,” The jovial
spirit that you would normally have when you’re having your meetings with your colleagues is no longer
evident. The pandemic has built up a lot of tension.”

Interviewee Sen204 explained the difficulty of motivating other officers in the pandemic during Phase
1 to embrace the new crisis management framework. He noted that while people did what they were
required to do, the need to suddenly switch to a host of new roles was a difficult task. This challenge
was coupled with several personal challenges these officers were experiencing. The officer noted that
“A lot of energies had to be placed in actually mobilizing persons and dealing with the frame of mind
of others and getting them engaged.”

Interviewees also indicated that their work virtually doubled since the pandemic caused them to now
take on the work that would have been normally done by the support staff. Particularly in Phase 1 of the
pandemic where lockdowns were prevalent and support staff did not have the requisite tools to complete
many of the tasks at home, curriculum officers had to assume these administrative responsibilities in
addition to their technical duties. However, the provisions of Phases 2 and 3, which allowed for the use
of flexible work-from-home schedules, facilitated support staff in the workspace on specified days.
This approach helped to lessen the burden somewhat. Interviewee Off102 indicated that “And most of
it, we had to be doing on our own because the administrators that we had to support us were not even
equipped and able to assist us.”

Another challenge indicated was that of supporting practical areas online. This problem was therefore
specific to the Sciences, as well as to the Technical and Vocational, and Performing Arts disciplines.
The relevant officers indicated that despite their attempts at using simulations in some cases, these could
not achieve the effect of real hands-on experiences. For the Performing Arts, officers reported being
extremely stretched to come up with creative ways to keep teachers and students meaningfully engaged.
One officer weighed in on this issue:

The online learning that we have grown to adopt, puts those practical subjects at a disadvantage be-
cause these subjects really require teachers to have face-to-face contact with the students. Therefore,
this modality creates a gap. (Senl01)

As indicated by Interviewee Sen104, the challenge was trying to create the kinds of experiences that
they would have had face-to-face. While there was some degree of success with the use of simulations
to achieve the objectives at the lower end of the learning taxonomies, for higher-order objectives, this
alternative was not enough.
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Self-Care and Coping Strategies
Overview

Interviewees employed several self-care and coping strategies to deal with the stresses and challenges
of the pandemic. Some of the mechanisms used to counter personal challenges directly and indirectly
affected their work performance. These are set out in this segment.

Personal Strategies

Among the personal strategies indicated by interviews were exercise, spiritual activities, beauty care,
connecting with family members, paying special attention to health such as the preparing healthy meals,
ensuring adequate sleep, drinking adequate water, gardening, and performing handy jobs around the
house such as cutting the lawn and fixing things and going out on non-lock-down days. Some participants
shared that prior to the pandemic, they paid no attention to self-care. However, when they personally
succumbed to the pressure, they were forced to pay attention to themselves. One interviewee shared why
self-care had to become a priority:

At home, at work, in my relationship with the Lord, 1 just crashed, and I suppose you know what crash-
ing looks like. If I may try to help you understand, what I experienced was that I was sad all the time, 1
was very teary, for me being teary is a huge thing because I don’t cry, I couldn’t get my head together,
I couldn’t finish my tasks. (Off102)

The said interviewee shared the transformation which was also a lesson to her family that she had
to make herself a priority:

I had to start letting my family know that I was going to do it and not receive the guilt. In the beginning,
there was a lot of guilt because they were sending it and I was receiving it. The approach was making
me feel bad at first but the more time I spent doing it and the more consistent I was in this approach, the
more they started to understand. (Off102)

One interviewee described how the support of her family and her spiritual base supported her
throughout the pandemic:

Well, I belong to a family that is very supportive, and I depend on them a whole lot. They always ensure
that things are okay. My spiritual base takes away the feeling of being stressed about having to do the
activities, I start seeing myself achieving. When I get worried about things that I think are not going to
work out, I get them done through divine inspiration. (Sen206)

Work-Related Self-Care and Personal Strategies
Nearly all interviewees reported being overwhelmed by the extra work demands of the pandemic. Some

also shared that the work challenges were complicated by personal challenges. Consequently, they had
to find ways to address the undue stress they were experiencing.
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The coping/self-care strategies shared included taking time off from work, keeping in touch with col-
leagues locally and abroad - sharing resources, sharing insecurities (emotional support), relying on their
spiritual faith, motivating colleagues by being light-hearted to help their frame of mind which contributes
to greater outputs. Interviewee Off103 recounted how she addressed the personal stress of the pandemic:

Well, initially I was burnt out, so I, I remember I reached a point where 1 had to just say, “I’'m taking
some days” and I just took some days, and I told people not to get in contact with me. However, that
didn’t prevent them of course.

One interviewee admits that she did not apply any self-care or coping strategies during the pandemic.
She shares this below:

To be honest, I don’t think that I used any self-care methods that could have averted some of the stress. My
stress level got high enough for me to have to take medication to cope with what was happening. (Off105)

These interviewees described how they applied their spiritual base to deal with work challenges dur-
ing the pandemic. They also indicated that they applied the said strategy to their personal lives to cope
with the challenges of the crisis:

I have a strong spiritual base on which I depend a whole lot to help me go through a situation or like in
terms of trying to get the job done. I depend a whole lot on God to give me the creative ideas that I need.
(Sen206)

I went to the Lord because I was tired, and I didn’t have any ideas. I opened my laptop and I literally
said, “Holy Spirit, come.” And I started to type, and I did not look up until two hours later. And at the
end of the two hours, it was perfect. I knew it was perfect because I felt it. (Off 102)

Interviewee Sen203 shared how she coped with the rising work pressure during the pandemic period.

As it relates to the job, frequent breaks, and then removing from the computer, going for a walk to the
other offices, to check in on other staff members. I try to make light moments to have a good rap or, a
light moment with just about every category of staff.

The moments with staff also helped to build stronger relationships and motivated them to perform
better. The interviewee also shared that this experience was a valuable lesson coming out of the pandemic
that should be extended beyond it.

Another interviewee explained how the same strategy of taking time out to bond with staff really
helped people to cope better with the pressures of the pandemic:

So, you realize that it was not just about the work but also what [ was going to say to them today to cheer

them up because the pandemic might have been affecting their frame of mind. What I said to them was to
put them in a better frame of mind in order to lighten the work, so there could be greater outputs. (Sen201)
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Interviewee Off101 shared that he had to set realistic goals for work in order to cope. He notes that
Phase 1, with its additional stress of family challenges, had been terrible for him. Therefore, he had to
strategize in order to survive. This is his coping strategy:

Where work is concerned, I have recognized that I really and truly cannot do more than I realistically
can do. I have to accept that I'm not going to beat up myself. I am not going to feel bad if you asked me
to move the mountain and it was unrealistic for me to move the mountain.

Another officer indicated that he had to use problem-focused coping to address the increasing de-
mands of work:

There were lots of expectations in terms of meetings and deliverables and so on and it meant regulating
my time because I would end up working from home much longer or I was doing a lot more than I would
normally do. So, it meant ensuring that my workday and work hours were adjusted to meet my needs of
adequate sleep and rest, and downtime.

(Sen204)
Effectiveness of Self-Care and Coping Strategies

Interviewees indicated different ways in which their self-care and coping strategies helped them to reduce
or eliminate stressors brought on by the pandemic. Generally, their strategies appeared to help them to
address personal challenges and to meet and even surpass the expected job targets.

Impact of Self-Care and Coping Strategies on Personal Challenges

Interviewee accounts of applying self-care and coping strategies suggest that for the most part,
these strategies worked. They indicated that the strategies allowed them to achieve a balance be-
tween family and work, remain physically healthy, find some degree of emotional stability, reframe
their identity, revalue relationships, and affirm their faith. Interviewee SenOff201 endorsed the
use of the reflective approach as a technique for evaluating and applying the best strategies to
meet different needs. These excerpts illustrate two (2) of the accounts shared regarding strategy
effectiveness:

Our family exercise routine worked well. I believe that setting aside time for exercise blessed us in re-
claiming some of the human interaction that I personally cherish and value a whole lot. I am the needy
one in the family. (Off101)

L always believe that people should control the things that they can control. I can’t control everything, but

I manage the things that I can and one such thing is to ensure that I take care of myself. I am therefore
able to maintain some balance. (Off104)
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Meeting the Job Targets

Overall, interviewees indicated that they were able to meet their job targets despite the many challenges
they experienced over the pandemic period. This was achieved by working longer hours, multi-tasking,
modifying their work plans, and applying self-care and coping strategies to avert stress. Several noted,
however, that the targets achieved were not the ones that had been projected prior to the pandemic. New
and modified targets had to be put in place to meet the predominantly virtual education environment.

Interviewee Off105 shared how working extra hours and being goal-oriented helped her to meet her
job targets:

I'was able to achieve my targets, probably because I put the hours in before and after the regular work
setting to try to meet deadlines. I wouldn’t say that anything changed per se from the regular setting into
the pandemic. I'm target-oriented and so 1 will achieve the goals.

For Interviewee Sen201, multitasking worked to his advantage over the pandemic as indicated in
this account:

The virtual space gives me more time to devote to my work in terms of getting more work done. In ad-
dition to that, you get a chance to multi-task. In essence, it has not affected my output. As a matter of
fact, it has worked to my advantage.

Interviewee Sen206 explained how extra hours and collaboration allowed curriculum officers to meet
several of their job objectives:

[ think there are several goals that have been achieved. People were forced to get on board and were
working for longer hours to put things together. There was greater collaboration, which was a little bit
different from before. And I think the collaboration was happening because what we had to do would be
affecting a wider cross-section of persons in other units. (Sen206)

Interviewees shared how work plans and expectations had to be modified to fit the new virtual context
of the curriculum implementation process. This means that although the targets were met, they were not
the same targets that had been agreed on prior to the pandemic. One interview shared his experience:
The changes were such that some job objectives were no longer relevant. So, there were a number of

activities that were planned for a face-to-face mode, and there was no face-to-face. So, those activities
would have been shelved and a new dimension would have been looked at. (Sen204)

OTHER THEMES
Overview

This segment outlines the unanticipated themes; that is, those not directly aligned to the research ques-
tions, but which arose in the data and are still useful to the research. These are the themes:
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e  Benefits of the Pandemic
e  Skills developed during the Pandemic
e Addressing Another Crisis

Benefits of the Pandemic
Personal Benefits of the Pandemic

Officers indicated that the pandemic allowed them more time to connect with their families and friends.
It also allowed them the opportunity to carry out activities they would not have been able to do due to
extended travel time to and from work such as gardening, walks around their communities, and carpentry.

Work-Related Benefits of the Pandemic

Although rare and unexpected, a few officers indicated that they have in fact benefitted from the pan-
demic. They felt that the flexibility of the work-from-home schedule allowed them less stressful travel
time, more opportunities to collaborate with a wider cross-section of stakeholders in the virtual space,
and more stable internet access for those who had bandwidth challenges at the workplace. Other benefits
indicated were the opportunity to multi-task and more time on tasks.

Interviewee Sen201 credited the pandemic for allowing him to save travel time and achieve more of
his targets:

1 still do think that I'm able to achieve more and get more done as a result of the pandemic and the reason
is that I'm working most of the time from home and that gives me an opportunity to get more done than
at a time that I would have been traveling and getting ready to go to work.

Interviewee Sen205 shares how the use of the virtual space provided her with the opportunity to
interface with more international stakeholders:

Even the other day when I did a presentation, people from as far as Dubai and England were there.
Normally, you don’t have those types of persons in a physical-based conference. Now you're able to talk
with a wider base of people and you feel more empowered because you are not just touching persons
locally but also internationally.

Skills Developed During the Pandemic

Because the pandemic forced nearly all stakeholders into the virtual space, curriculum officers had no
option but to sharpen their technological skills. These skills were needed to conduct meetings, develop
student resources, monitor online classes, and host meetings. To prepare themselves, officers indicated
that they signed up for webinars or practiced using free online tutorials.

Interviewee Sen201 indicated that he has learned to create some graphs and a wider variety of
PowerPoint presentations over the pandemic period. Interviewee Off103 notes that learning to use the
technology and applying the skills was a non-negotiable requirement. In the words of the officer, “You
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had to continue your work; you had to continue some of these workshops with teachers.” Interviewee
Sen 202) conceded that several curriculum officers lacked the technological skills when the pandemic
started but improved their skills by utilizing several platforms.

Several of the interviewees noted that they have developed their soft skills over the period of the
pandemic. They also indicated that they had moved away from being just managers to become leaders
who were now better at motivating people to take on new challenges and realize their goals during the
pandemic. Interviewee Off105 noted that in Phase 1, the aim was more to get the work done and people
lost sight of how to treat others. She indicated that people’s stress levels were very high, while their
behaviors were being relegated to “personality.”

By Phases 2 and 3, when everyone got settled a bit and understood the pandemic more, managers
understood their roles a bit better and discovered that to get the maximum results, the people skills had
to be effectively applied. The interviewees noted that leadership, as opposed to management, was what
was needed. One interviewee noted, “This whole situation gives you an opportunity to reflect, and in
reflecting, it gives you an opportunity to focus more on the people whom you are dealing with, their
thoughts, their feelings, their emotions.” Another noted that “In a crisis, you can’t operate like a manager
or an island. We really need each other.” This interview excerpt detailed some of what officers required
by way of the soft skills:

I think that I have developed some skills, like learning to lead in a crisis. I would say that I am now able
to read between the lives of people. I know when people are not paying attention to what is happening,
and I am able to reach out to them. I can now exercise greater patience, even in that space, and just step
back when I need to while trusting that they are okay. (Sen206)

Interviewee Sen206 also indicated how allowing people to be themselves in the professional space has
helped to build stronger relationships. She also noted that the crisis has taken a toll on people, therefore,
there is a need to adjust the communication strategies.

While they were just trying to be strong, upfront, you could sense their vulnerability. They felt like they
could not cry in the professional space, and I have been able to sense that need for them to just express
their emotions and I've seen where there’s the opening up. I've been able to encourage and consequently,
relationships have become stronger.

Interviewee Sen203 reflected on how the pandemic helped her to get to know her staff better. The
demands of the pandemic to adapt in the shortest time possible necessitated negotiations. The process
required the apt use of people skills to get the job done and she now has a deeper understanding of dif-
ferent personalities and their skill sets.

The skill of adaptability was also named as one of those skills that have been sharpened over the
course of the pandemic. The interviewees shared that based on the sudden and pressing requirements
of the crisis to adjust to the situation and to still produce the services necessary, curriculum officers
were forced to adapt. What was more, as indicated by the officers, the situation kept evolving and this
dynamic required a skill set that would allow them to work within the limits of the pandemic and arrive
at workable solutions in the shortest time possible. An interviewee shared his ideas about the dimensions
of the skill of adaptability, which he developed during the pandemic.
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I think that the skill of adaptability has many facets. I might not be able to describe it clearly at this
point, but the many facets, dimensions, and frame of mind are no longer in a situation that is set and
precise. Rather, we are operating in a more divergent situation, and we are looking, in a broader way
to find solutions. (Sen204)

Addressing Another Crisis

When asked how they would address another crisis should one occur in the future, most interviewees
hesitated in order to ponder the question. The responses included applying the same people skills learned
in the current pandemic, applying the adaptability skillset, keeping abreast of policy changes, and ensur-
ing that adequate human and nonhuman resources are available.

Interviewee Sen206 shared how she would approach another crisis by combining two strategies
learned from the pandemic:

Continue with those strategies that you see working with people in the workspace, keeping yourself
abreast of policies, policy changes, and directives, continuing to collaborate with people, and facilitating
certain collaborations as the kind of community approach applicable to a crisis. (Sen 206)

However, as the interviewee put it, “There are situations over which we have absolutely no control,”
such as those in which the online skills and resources cannot be used.

Interviewee Sen205 summed up the challenge posed by the unpredictability of crises by positing a
common-sense approach:

So, I cannot tell you that I would do X, Y, and Z. It all depends on the situation. You have to analyze it
to the best of your ability and try to work with it. What can be done, do it and what cannot be done, just
move ahead.

DISCUSSION AND ANALYSIS OF FINDINGS
Overview

In this segment, the data which was presented in the preceding section will be discussed within the
theoretical framework of stress management with reference to coping and self-care strategies. It will
also draw on aspects of crisis leadership skills, which leaders unconsciously converted into problem-
focused coping strategies. Most of the discussion is organized under the main themes but the findings
from other themes will also be discussed.

Theme 1- Personal and Professional Challenges Faced During the Pandemic
The curriculum officers in the study generally indicated that they experienced different levels of stress
during the different phases of the pandemic. As indicated under “Presentation of Data,” Phase 1, which

marked the sudden emergence of the COVID-19 pandemic, was by far the most stressful. As the education
system tried to stay afloat, many new responsibilities fell to the curriculum officers. One responsibility
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was presenting to students and developing their resources directly. The officers described the situation
as an unpredictable and evolving one with the nuances of its different phases. The new work environ-
ment with its related stressors required that the officers adapt to their situation very quickly and with
an appropriate level of efficiency.

The personal and professional challenges shared by interviewees were not unlike those found in the
studies explored in the literature review. For example, several of the stress factors found by Brooks et
al. (2022) in their study of Australian teachers and by Hidalgo-Andrade et al. (2021) in their survey of
Ecuadorian teachers during the COVID-19 pandemic were also uncovered in this study. Personal stress
factors such as the death of a loved one, economic factors, and homecare responsibilities identified by
Hidalgo-Andrade et al. (2021) were shared by curriculum officers. The impact of extended lockdowns
and the sheer uncertainty of the pandemic environment as shared by Brooks et al. (2022) were stressors
that affected the curriculum officers. These stressors presented themselves in different forms such as
the difficulty of balancing the needs of work and family, financial challenges, conflicting pandemic
narratives and conspiracies, and new and evolving job expectations.

Hidalgo-Andrade et al. (2021) also highlight the impact of the online learning mode as one of the
stressors during the COVID-19 pandemic. Importantly, they note that persons who had been trained in
online learning prior to the COVID-19 pandemic were less stressed. In contrast, despite their training
in technology, prior to the pandemic, most curriculum officers did not regularly use online platforms
and other applications for meetings, training of teachers, and the development of student resources such
as radio and television lessons. Added to their stress level was the fact that these officers had to learn
quickly and become efficient so that they could support and lead the teaching staff. There was little to
no turn-around time for this learning and therefore, officers found themselves pressured to meet the
new targets. Officers tried to meet the demands of the new virtual environment by applying problem-
focused coping strategies such as enrolling in online courses, participating in webinars, and even trying
out applications on their own.

Compared to the teachers in the Ecuadorian study who were implementers in a crisis, curriculum
officers are required to provide leadership in the crisis. Because the officers were learning as they
worked through the new environment, this requirement made their tasks even more difficult. Assistant
Chief Education Officers and Senior Education Officers had the added responsibility of coordinating
tasks, motivating people, and participating in the activities even as they tried to navigate the foreign
environment. The personal challenges, chiefly family-related ones, complicated how officers were able
to operate in the virtual work environment. It, therefore, became extremely necessary for these officers
to rely on self-care and coping strategies in order to continue to achieve their job targets.

The unavailability of support staff in Phase 1 of the pandemic was another major work-related chal-
lenge. During this lockdown phase, many of these staff members were themselves challenged by several
factors, including limited or no online equipment to carry out their duties. Consequently, officers had to
assume administrative roles in addition to their duties since these tasks were critical to the virtual learn-
ing mode. Some of these administrative tasks included contacting a number of stakeholders including
resource persons, data entry, and report writing. This is another way in which the roles of curriculum
officers differed from teachers during the pandemic. Whereas teachers focused on tasks related to the
teaching and learning of their specific students, curriculum officers had to focus on the wider education
system. The situation gradually improved, however, over Phases 2 and 3 as more problem-focused cop-
ing strategies were applied by the curriculum officer and the wider education system, such as providing
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sustainable resources that would fit the new normal for the education system and working out realistic
work schedules. This allowed the system to begin shifting into a new normal.

Another challenge that was specific to curriculum officers as opposed to teachers in the studies ex-
plored was the engagement of resource teachers to facilitate virtual lessons. As reported by interviewees,
the task fell to officers partially in some disciplines and completely in others. Where resource persons
were unavailable or limited in numbers due to constraints of the pandemic, officers were left with the
task of developing and presenting live and recorded television and radio lessons. One interviewee noted
that radio lessons were particularly challenging since oral communication as opposed to images and
texts had to be used to help people see what was being described or explained.

Although officers shared that a national disaster plan had been in place before the pandemic and an
Education in Emergencies (EIIE) Framework had been drafted from this plan on the cusp of the pan-
demic, the education system was still in a strange space when the COVID-19 pandemic struck. Gener-
ally, for curriculum officers and the school staff alike, the EIl framework was a very broad guide that
had to be customized to meet each unique aspect of the curriculum implementation process during the
crisis. Consequently, the specifics of navigating the challenges of the pandemic had to be worked out by
departments and officers. The uncertainty of the new environment posed new challenges as the system

Figure 2.

EXPANDED AND MODIFIED DUTIES

Facilitate virtual learning activities for students

Train teachers in the online mode

Monitor virtual learning

Develop electronic and other resources for students
Review a whole range of support resources, including
numerous online /electronic ones

Carry out administrative functions formerly managed
by support staff
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ranged from lockdowns to partial reopening and then to the blended approach. Each dimension brought
new levels of requirements in an effort to meet the needs of students and teachers.

Gender was not found to be significant in the stress experienced by interviewees. In contrast to the
finding of the study of Ecuadorian teachers conducted by Hidalgo-Andrade etal. (2021), males and females
alike in this study experienced stress in about the same way. However, this is a small-scale qualitative
study whereas the Ecuadorian study was a survey of 394 teachers. Therefore, this finding is very limited.

Figure 2 outlines some of the changing roles of Curriculum Officers, particularly over Phase 1 of
the pandemic:

Theme 2- Self-care and Coping Strategies Applied by
Curriculum Technocrats in the Pandemic

Interviewees indicated their use of several positive emotion-focused coping and self-care strategies to
address personal and work-related challenges. In the area of their personal challenges, they applied healthy
eating, exercise, reading, relaxation through music, spiritual support, gardening, carpentry, and other
tasks around the house, getting adequate rest, going out on non-lockdown days, and connecting with
friends and family members. The latter was the most common among interviewees. Hidalgo-Andrade et
al. (2021) listed several of the strategies shared by these interviewees as coping and self-care strategies
used by Ecuadorian teachers during the COVID-19 pandemic. Exercise and connecting with friends
were also indicated by Brooks et al. (2022) as emotion-focused strategies used by teachers during the
2020 phase of the COVID-19 pandemic.

In terms of work, there was an overlap in some of the strategies applied to address personal chal-
lenges, but some were specific to the job. For example, two interviewees indicated that they relied on the
spiritual dimension to provide creative solutions for their work during the pandemic. These interviewees
also relied on the spiritual for addressing their personal challenges. For these interviewees, religious
support could be classified as a problem-focused coping strategy since these individuals, based on their
faith, actively sought out this option to address their stressors. Religious support for them was not a
distraction or a passive way of coping with stress but a source of guidance and creative solutions. One
interviewee indicated that she relied on her family to moderate the time spent on work tasks done in the
home environment. Another indicated that he tried to get enough rest so that he could perform optimally
at work. These are also examples of problem-focused coping.

Specific work-related problem-focused strategies included taking frequent breaks from the work
tasks so as not to be overwhelmed, taking time off from work, and multi-tasking in an effort to meet
the targets. Interviewees reported that the latter strategy was greatly aided by the virtual mode which
allowed officers to complete multiple tasks simultaneously. This is one opportunity that may not have
been possible in the face-to-face mode under ordinary circumstances. However, with closed cameras
during online sessions and non-video telephone meetings, this was possible. This is one area that could
be explored in further studies — the impact of multi-tasking in the online mode.

The growing awareness of the importance of soft skills was repeated throughout the different inter-
views. Curriculum officers, particularly Senior Officers and Assistant Chief Education Officers who
supervise other curriculum officers, noted that they had to learn how to lead rather than manage their
staff members. They emphasized in this regard, the value of soft skills in a time of crisis. As indicated
by several interviewees, people needed psychological and emotional support during this period, a point
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that is also made by Makwana (2019). They also indicated that they had not been prepared to apply
these skills in a crisis; they just discovered over time that these were necessary to help them cope with
the challenges they were facing. Phases 2 and 3 required less application of these skills to motivate staff
and achieve the set targets. However, the officers indicated that they would continue to use these people
skills learned over the pandemic in their work life. The application of these skills could also be seen as
applying problem-focused strategies to cope with the crisis.

Some interviewees without the responsibility for supervising staff, also indicated that just being
more mindful of some of these soft skills also helped them to support their colleagues in a difficult time.
Overall, there was no significant link between age and experience in the application of the different cop-
ing strategies by the curriculum officers during the pandemic. Everyone was learning as they navigated
the crisis. This finding is supported by that of Ramos Pla et al. (2021) in their study of the application
of school principals’ PLRs during the COVID-19 crisis. However, officers with special supervisory
responsibilities had more opportunities to practice the application of these skills compared to their col-
leagues without these responsibilities.

Theme 3 - Effectiveness of the Strategies Used by Technocrats in Times of Crisis

Generally, interviewees indicated that their self-care and coping strategies worked effectively to address
their personal and work-related challenges. They noted that they had met their targets because the original
targets had to be reconfigured to meet the demands of the virtual modality.

The emotion-focused strategies such as leaning on the support of family and tapping into the spiritual
dimension were found to be very effective. The application of the soft skills through a problem-focused
approach was effective in leading and motivating staff. Officers combined emotion-focused and problem-
focused strategies to combat their professional and work-related challenges.

The least effective strategy appeared to be taking time off from work as one officer indicated that she
was still contacted by colleagues. It is possible that this happened since most persons were operating on
a work-from-home schedule and therefore, there was no clear distinction between those who were on
leave and those who were working from home. The setting up of an automatic electronic leave notice
in the email system could have prevented or minimized contact from colleagues while the officer was
on leave. Taking time off from work may resemble avoidance coping since the officer was attempting
to leave the stressful work environment. However, it may also be considered a problem-focused ap-
proach that was aimed at getting physical rest and retooling and reenergizing. Crying, which is listed in
the literature (Stanistawski, 2019; Dubow, & Rubinlicht, 2011) as a negative emotion-focused coping
strategy, was encouraged by one supervisory officer to help other officers heal from the pain of their
stressors. She helped them using a problem-focused approach, to understand that their vulnerability was
not necessarily a negative state but one that could help them to understand themselves better. One find-
ing of Vingerhoets & Bylsma (2007) in their study of “Crying and Health,” is that crying may actually
“unite” the emotion-focused and problem-focused coping strategies, as in this case.

In general, the strategies worked because all the interviewees reported that they either met or surpassed
their work targets despite the pandemic. The application of self-care and coping strategies allowed officers
to deal with the stress of the longer than normal work hours, the shifting schedules, and the expanding
responsibilities. It is important to note, however, that curriculum officers did not approach the pandemic
with an arsenal of these strategies; they learned them out of necessity.
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CONCLUSION AND RECOMMENDATIONS
Conclusion

The study illustrates that in a crisis, curriculum middle managers, are inclined to apply a mix of problem-
focused and emotion-focused coping strategies to address their work-related challenges. This proactive
approach ensures that they adapt to their new working environment in a time-sensitive manner so that they
can provide leadership to school leaders and teachers in a crisis situation. To ensure that they effectively
balance the stresses of their personal and professional lives, they also apply positive emotion-focused
coping strategies. There was little to no evidence of the application of negative emotion-focused coping
strategies. Two (2) cases of apparent avoidance were analyzed to be more solutions-oriented.

The study also confirms that crises, such as the COVID-19 pandemic, are fraught with unpredict-
ability. Consequently, planning operational procedures and even having physical resources in place may
have limited to no impact on the crisis situation. The Crisis Framework for the Ministry of Education,
Youth and Information helped in a broad way to look at some general activities and these helped to
guide the system in developing resources and facilitating student programs. It also looked at possible
phases of the pandemic and the type of response that would be needed. However, there were still major
challenges because the pandemic situation was constantly evolving. As it evolved from lockdowns to a
partial reopening of school and the wider society and as infection figures skyrocketed at points, people
were being impacted in major ways.

The experiences of the curriculum officers in this study clearly reveal the impact of a crisis such as
a pandemic on people even if they are leaders in an education system. Curriculum officers and other
people were experiencing challenges such as increasing stress levels, ill-health, lack of motivation, and
even fear. Consequently, these emotional and psychosocial needs superseded any physical plan to suc-
cessfully navigate a pandemic.

The curriculum middle managers in this study learned that their success in the crisis could only be
achieved by their determination, resilience, adaptability, empathy, flexibility, and care for themselves
and others. The application of these coping skills allowed them to quickly assess the crisis, strategize,
coordinate their efforts, and motivate others. They also reframed or reappraised their situation by re-
flecting on what had been learned. These lessons can be meaningfully applied, where relevant, should
another crisis arise.

These middle managers have also developed a range of technical skills, particularly technological
skills, over the course of the pandemic. These skills are extremely useful but cannot be taken in a blanket
way into another crisis. Each crisis comes with its unique challenges, which could be no electricity or
internet and hence no technology. Then again, a new crisis could be similar to the COVID-19 pandemic,
and the skills could be readily applied.

What is important, overall, is that valuable skills have been learned and can be applied outside of a
crisis; that is both soft skills and technical skills. The application of PLRs such as perceiving emotions,
managing emotions, adaptability, resilience, and proactivity was quite evident in the discourses. These
are tangible benefits coming out of the COVID-19 pandemic. While the problem-focused coping ap-
proach allowed the curriculum officers to upgrade their technical skills, the combined problem-focused
and emotion-focused coping strategies allowed them to connect more with themselves and by extension,
with others. Overall, the latter approach was seen to be particularly beneficial to officers.
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The hope is that should another crisis occur in the lifetime of the present generations, the education
system would be better equipped than it was for the unexpected COVID-19 pandemic. Based on the
experiences shared by the middle-level technocrats in this study, there would be several effective PLRs
coupled with effective coping strategies in place to avert at least some of the possible confusion and stress.

Recommendations

Arising from the findings of this study are several opportunities for the application of the strategies
learned and/or applied by the curriculum officers. Consistent with these findings are the following rec-
ommendations for other middle managers in the education industry and other sectors:

e  Develop reflective spaces for middle managers and other leaders to share the self-care and cop-

ing strategies that were useful in the pandemic. This activity may be supported by counselors and

Table 2.

Instructions:

Indicate your stressors. if any. and the self-care and coping strategies in this tool provided. and rate the outcomes of applying strategies
using the 5-point Likert scale indicated:
2. Effective 3. Average

Extremely effective 4. Very minimal 4. Ineffective

Follow-up by indicating your plan for the following month if needed — strategies to be maintained. adjusted. or eliminated.

lunch and water
intake

Stressor Self-care Strategy | Problem-Focused Strategy Positive Emotion- | Negative Emotion- | Outcome
focused Strategy focused Strategy
2|3
Competing tasks Avoid missing Prioritize tasks v

Limited
Resources

Ignore related job
targets

Increasing family
demands coupled
with new job
expectations

Address only a few family
concerns and marginally ad-
dress new job expectations

Read novels to
escape the stress.

Poor performance
of supervisees

Avoid overwork
(completing the
duties of others)

Research tips on how to work
with under-performing
supervisees

Organize consultation ses-
sions with supervisees to
discuss their perfor-
mance in relation to the
Operational Plan and to
set short-term targets

Next Steps

Maintain the current self-care strategies and add some more, where relevant. Use problem-based strategies to comprehensively address issues.
Eliminate the distraction strategies that only delay the impact of the stressors or that have the potential to later exacerbate the negative effect of
these stressors.: for example. ignoring a job target will eventually lead to problems with supervisors and could also threaten job security.
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other professionals specifically trained in this area such as Health and Family Life Officers/prac-
titioners. Extend the activity beyond the pandemic experience to facilitate the sharing of self-care
and coping strategies in the regular work environment and provide peer support.

e  Use a personal monthly tracker to log the application of self-care and coping strategies in order to
determine the extent to which these are useful in helping them to meet their needs. This activity
will help to reinforce the intentional element in applying strategies as opposed to the pandemic
experience of simply grasping for strategies out of grave necessity. Based on the evaluations,
maintain, add and/or substitute self-care and coping strategies each month as needed.

e  Provide professional development training for middle-level and other leaders in education and
other service industries in the area of applying self-care and coping strategies. Some should be
directly configured to address Professional Learning Resources as a means of directly applying
critical soft or people skills in the work environment.

e  Review or develop crisis management frameworks to explicitly include guidelines for supporting
the psychological and psychosocial dimensions of people and not just the physical environment
and resources. These frameworks should also outline effective problem-focused and emotion-
focused strategies, clearly indicating how these may be combined to meet varying needs, which
may arise in crisis situations.

Further Studies

Further studies that examine the post-pandemic experience would be quite useful. This was also sug-
gested by Hidalgo-Andrade et al. (2021). Specifically, studies on how the middle managers studied are
applying the self-care and coping strategies learned, alongside PLRs, in the new normal environment
would provide insights into the change processes, if any.

The area of multi-tasking in the online environment as a coping strategy and its implications was also
raised under “Discussion and Analysis of Findings.” This area could also be explored in future studies.
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KEY TERMS AND DEFINITIONS

Coping Strategies: Activities or techniques of effectively handling difficult personal and/or wok-
related challenges.

Crisis Leadership: This concept addresses the meaningful application of people skills such as
adaptability, innovation, motivation during a crisis to minimize serious challenges and to ensure that
institutions and systems continue to function as effectively as possible.

Emotion-Focused Coping: A coping style that aims at targeting/reducing the impact of the negative
emotion caused by the stressor.

Middle-Level Technocrats: The experts responsible for the technical aspects of designing, coor-
dinating, and assisting in the management of teaching/learning structures and processes. They operate
between the senior policy level personnel and the education practitioners comprising principals, other
school leaders and teachers.

Personal Leadership Resources: Leadership skills that allow managers to solve (PLRs) problems
and effectively manage a range of emotions and provide inspiration and motivation to others in the
institutional work environment.

Problem-Focused Coping: A solutions-oriented coping style that targets the stressor, with a view
to eliminating it or reducing its impact.

Self-Care Strategies: Activities routinely geared at ensuring physical, mental, and emotional health
and well-being.
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Chapter 2

Crisis Management for

School Leaders:
The Role of a Resilient School Climate

Tracey Deagle
Mercer University, USA

ABSTRACT

COVID-19 presented many challenges for school principals in the United States and around the world.
Chief among these concerns was teacher turnover. An extensive review of literature, author research,
and the author’s experience as a school building and district leader was aggregated to report on themes
related to fostering a strong P-12 public school climate, aimed at retaining teachers for the benefit of
student growth and academic achievement. This information is organized within the Myers four-stage
crisis management framework of normal operations, emergency response, interim processing, and res-
toration in order to explore opportunities for school principals to support teachers before, during, and
after a crisis such as COVID-19.

INTRODUCTION

Globally, schools are influenced by current societal events; this concept is nothing new. Yet, in recent
years, public pre-kindergarten through grade 12 (P-12) schools in the United States have experienced
significant disruptors. Beginning in 2020, the students, teachers, parents, and leaders of schools in
America met a range of external pressures and events that tested their normal mode of school. If not
tended to, a carefully cultivated school climate may begin to suffer (Mousena & Raptis, 2021) under
such pressures. Particularly, teacher turnover and shortages projected a decade prior to 2020 (Sutcher,
Darling-Hammond, & Carver- Thomas, 2018) are becoming a reality. In pre-school through grade 12
schools across the United States, the school staff pressures that once derived from a strong emphasis
on teacher accountability for student achievement as shown using a one time a year high stakes assess-
ment (Smith, Escobedo & Kearney, 2020) has now shifted to the coronavirus (COVID-19) pandemic,
culture wars, and increased incidents of stakeholder aggression and violence (Landrum, Sweigart, &
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Collins, 2019). The COVID-19 pandemic not only shifted P-12 learning temporarily online, bringing
with it significant changes in teaching methods; it also exacerbated the differences between school
districts and families in regards to access to technology. Additionally, decisions regarding the use of
face coverings or masks for students and staff made by states or local school districts were publicly
contested by parents and often at odds with public health officials. After several high-profile murders
of African-American men and women by police officers, calls for social justice reform carried into the
classrooms. These calls for more inclusive educational practice and conversations on race in classrooms
were strongly combatted by others who did not want their children exposed to anti-racist ideals. This
push/pull of social and pandemic issues in America have exacerbated concerns for teachers as school
staff report feeling attacked, called out on social media, unappreciated, vilified (Bartlett, August 2021)
and fearing for their personal safety, even as national polling shows local support for teachers is holding
steady (Will, January 2021). In the absence of a supportive school principal and a crisis management
framework, these stressors have the potential to accelerate teachers’ exit from the profession- bringing
with it a loss of knowledge and teaching expertise; each factor with the potential to negatively impact
student achievement (Kaiser & Thompson, 2021).

Using Myers (1993) four-stage framework (Myers, 1993) for crisis management, and an extensive
review of literature as well as the author’s primary research and experience as a school district leader
during the first two years of the COVID-19 pandemic, this chapter seeks to explore the role of the school
principal in supporting teachers in order to retain those teachers with experience and strong pedagogy
during the COVID-19 pandemic and social justice conflicts in the United States. While both external
stressors are of serious concern for American educators in this generation; the themes outlined herein
are applicable and useful to supporting schools and teachers facing significant external disruptors yet
unknown.

BACKGROUND
The School Principal as a Crucial Middle Manager in Crisis

School principals are at the intersection of all important relationships in a school; that is between school
and community, school and parents, teachers and their students, school and school district administration.
School principals must also defend their practice and the schools’ performance to multiple stakehold-
ers: the district office, board of education, students, parents, community members, and elected officials

In the United States, a school principal is the leader of faculty and staff while also supervised by a
governing board, centralized county or district office. They answer not only to the government entity
above them, but also to the parents and students they serve, as well as the teachers and staff they man-
age. These groups become known as key stakeholders for anyone serving in a school principal role. The
school principal, as a middle manager, can have the effect of stabilizing or destabilizing a relationship
with stakeholder groups. As such, it makes sense that a school principal would be the best individual
in a building to set and affect climate because they “see and understand the entire (school) and are
responsible for everything that goes on” (Bredson, 1985, p. 45). School principals are also site-based
managers, therefore have the latitude to employ certain actions within a crisis management framework
to improve the teacher experience.
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Traditionally, an effective school principal has been viewed as the master teacher, or instructional
leader who sets goals, evaluates teaching, and offers suggestions for improvement while at the same
time managing the day-to-day routines of a building (Griffith, 1999). As a result of the 1983 report,
“A Nation at Risk” which identified American public education as failing students, the management
role of the school principal was de-emphasized to make room for instructional leadership, coaching,
and professional development (Kamenetz, 2018). Particularly beginning in the 1980s and extending to
today, the managerial functions of a school principal in the United States were discredited or dismissed
because they were seen as less important than instructional leadership. In the face of external pressures
seeping into the schoolhouse, the idea of management must be re-introduced back to the fore; as these
are functions necessary to maintaining healthy and safe environments for students and staff, particularly
during a crisis.

MAIN FOCUS OF THE CHAPTER
The Great Resignation Crisis

Movement of workforce labor is naturally occurring and expected. In the United States, the rate of national
unemployment fluctuates as labor force structures shift or economic woes strike. Ideally, those seeking
jobs and those hiring would strike a balance as economies strive for an equilibrium in workforce. Occa-
sionally, domestic disturbance, international conflicts, or a market crash will disrupt such equilibrium. In
2020, the international economy sustained disruption with the emergence of COVID-19. As many aspects
of daily life -- restaurants, stores, schools, office buildings, travel -- shuttered, the economy sputtered. In
the United States, when people were asked to shelter in place by their state or local government, some
could continue working from home yet those with location specific employment did not work and were
not being paid. For many, the COVID-19 closures began a time for personal reflection and introspection
with many selecting to not return to work when able to do so, and some seeking other careers altogether.

What became referred to as “The Great Resignation” by Texas A & M Professor Anthony Klotz
(Ducharme, 2021), symbolized the sharp number of ‘quits’ in the United States, and the drastic impact
of a significant movement of the workforce to other positions or even out of the workforce entirely. Dur-
ing April, May, and June, 2021, the U.S. Department of Labor reported 11.5 million workers quit their
jobs; a trend that continued beyond this three-month period. In August, 2021 an additional 4.3 million
left their current positions, contributing to the highest rates on record (Kane, 2021). When surveyed,
74% of those separating from their positions cited a desire for an improved work situation; one with less
stress leading to burnout and with the opportunity for greater work-life balance. Further employee dis-
satisfaction with work was rooted in a sense of unfairness as salaries were frozen and bonuses delayed
for employees except those in top level management (Kane, 2021). While COVID-19 itself was not the
cause for a large number of employees quits, workplace climate and executive leadership’s reaction to
the COVID-19 pandemic accelerated a significant exit from the workplace. The leisure and hospital-
ity industries were most impacted, yet the education sector was not immune from greater numbers of
employees exiting the profession.

In April 2020, during the early months of the pandemic, 9.7% of those in education had left their
jobs, a number leveled out to around 2.5% each month thereafter yet is expected to increase dramatically
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again at the completion of each academic year post-COVID-19 pandemic (Bureau of Labor & Statistics,
April 2020).

In polling completed in the United States during the COVID-19 pandemic, 33% of surveyed teachers
said they are more likely to retire early, either during or soon after the pandemic, including 45% of teach-
ers who are over the age of 50 and 44% with over 20 years of experience (Hart Research, 2020). Teacher
turnover and teacher shortages are more likely to impact high-poverty schools where achievement and
opportunity gaps most exist (Garcia & Weiss, 2019). Nationally, teacher shortages have grown from an
estimated 20,000 in 2012-13 to over 110,000 in 2017-18 (Garcia & Weiss, 2019). Factors contributing to
the teaching profession being seen as less attractive as a career include: pay, workload, safety issues, lack
of staff cohesion, student discipline, and working conditions (Chambers Mack, Johnson, Jones-Rincon,
Tsatenawa, Howard, 2019; Grissom, Egalite, & Lindsay, 2021; Sutcher, et al., 2016).

For those who have stayed in their classrooms, teacher stress from their work environment has meant
that their own physical and mental health and social relationships have suffered. When asked whether
administrators were appropriately supporting their teachers, 42% of respondents said ‘no’ (Will, 2021).
The shifting of instructional modes and COVID safety measures, and mounting responsibilities with
little to no additional training have resulted in more teachers feeling disrespected, scrutinized, and mi-
cromanaged (Will, 2021). Public conversations on race and the calls by some stakeholders to facilitate
crucial conversations on equity and racism, and demands by others for teachers to not use their lessons
to discuss America’s deep racial divide and inequalities have placed additional external pressures on
classroom teachers. These pressures of COVID and social justice issues have contributed to a feeling
of isolation for teachers as parents often go around their principal and communicate their displeasure
directly to their child’s teacher, resulting in a crisis of teacher/staff fear and turnover.

Crisis Framework: Myers 4-Stage

A crisis framework, particularly when anticipating or reacting to a crisis, can be important to organiza-
tions for many reasons. First, the use of a crisis framework aides in classifying a crisis. Naming a crisis,
and classifying it into a group; such as financial, educational, business, public, criminal, health, etc,
assists those managing a crisis in that one can find solution exemplars within that grouping. Second,
a framework develops stages of a crisis so that an event’s life cycle can be identified and anticipated.
Crises do not tend to be a single point in time, but rather a cycle; most basically before event, during
event, and after event (Crandall, Parnell & Spillan, 2013).

Although written using a business lens, Myers (1993) crisis management framework provides a
structure for leaders in public P-12 education to use in managing crisis such as COVID-19, social justice
conflicts, or other significant external disruptors.

Table 1 illustrates the components of Myers’ (1993) four-step process.

In his four-stage process, Myers (1993) outlines the movement of an organization from crisis to reso-
lution by underscoring the importance of planning for a low occurrence, potentially high impact event.
During normal operations, preparation should be made for a wide range of acute disruptors. While the
emergency response is a relatively short window of time, immediately after a crisis onset, the work of
the organization to respond and communicate effectively are highly important. It is important in both
stages during a crisis: emergency response and interim processing, for the organization to respond in a
way that allows the organization to continue its core business while also caring for the personal needs
of employees.
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Table 1. Myers’ (1993) four-stage approach to crisis management

Crisis Stage Characteristics

Before Crisis Normal operations o No crisis, yet preparedness training occurs

o Immediately after the onset of the crisis
During Crisis Emergency response e Organization response/communication
e Damage containment

Interim Processing o Alternate temporary procedures in place

o Normal operations resume

After Crisis Restoration .
e Reflection

For the purposes of this chapter, a review of literature, and the author’s experience as a school building
and district leader was used to report on themes related to fostering a strong P-12 public school climate.
This information is organized within the Myers (1993) 4-stage crisis management framework, in order
to explore opportunities for school principals to support teachers during a crisis, such as COVID-19 and
social justice conflicts, and potentially limit teacher turnover in schools or exiting from the profession.

RECOMMENDATIONS

Myers’ (1983) 4-stage crisis management framework can be used by P-12 school leaders in America
as a paradigm for crisis management. The following recommendations are put forth to assist school
principals in utilization of this framework.

Before the Crisis: Normal Operations Stage

When a school is also a workplace, as is always the case, school principals are wise to commit to fos-
tering a positive work climate, identifying a clear vision for their school, and building relationships to
foster trust. During non-crisis times, focusing on climate, vision, relationships and trust, lay an important
foundation that strengthens staff relationships and workplace cohesion. These ‘deposits’ of goodwill are
important when a crisis strikes and a principal must make challenging decisions that could impact staff
workplace experience or happiness.

Focus on Climate

Climate refers to the entire quality and character of an organization’s environment, including employee
perceptions of their roles (Kowalski, 2010; MacNeil, Prater, & Busch, 2009) and experiences in the
school (Mousena & Raptis, 2021). It is exhibited in behaviors that are praised and linked to quality work
environments (Kozlowski & Doherty, 1989; Zohar & Tenne-Gazit, 2008). Leaders of organizations must
understand the relevance and importance of climate and culture to be successful, particularly during a
crisis (Kowalski, 2010; Kozlowski & Doherty, 1989; Zohar & Tenne-Gazit, 2008). Researchers in edu-
cational leadership have identified four pillars to further define climate as a way to make the concept
relevant to schools. They are:
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e  Ecology: defined as the physical items of a school building, such as classroom, technology, fur-
niture, etc.

° Milieu: The social interactions that occur within a school, between administration, teachers, and/
or students.

e  System organization: Defined as the structure of the school in terms of the chain of command,
curriculum, influence of central office administration on the building, arrangement of subject or
grade level departments, etc.

e  Culture: The value, beliefs, and norms shared by all involved in the school. (Kowalski, 2010)

The climate of a school building is the product of a principal’s leadership. Studies in the early 1980’s
were the first to begin a deeper discussion of the impact of a school principal on student achievement,
and while findings varied, these studies laid the groundwork for more recent empirical investigations
(Hallinger & Heck, 1996).

Climate and leadership are directly tied to the effectiveness of organizations in achieving their goals
(Kozlowski & Doherty, 1989). Employees rely on expectations coming out of an organizational climate
in decision making when it is otherwise unclear, or an edict from management has not been given (Zohar
& Tenne-Gazit, 2008). Therefore, it is important for leaders to set an expectation, linked to the school’s
vision, of what are right, important, and necessary actions for the staff to consider while working individu-
ally or collectively. MacNeil, et al. (2009) noted when goals that are accepted by teachers, and found to
be clear and achievable, are accepted and promoted by the school principal, a school building’s climate is
positively influenced. Kozlowski and Doherty (1989) found that strong, positive, high-quality leadership
is more likely to be linked to a more positive cultural perception by group members than in instances
of poor leadership. Their rationale was that strong leaders reduce uncertainty in an organization, setting
forth a strong edict and mission for the organization, providing a direction for staff. In its synthesis of
219 studies on the principalship, Grissom, et al. (2021) acknowledge establishing a productive climate
as one of the 4 key behaviors of effective principals.

The assumptions and actions of school principals are the most impactful indicators of a school build-
ing’s climate and its effect on member behavior (Kozlowski & Doherty, 1989). School climate accounts
for about 25% of direct and indirect effects on learning (Leithwood, et al., 2004). School principal’s
actions known to influence school climate include: providing a clear vision of success, communication
of expectations for success, providing meaningful professional development, modeling collaboration,
and fostering trust and pride in students and staff (Clifford, & Ross, 2012). Organizational climate is tied
to member performance (in this case teachers and students), and for that reason, principals of a school
with strong climate also report activities that promote social ties and friendships.

Zohar and Tenne-Gazit (2008), in knowing the effect of climate on organizational performance
objectives, espouse: “activities that promote social ties and friendships ought to be considered highly
instrumental” as a way of fostering a positive climate of strong community. Additionally, strong leaders
are consistent across settings, create a sense of safety and concern for member welfare (Zohar & Tenne-
Gazit, 2008) and are invested in knowing their staff in both personality and pedagogy (Hollingworth,
et al., 2018).

Being mindful of, and taking steps to foster a strong, positive school climate is an effective way to
strengthen the operation of a school and to ease the potential impact of a crisis, should it occur (Hoy, et
al., 1990; Kaiser & Thompson, 2021; Mac Neil, et al., 2009). A common vision, building relationships
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and fostering trust are the cornerstone of a school’s strong organizational climate and vital to limiting
negative outcomes to a crisis.

Vision Setting

A framework for success is imperative for any healthy climate; and a school vision statement pro-
vides such a framework. Rallying around a building specific set of values, collective goals, and
teamwork further identifies the culture of a building and improves organizational health (Zohar &
Tenne-Gazit, 2008). Leaders who create a vision, must do so in concert with those for whom they
are entrusted to lead. Those most transformational to an organization have the ability to scan an
environment, analyze data, seek input, and create a vision from which an avenue for change and
long-term commitment can develop (Ubben, Hughes, & Norris, 2017). Transformational leadership
can affect climate and student achievement when visions of what work needs to be done is provided
to work members.

When a school principal is transparent with an adopted vision, goals, and action steps, teachers
have access to “better information for assessing what is prioritized, valued, and supported” (Zohar &
Tenne-Gazit, 2008, p. 745) and are motivated to do the work. Motivation, in turn, leads to individualized
empowerment that aligns to a common goal of student achievement. A strong, democratically derived
vision should foster development of employees, with a leader who encourages free thinking and activi-
ties that complement the shared vision; contributing to not only motivation but autonomy, efficacy, and
overall shared ownership in the outcomes of the organization. Principals encourage a strong collective
climate by showing teachers what can be achieved (set a goal), what needs to be done to reach the goal,
and by pointing out individual and group characteristics or actions that drive towards the desired goal
(Zohar & Tenne-Gazit, 2008).

A central, unified vision contributes to cultural homogeneity: the extent to which all members ac-
cept the same assumptions, values, and norms, increases in strength by the number of members who
subscribe to the values and norms, and can be referred to as within-unit agreement and contributes to
workplace climate. Acceptance of processes or cohesions between levels of management, as well as
cultural agreement between individuals, as observed in social interactions are important components
of homogeneity (Dumey, 2009). One key outcome of homogeneity is the pressure indirectly felt by
members to act or interact one way instead of another. When a crisis strikes, cultural homogeneity
is influential in a school’s ability to pivot quickly and adjust to a rapidly changing environment. As
an example, in March 2020 state and local governments and health departments mandated Ameri-
can schools to close their buildings and shift to online instruction. Within a matter of 24-48 hours,
school leaders in America were tasked with designing and communicating to teachers and parents,
their plan for an all-online method of delivery. For this challenging task, and short window of time,
school leaders referenced their common vision, values, and norms to create a plan for instruction with
confidence and provided a sense of consistency which could prove to be comforting to some during
an otherwise unprecedented situation.

Put another way, not only can a school with a unified vision and culture adjust to crisis-initiated
changes, it can empower a school principal to respond rapidly and exercise full autonomy in decision
making (if done within the scope of the vision). This agility provides the principal leader with the benefit
of responding to external pressures before they reach the classroom.
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Building Relationships and Fostering Trust

During normal operations, priority should be given to building a relationship of trust between school
principals and staff. “Although teaching has historically been a rather individualistic enterprise, greater
cooperation and trust emerge when situational conditions emphasize communication and collaboration”
(Tscannen-Moran & Hoy, 2000, p. 574). Trust is a multi-dimensional construct that includes leadership
traits and competencies of character and job-expertise. Character speaks to a leader’s honesty, openness,
fairness, and benevolence; each of which have been found to be of notable importance when studying
school leaders and trust in response to a crisis (Aguilar, 2016; Sutherland, 2017; Tschannen-Moran,
2009). When elements of competency are displayed, a staff is likely to trust that a leader knows what
to do, how to do it, and will perform a task with honesty and transparency (Aguilar, 2016), all critical
traits to maintaining cohesion during a crisis.

In a trusting school environment that values relationships with stakeholders, one is more likely to
experience: an absence of blame, honesty, a willingness for leaders and employees to show vulnerability,
and shared decision-making. A trusting environment is rather cyclical in that members further promote
future trusting behavior by supporting one another during an adversarial or threatening situation (Suther-
land, 2017; Tschannen-Moran & Hoy, 2000).

Maintaining professional boundaries has also been shown to build trust within a work team. In a
school environment for which there is a strong model of and expectation for professional and ethical
behavior, employees are less likely to act in their own self-interest and more likely to focus on organi-
zational structure and vision (Fraher, A.L.; Tschannen-Moran, 2009). Conversely, an absence of trust
among school stakeholders erodes an organization’s communication and vision.

Low levels of trust in schools between staff and a school principal or a school principal and com-
munity members has been shown to undermine any potential gains that may be made from strong com-
munication implementation and the members of that school may experience increased difficulty with
collaborative decision-making (Sutherland, 2017). Further, without the presence of trusting relation-
ships between individuals in a school, a school staff is much less likely to subscribe to a common vision
(Tschannen-Moran & Hoy, 2000).

During the early stages of the COVID-19 pandemic, a series of top-down decisions eroded the
foundation of trusting, professional relationships between school leaders and school staff (Sutherland,
2017). In those schools without a foundation of trust prior to March 2020, staff, student or parent dis-
content almost immediately followed and was publicized by broadcasted attacks from staff and parents
to school superintendents and board of education members. Instead of shared decision-making that may
have existed during normal operations, the COVID-19 crisis required centralized, top-down decision-
making for school districts. In the United States, individual state governors directed school closure (and
in some cases mask mandates) to local school districts boards of education who passed these mandates
to principals for implementation. As an outcome of eliminating shared decision-making, some school
organizations were unable to respond collectively to criticisms and therefore perhaps unable to focus on
learning and problem-solving, instead focusing on self-preservation and protection (Sutherland, 2017).
It is in this way that a pre-crisis environment becomes a predictor of possible outcomes during a crisis.

Relationships and trust have significant impacts on building climate when it is mutual and recip-
rocated to the school principals by the teachers (Smith-Deagle, 2013). In the course of a year, school
principals many times will have access to detailed and often privileged staff and student information
that very few others in an organization are privy to. Holding this information in confidence is one way
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to lay a foundation for building trust with a staff. Trust can also be fostered by the principal who is true
to their commitments to a staff, following through on what they communicate will be an action step or
a priority. Overall, trust is manifested in an inherent sense in a building that teachers are not microman-
aged by their school leader, and instead left alone to focus on instruction and the growth opportunities
they can provide to students (Smith-Deagle, 2013).

In order to build trust, one must keep commitments, be authentic and transparent in their actions and
communication, regularly listen and reflect, and provide opportunities to celebrate individual as well as
team successes (Anguilar, 2016; Erickson, 2021; Tibbo, 2016). A staff might look for evidence of character
by scanning for a leader’s integrity, honesty, and an alignment of words matching actions. A principal is
more likely to believe that their leader acts “fairly, justly, ethically, and respectfully” (Kowalski, 2010, p.
89) and leads with core integrity. In an environment of trust, individuals know what to expect, eliminating
unneeded emotional strain and preserving teacher energy to better serve students (Hanford & Leithwood,
2013). These solutions lay a foundation crucial for mitigating employee turnover during a crisis.

During the Crisis: Emergency Response

During the course of an academic year, schools in the United States engage in all types of crises plan-
ning: hurricane, tornado, fire, active shooter, medical emergency, bomb threat, etc. Each crisis plan car-
ries with it an assumption that no plan will adequately meet the unique needs of a given crisis, yet, the
Coronavirus global pandemic was not an event any school had anticipated. In situations such as these,
crisis interventions and aspects central to a positive climate, those of communication and temperament,
are useful to leaders in navigating an unforeseen calamity.

Communication

In close relationship to vision, the ability of a school principal to accurately communicate a message that
is timely and most meets the needs of staff has a significant impact on the climate of a school building.
Ideally, a school principal will have already been focused on their communication skills and cadence
during normal operations, knowing of the tremendous influence communication can have on a school’s
overall workplace climate. Communication serves as a way to inform and strengthen associations. In
a positive climate, a leader will foster positive relationships with his/her members by knowing and
utilizing each person’s strengths and by engaging in two-way communication (Zohar & Tenne-Gazit,
2008), in which both the principal and his/her teachers have a voice in decision making and comments
or concerns are heard (Kowalski, 2010). Teachers are more likely to trust leaders who communicate ef-
fectively; creating a positive climate of confidence (Boies & Fiset, 2018; Kozlowski & Doherty, 1989)

Several studies support the relationship between open, two-way communication between principal
and teachers and organizational health. (Smith-Deagle, 2013; Kowalski, 2010; Kozlowski & Doherty,
1989; Zohar & Tenne-Gazit, 2008). In order to positively influence the climate of a school building,
principals must commit themselves to routine, open, two-way dialogue with their staff, students, and
community. Communication must occur often enough that the pulse of the building is always known,
and the principal may make an educated, timely adjustment to policy implementation if need be. Vary-
ing communication approaches, between in person, whole group, email, newsletter, etc., provides more
opportunity for building leaders to gauge the feelings of stakeholders, and build a sense of community
among all members.
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Communication is a key precursor to having an open and positive climate. Kowalski (2010) writes,
“open climates are characterized by cooperation and respect within the faculty and between the faculty
and principal” (p. 40). Indeed, a strong open communication style fosters staff cohesion in that teach-
ers know and are more likely to buy into the collective focus and direction of the school (Kozlowski &
Doherty, 1989; Zohar & Tenne-Gazit 2008). When school principals promote open lines of communi-
cation, teachers are not insulated from information that can be gained by conversations with each other
and the community, and collaboration is heightened. A collaborative environment strengthens the milieu
(a dimension of school climate) of a building, further improves the school’s organizational health, and
impacts student achievement (Kowalski, 2010).

While school principals, especially those who are the lone administrator in a building, often rely
on teachers to provide peer support, this practice should not lead to the isolation of others. Kozlowski
and Doherty (1989) caution against the creation of what they call “out-group” members. Their findings
indicate that out-group members are less likely to be included in building consensus, and their percep-
tions do not match that of their supervisors as closely as the perceptions of in-group members with the
supervisor (Kozlowski & Doherty, 1989). Members of the in-group are more likely to see their environ-
ment as positive, contributing to the organizational health of a school. A communication network that is
largely centralized around a principal and few others has a negative influence on climate strength (Zohar
& Tenne-Gazit, 2008). Therefore, principals must not show favoritism or exclusivity in their selection
of critical friends or confidants in the workplace.

Open communication, that is honest and intentional, builds and solidifies relationships between staff
and the building leader. Leaders who foster a positive climate do so by modeling, welcoming feedback,
and engaging in conversations around equity, democracy, and social justice (Leithwood, et al., 2004).
Often these conversations begin with moral and ethical discussions, but should also include utilizing all
staff and community to perform an equity audit of the school building in order “to analyze, challenge,
and change power relations; advocate for equitable access of people of color to power and resources;
and ensure their full participation in really diverse societies” (Solomon, 2002, p. 176). Overall, a school
principal’s routine, and clear communication establishes that person as a leader; someone to look to for
certainty during a crisis or difficult situations (Fraher, 2011).

Typically, school principals can scan their environment, analyze student data, and use their building
leadership teams or parent organizations to make decisions. During COVID-19, these normal systems for
decision making were set aside. The consequence for many school leaders in the United States during this
time was an erosion of trust between teachers and school leadership, as well as communities and school
districts. Two-way communication tenets identified above could have worked to combat this issue. Dur-
ing a crisis, communication that is directed internal for staff as well as external to students and families,
is the most immediate and important tool to mitigating potential negative impact. At a crisis’s earliest
stages, and while still acute, communication is what most every stakeholder seeks for understanding a
situation, and its ramifications as well as potential next steps, and general, overall reassurance. Initial
communication at the onset of a crisis can be reactive rather than well-planned. During a volatile, emotion
prone situation, flaws in communication approaches will be magnified during a crisis, as was certainly
the case during the multi-year COVID-19 pandemic (Erickson, 2021). During a pandemic, information
changes rapidly, answers are demanded quickly, leading to decisions made hurriedly and often with
limited input. This approach is counter to communication styles in high functioning buildings with a
positive climate, leading principals to spend more time focusing on communication repair. To remedy
the dissonance between what is ideal messaging and what is actually done, school principals should
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focus on communicating frequently, in multiple forms, and with a cadence that can be expected by staff.
Early in a crisis, priority should be given to communicating messages that meets staff and student needs
as well as provides answers as to why decisions were made and what information was used in making
that decision (Tibbo, 2016). Acknowledging staff impact in a message is often what is most appreciated
in communication from managers to staff, as well as transparency and opportunities for open dialogue
when appropriate (Smith-Deagle, 2013).

When teachers feel as if they have the ear and full attention of their school principal, they believe
that they are valued in their environment, as a worker and as a person (Smith-Deagle, 2013). It is dur-
ing a crisis that it becomes necessary for a school principal to rely on relationships and trust that, with
hope, has been nurtured and tended to during normal, non-crisis operations. They must slow down and
prioritize every interaction, treating it carefully and realizing that every message has the potential of
influencing already heightened emotion and response (Tibbo, 2016). It is by being relational communi-
cators (Kowalski, 2010), school principals foster positive relationships, can better identify and address
unmet needs in their buildings, and ensure that policies chosen to execute do good for the most people.

Temperament

The function of leadership is precisely for providing guidance and solving problems (Schoofs, etal.,2019).
Temperament, defined here as an individual’s personality or nature, is a crucial factor in successfully
navigating a crisis and determining whether a workplace climate is positive. During tumultuous times
exacerbated by negative external pressures, a school principal is keenly aware that decisions made can
be unpopular. Yet, a school principal’s greatest influence can be as a confident and calming presence;
one who acts with consistency and whose actions can be anticipated because of a clearly articulated core
belief about education. Sometimes referred to as ‘self-management’ (Tibbo, 2016; Ubben, et al., 2017),
principals as middle management leaders must be able to evenly manage emotional responses from
the district office, staff, students, and community members, particularly in the face of personal attacks
(Schoofs, et al., 2019; Smith-Deagle, 2013). This requires leaders to exhibit self-awareness, vulnerabil-
ity, routine reflection, and to not be afraid to show feelings in a measured way (Schoofs, et al., 2019).

A school principal who does not waiver, and whose priorities do not shift fosters an environment
that is consistent for students and staff even in times of disruption. Teachers in schools deemed to have
a strong, positive climate note that their principal manages with limited emotion, is not reactive/hasty,
and does not show favoritism in the staff ranks (Smith-Deagle, 2013). They describe a principal who
noticeably takes time to think before acting, explores all options, and asks for feedback to factor into
decision making. Those who defend teachers against attacks yet later coach the teacher on better ways to
do something after the issue subsides were reported by staff in organizationally healthy schools. A prin-
cipal who never raises their voice save for when the wellbeing of a child was compromised are reported
attributes of a principal who has the right temperament to lead a building and earn the support of their
staff (Smith-Deagle, 2013) even through the course of a crisis, because they place the health, emotional
well-being, and education of the children in their building at the heart of their everyday operations. Not
only does the paradigm of placing children at the heart of all focus and decision making earn the support
of staff but when leaders focus on the big picture and are steadfast in their vision, levels of anxiety over
small details that can oftentimes cripple a leader is lessened. A school principal’s sense of control, and
command for the entire operation of the building could translate to calmness and consistency in their
treatment of staff and students.
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The tenure or length of time a school principal has served their school has contributed to the overall
confidence with which they lead. Even more impactful to the overall climate of the school is evidence
of a cool yet caring temperament. Specifically, teachers point to the wise, experience tested decisions
that these school principals make (Smith-Deagle, 2013). Teachers trust seasoned, calm school princi-
pals because they know they have experienced almost every situation to have occurred in a school and
know which events to react to, and which to not react. As a result of experience, teachers reported being
less likely to question a decision, further improving the relationship of the school principal with staff
and likelihood that staff will trust and support a school principal’s leadership during adversity. Tenured
principals who know themselves as leaders are also more likely to pair confidence with vulnerability
(Yan, 2020). When a leader models and allows for the sharing of grief, anxiety, and fear they provide
an opportunity for compassion and empathy among staff and students. These displays of concern for
others will further unify a staff in the face of external pressure.

Caring school principals are more likely to observe a person’s emotion and provide empathetic sup-
port where needed (Schoofs et al., 2019) as well as positivity. School principals demonstrating charisma
and enthusiasm for the work particularly challenges others in the environment to subscribe to a similar
outlook. Positivity breeds positivity and commitment to the vision (Ubben et al., 2017) potentially pro-
viding a counterforce to negativity and burnout among employees while reconnecting people to shared
values and their purpose will make a positive influence on staff resilience.

While the theme of temperament has been identified by practicing administrators, little research has
been done to support principal personality as a precursor for a positive school climate (Smith-Deagle,
2013). Decades ago, those attributes of perceiving employee concerns and having the ability to adequately
support the emotional needs of staff were identified as keys to a successful principal (Baltzell & Dentler,
1984). Particularly as the COVID-19 pandemic has created an increased need for social and emotional
support for staff, it has become even more vital for school building leaders to ask, listen, and provide the
individualized, personal supportrequested by staff to perform their daily work supporting students. Public
school systems in the United States have many rigidities, such as regulations on public funds spending,
the school year calendar, and work hours. Attempting to find flexibility for staff within the mandated
school hours is a start yet much of what school leaders can do to support teachers most simply could
be acknowledging the difficulties teachers face specifically at the onset of the COVID-19 pandemic.

Seeking to understand the perspectives of others is a powerful tool in de-escalating emotions (Siler,
2020). When faced with mounting external pressures, those that place a heavy burden on employees, it is
even more important for leaders to show authentic understanding and empathy; acknowledging that they
face the same difficulties many staff do, while at the same time offering a supportive push by modeling
and asking for resilience. Like many professionals whose work is in service, leaders in education have
the responsibility to support the human side of an employee in a way that inspires a staff to continue to
show up every day and stay focused on their obligations to student success.

During the Crisis: Interim Processing

While clear, purposeful, thoughtful communication and an empathetic yet confident temperament are
necessary traits for a school leader during the acute phase of a crisis; advocating for students and staff
and providing necessary support is vital to successfully navigating a school through a long-term emer-
gency, such as the COVID-19 pandemic. Leaders are vital to inspiring teams when facing challenges
brought about by crisis.

43

printed on 2/8/2023 11:58 PMvia . Al use subject to https://ww.ebsco.conlterns-of-use



EBSCChost -

Crisis Management for School Leaders

Advocacy

Advocacy, for the purposes of this chapter, relates to the protection of teachers from undue professional
or emotional stresses and for promoting their schools to all community stakeholders and district admin-
istrators as well as being connected to resources necessary to be successful (Smith-Deagle, 2013). As
a crisis wanes on, it becomes vital for a leader to help their staff see life after a crisis, create hope, then
show a path to move forward and ask what those in the organization may need to be able to successfully
move down the path; through the crisis and life after (Siler, 2020). School principals must offer resource
support and use their influence to help teachers and staff. Resource support refers to making needed
materials accessible and extra materials available. Influence refers to the ability of the school principal
to lobby superiors to obtain added consideration for his/her building, and in so doing, school principal’s
gain the respect of their teachers. Overall, a principal in a climate healthy school is seen as an ally, a
person who can deliver on promises, and can protect teachers from negative outside influences. It is the
intended leader’s role to allow enough external pressure to be helpful and motivating to teachers, and
limit that which interferes with a teacher’s professional autonomy (Hoy & Hannum, 1997). The key to
meaningful advocacy is ensuring that energy is spent on those efforts that are the most necessary to move
through a crisis. In order to do this effectively is for school principals to look for facts and data, hearing
many people representing various perspectives as possible given the amount of time to make a decision.

A principal who cares for others, demonstrates what is valued in the work culture. Conversely, a
leader who fails to seek input and ignores the contributions of staff will negatively influence teacher
commitment to the organization (Ubben, et al., 2017). Not only does a supportive environment provide
for a more positive climate, school principals can even influence teacher motivation in the ways in which
they support the staff by recognizing the importance of teachers and seeking opportunities to enhance
their jobs, not get in the way; as well as in showing teachers that they are interested in their goals and
well-being (Fullan & Edwards, 2017).

This form of advocacy means that a school principal, as a middle manager, is keenly aware of the
needs of building staff and students and can articulate the unique environment of their building to higher
level management while also securing resources that would most meet teacher needs. The modeling of
advocacy by a principal is one reported reason for teachers feeling empowered to advocate for them-
selves in the face of external pressures. In teachers’ opinions, this level of advocacy has been crucial for
keeping their successful programs alive and for protecting the students from assessments, curriculum,
or expectations that are not appropriate or that do not support the vision and mission of the buildings
(Smith-Deagle, 2013).

Advocacy is reported to be present in several different ways, yet most notably it manifests in a
principal’s understanding a teacher’s need to be supported so that a work day can be student centered.
Particularly during the COVID-19 crisis, students in the United States exhibited a wider range of needs;
for example, those with internet access and those without. The same was true for teachers. Staff members
with pre-existing health conditions or in a certain age band were, in some cases, eligible for a leave of
absence or disability status and exempt from working. Regardless of the situation, those leaders who
successfully navigated the uncharted waters of the COVID-19 pandemic did so, in part, because they
took care of the needs of their staff, students, and parents. Research on educational leadership validates
the importance of providing support.

Teachers view their instruction to be supported by the principals when those principals provide in-
structional leadership and put experts in contact with teachers to support them; then get out of the way
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and allow teachers to use their own judgement on which pedagogy will best connect with each student in
their care. School principals who are student centered and accept that it is the teacher who has the direct
connection to the students in a building, are most likely to build a positive climate (Smith-Deagle, 2013).

During the COVID-19 pandemic, after educational delivery was shifted to an online format in the
United States, school principals sought ways to continue to have impact on instruction and student learn-
ing. Even though a school principal’s influence on instruction is mostly indirect, it can be quite impactful
(Hoy, Tarter, & Bliss, 1990; Zohar & Tenne-Gazit, 2008). It is finding ways for leadership to directly
connect to classroom activities that is most important if a principal wishes to influence building climate
in their leadership decisions (Hoy & Hannum, 1997). One way this connection to the classroom occurs
is in a principal’s ability to use what they know about success in instruction, and tailor it to what they
know about their faculty’s learning style, making professional development relevant, and improving a
teacher’s response to that information (Roney, et al., 2007). Yet, during the pandemic, school principals
could no longer walk into a classroom and watch discussion; rather they needed to access instruction
using the same Zoom or GoogleMeet format students were using. Teachers expressed concern at being
evaluated in their teaching during this shift in educational delivery; many taught online for the first time
in their careers. For school principals, this meant they could no longer observe, and support teachers
and students in their lessons.

To move around such a barrier, administrators who could or already had positioned themselves as a
committed colleague or lead teacher rather than as a boss were successful in observing these new online-
classroom spaces and offering support to teachers. During the COVID-19 pandemic, needed support
came by way of tangible materials such as: additional cameras, improved audio equipment, or software
purchases with the goal of helping students access their education.

As amiddle manager, the reputation of a school principal can be influential in securing resources and
should not be discounted. The principal must be trusted by and responsive to both the district adminis-
tration and building staff. During a crisis situation, resources can be quite limited. Therefore, a school
principal will be successful in securing allocations when showing a reason for the resource request, a
measured outcome the allocation will bring, and ask for only what is necessary to carry out the work of
the school building (Smith-Deagle, 2013).

Authenticity

Education is a people business; therefore, people must be prioritized with attention to differentiated
treatment based on an individual’s needs, especially during a crisis. By definition, an authentic leader
is one who is supportive, transparent, and advocates for an individual or group and includes offering
varying levels of assistance.

In some form, transparency is a communication strategy in that a leader identifies staff needs, ex-
presses those needs to decision makers and resources allocators, then communicates their advocacy
efforts done on behalf of the staff, to the staff. Not only does staff show appreciation and trust for the
leaders, but the communication of advocacy maintains positivity, resilience, and focus on the central
work of educating students during a crisis (Fraher, 2011; Siler, 2020; Tschannen-Moran & Hoy, 2000).
Evidence clearly points to the power that comes from the staff being routinely communicated with, in
the sense that it increases the overall belief that their school principal has the staffs’ best intentions in
mind; yet the key to transparent communication is for leaders to know what degree of transparency is
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helpful in empowering others, rather than weighing down the team with too much information (Erickson,
2021; Siller, 2020; Smith-Deagle, 2013).

The results of supporting teachers can be significant. A steady commitment to the students and
staff- one that can be counted on and anticipated each day- creates a sense of confidence in the build-
ing. This confidence manifests into staff feeling safer in their professional roles, and valued personally
(Smith-Deagle, 2013). Teacher confidence also acts as a motivator, causing a richer, deeper, more
intense instruction with higher expectations for students. The ‘I am one of you’ model of leadership
can do much to distance a school building from dysfunctional central office administration and is an
insulator from political disruptions that have been occurring more frequently atlocal board of education
meetings. School buildings with the principal as a lead teacher, are successful because the principal
sees themself in the supporting role of facilitator to their teachers, and understands the obstacles and
resistance teachers face as well as the sacrifices made (time, their own money) to achieving student
success. Teachers respond favorably to principals who respect classroom teachers as not only a pro-
fession but as a craft and maintain this view even when a crisis adds addition challenges (Chambers
Mack, et al., 2019).

School principals have a real opportunity to not only mitigate a crisis but strengthen teacher satisfac-
tion by continuing to show a greater concern for members’ welfare under the stressful conditions that
are unique to their school building, or a part of a global pandemic, while also being a reliable member
of the larger context district team of administrators. Leaders who consider the needs of their staff and
provide for those needs, strengthen their climate and increase staff resilience during a crisis or signifi-
cant disruption.

After the Crisis: Restoration

Meaningful learning occurs if an organization’s members and leaders take time to reflect on their actions
and outcomes from a crisis (Rinehart & Alcorn, 2019). While the focus of this chapter has been on the
important work of preparing for, and navigating through a crisis, repairing and rebuilding staff morale is
equally important; particularly after a long-term disruption to normal operations. Being appreciative of
those who contributed to the success of a team, and reflecting on the work accomplished during a crisis
are two meaningful ways to successfully process and rebuild from a significant disruption.

Gratitude

Showing gratitude is an appropriate way for leaders to signal the end of a crisis. There are simple, yet
meaningful, actions leaders can take to celebrate and appreciate the accomplishments of a team, post-
crisis. The following are ideas for showing gratitude to a staff. These can and should be done both col-
lectively and individually:

e  Acknowledge all achievements that made a positive impact during the crisis, no matter the size of
impact and especially if the action was connected to the vision of the school.

e  Recognize every individual on the team for their contribution towards the vision during the crisis.
Check-in on employee wellness and provide opportunities for rest and reset whenever possible.
Replenish any resources that were depleted during the crisis (Erickson, 2021).
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Reflection and Feedback

As American philosopher and education reformer John Dewey once noted, “we do not learn from experi-
ence. We learn from reflection on experience”.

Individuality is important when considering a method, time, or space for reflection. The most mean-
ingful reflection occurs when it meets the needs of the person. Remembering this when designing tools
to seek reflection is important as some team members may wish for written reflection while others
prefer spoken word. Appropriate reflection prompts might change based on the nature of the crisis, and
length of the disruption. The following are possible prompts to begin the reflection process with a staff:

e  Did our vision serve as an appropriate compass during the crisis?
e  What could have been done differently as an organization?
e  What contributions to students or the organization elicited the most impact?

CONCLUSION

The Myers (1993) four-stage approach to crisis management, designed for business, can be a useful tool
to organizing crisis response in schools as well. In this chapter, key components of educational leader-
ship were aligned to each of the Myers’ four-stages.

School principal leadership matters. As middle managers, principals have the unique ability to assess
an environment from a different level, seeing the bigger picture and making decisions that can do the most
amount of good for the most people. Leadership in a crisis, such as the coronavirus pandemic, makes the
role of a school principal even more important to teachers, many of whom report feeling levels of distress
unlike any other time in their career and are considering leaving the teaching profession. During an era
of intense external pressures, the principal of a school has the unique ability to maintain organizational
health by focusing on school climate. If left without attention from the leader, external situations such
as a pandemic can be disruptive to the typical school routines that create parent confidence and foster
student learning. Furthermore, employee satisfaction and a positive school climate is paramount to limit-
ing teacher turnover (Grissom, et al., 2021). To prepare for a post pandemic environment, leaders should
work now to put measures in place that will positively contribute to teacher job satisfaction.

Table 2. Myers’ (1993) four-stage approach to crisis management with leadership implications

Crisis Stage Leadership Focus

o Focus on Climate
Before Crisis Normal operations e Vision Setting
o Building Relationships & Fostering Trust

e Communication

During Crisis Emergency response
& gency resp o Temperament

e Advocacy

Interim Processing « Authenticity

e Gratitude

After Crisis Restoration « Reflecting & Feedback
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Crisis can be overwhelming; by focusing on climate, articulating a clear vision, building and main-
taining relationships and trust before a pandemic or crisis, then focusing on communication, remaining
calm, and advocating with authenticity for students and employees; school leaders can make a differ-
ence in the lives of their teachers and students. School principals who properly insulate their staff from
external forces, model positivity in the face of adversity, and represent themselves as being on the same
team as the staff, and are seen as credible leaders holding the trust of the community are most likely to
influence climate and teacher retention (Grissom, et al., 2021; Goldring, et al., 2003; Smith, Escobedo
& Kearney, 2020).

Teachers are more likely to have a collective and positive view of their work environment if the leader
is strong in their vision and communication style (Kozlowski & Doherty, 1989; Mousena & Raptis, 2021)
and engages in open communication and perception checking with members (Zohar and Tenne-Gazit,
2008). Welcoming open dialogue and allowing staff to share their feelings and perspectives during a crisis
is foundational to making sense of the current environment while making plans for moving forward. Both
vision and clear communication serve to further explain to a staff why an organizational decision was
made and increase buy-in, diminishing employee dissatisfaction. Strong relationships and a stakeholder
feeling of trust emphasized before a crisis will help allay internal concerns, allowing for a leader’s full
attention to be paid to the demands of a crisis. The personality, support, and advocacy of a principal
directed towards their staff matters and all efforts should be made by a leader to take care of people, use
compassion and reinforce a collective empathy. Once a crisis has subsided, a leader should turn their
attention to giving thanks to their team, engaging in reflection, and seeking feedback. Keeping a focus
on organizational climate will improve a school’s chances of surviving crisis with minimal staff turnover.

FURTHER RESEARCH DIRECTIONS

Leading a school building can be lonely. Particularly in small schools with one administrator, a principal
can feel isolated from other professionals in their position, and this feeling can be magnified during a
pandemic. Research to study ways in which a school district office can create structures of support is
vitally important as we recover from a long global pandemic and prepare for potential future crises.
Particularly research on the importance of district-level administrators to create professional learning
communities (PLCs)-- as a way of providing principals with opportunities to connect, learn, process
events and share strategies for leading and managing stakeholders -- would be meaningful for school
principals who are intent on creating or preserving their organization’s climate and retain teachers.
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KEY TERMS AND DEFINITIONS

Advocacy: Support for an individual or group of individuals. Some common displays of advocacy
include requesting or providing resources necessary to perform work, defending against an external
force, or influencing others on behalf of an individual or group.

Climate: The entire quality and character of an organization’s environment, including employee
perceptions of their roles and experiences in the organization. In a school building, climate is composed
of physical items, social interactions, organizational structure, and culture.
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Culture: The shared values, beliefs, and norms contributing to the climate of an organization; includ-
ing underlying assumptions held by members of an organization, and values.

Pedagogy: The instructional knowledge of an educator put into practice in the classroom for the
benefit and educational achievement of students.

Support: Occurs when a leader allows for teacher autonomy while also providing requisite tools
and training.

Temperament: An individual’s personality, disposition, or nature that affects their personality and
behaviors towards other individuals.

Trust: A confidence that is placed on an individual; based on reliability, competence, integrity, and
action follow-through of that individual.

Vision: A shared focus, image, or goal for an ideal future. Typically, a vision includes ways in which
an organization will meet its articulated mission.
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Chapter 3

Leading and Managing

in Times of Crises:
Jamaican Educators’ Perspectives of and
Responses to the COVID-19 Cirisis

Beverley Icilda Johnson
Mico University College, Jamaica

ABSTRACT

The purpose of this mixed method parallel/convergent research was to ascertain educators’ perspectives
of and responses to COVID 19 in the Jamaican education system and assess its state of readiness for
online teaching and learning. It further sought to provide critical insights on the lessons learned in crisis
management and steps required to propel Jamaica into a future of robust online teaching and learning.
The findings revealed that while most educators owned their own devices, had internet connectivity, and
could satisfactorily navigate the various online platforms, there were issues with the level and scope of
training and support they received. Further, the major drawback was the low number of students that
were able to access the online space. This undeniably indicates greater need for effective leadership and
management especially in times of crises. So, the major recommendations were for continuous profes-
sional development in crisis management and other areas as well as resource support to be offered so
that the most vulnerable students can benefit equitably.

INTRODUCTION

Education is undeniably the driving force for economic, and social development. In the Caribbean edu-
cation is perceived as the route to social mobility (Cooke & Jennings 2016). Further, “education has
been the bedrock of development of every nation; hence, its sustainability is paramount to the growth
and development of all nations” (Owusu-Fordjour et. al, 2020, para. 3). These statements suggest that
any threat to a country’s developments must be taken seriously. According to United Nation Educa-
tion, Scientific and Cultural Organization (UNESCO) (2020), the impact of COVID-19 on education

DOI: 10.4018/978-1-6684-4331-6.ch003

Copyright © 2022, IGI Global. Copying or distributing in print or electronic forms without written permission of IGI Global is prohibited.

printed on 2/8/2023 11:58 PMvia . Al use subject to https://ww.ebsco.conlterns-of-use



EBSCChost -

Leading and Managing in Times of Crises

is unprecedented. They indicated that 194 countries worldwide were affected. According to them, one
year into the COVID-19 pandemic, close to half the world’s students were still affected by partial or full
school closures. Further, 1.3 billion students are affected (73.8% of total learners) and over 100 million
additional children will fall below the minimum proficiency level in reading because of the health crisis.
Undeniably, the challenges education now faces, among other things, include further threat to access,
meaningful learning, and equity. Moreover, there is the potential for higher school drop-out rates, and the
widening of inequality gaps (UNESCO, 2020, World Bank 2020); and the digital divide has been exposed
(World Bank 2020). Consequently, educators worldwide struggle to respond to the many challenges facing
the education arena. This would indicate that many education systems worldwide were not adequately
prepared for the crisis. The purpose of this chapter is therefore to present a deeper understanding of the
Jamaica education system context in terms of its readiness and response to the Covid 19 crisis. It also
reviews literature to provide a better theoretical understanding of crisis management as well as to present
the findings on the research and make recommendations based on the findings.

BACKGROUND TO THE STUDY

The COVID-19 pandemic has resulted in unprecedented educational disruption in the Caribbean.
This is because nearly 7 million learners across 23 countries (including Jamaica), have been affected
by the COVID-19 (UNESCO, 2020) where approximately 31, 656 teachers and 627,000 students
were involved (Waugh 2020, para. 1). Thus, educators and learners in Jamaica had to adjust their
teaching and learning strategies using online modalities. However, many educators and students
were not prepared for this shift due to lack of resources and training. Moreover, this pandemic has
exacerbated the vulnerable conditions of many of students. In response to the increased vulner-
ability of students, the government of Jamaica has provided training for educators, resources for
students and greater access to technology and internet access. Despite these efforts though, many
educators and students still face a variety of challenges with online teaching and learning. Naturally,
the digital transformation of education has been accelerated by the COVID-19 pandemic, which
has resulted in the primary mode of learning switching from face-to-face, to an online format.
Furthermore, the emergency switch to remote learning has brought about its own challenges that
were not yet explored, which include but are not limited to, the need for psychosocial support for
teachers, students, and parents.

Leacock & Warrican (2020, p.4) and Waugh (2020, para. 4) added to the mounting lists of challenges
which emerged and have impacted the teaching-learning process online. They explained that the cur-
riculum available was not configured with online or blended delivery in mind, instructional resources
for online delivery of classes were not readily available in formats relevant to the Caribbean. Further-
more, neither teachers nor students were sufficiently skilled to engage in online teaching and learning
transactions, and teachers and students were digitally disadvantaged, resulting in the 2019-2020 school
year climaxing without thousands of students taking examinations or receiving grades necessary for
enrolment in schools in Jamaica.

This striking reality has highlighted the fact that Jamaica, like many developing countries had not
planned or prepared for crises. In fact, it is believed that Jamaica’s education system was already in a
crisis based on the results from the national and regional examinations.
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THEORIZING THE FIELD

Bass and Bass (2008) asserted that effective schools require principals to effectively demonstrate both leader-
ship and management skills where management is manifested through “concern for tasks” while leadership is
manifested through “concern for people.” While some theorists have challenged the belief that management and
leadership cannot occur in the same person, other researchers like Hutton and Johnson (2017) intimated that,
effective leaders can also be effective managers since many leaders have effectively steered their organizations
toward the realization of set goals. Very often though, middle managers are overlooked in the loop of things,
but are critical to the success of schools. Undoubtedly, leading and managing in times of crises herald the
need for countries to plan for and be prepared for times of crises. Naturally, Covid 19 has heralded the need for
countries to retool to respond to crisis to minimize the threat to learners, given the challenges that were earlier
indicated by UNESCO (2020) and World Bank (2020). While countries grapple with the challenges, it is the
responses to them that will make a difference, hence the need for the training of educators [teachers, managers,
and middle managers]; financial, physical, and psycho-social support (Hunter, 2020; UNESCO, 2020; World
Bank 2020). Further, to mobilize and support learning continuity, UNESCO established the Global Education
Coalition which up to 2022 counts 160 members working around three central themes: gender, connectivity,
and teachers (UNESCO, 2020). The implication of this is that if countries move quickly to support continued
learning, they can mitigate the damage and accelerate recovery. These responses provide an opportunity for
education systems to not only recover but avoid the mistakes of the past (World Bank 2020). To place the
study in theoretical and conceptual contexts as the current state of Jamaica’s readiness for online teaching/
learning is examined and explored, and in keeping with the research questions, it is important to understand
a few theories or models that underpin crisis management, as well as the different perspectives and practices
in managing online infrastructure and teacher preparation. Further, the role of school managers in managing
transition and support, and the valuable lessons to be learnt to support online teaching and learning during a
crisis will add to the discourse.

Theories and Models of Crisis Management

There are many theories and models that have been developed to “build organizational capacity and skill
to anticipate, avoid, and mitigate crises” (Marker 2020, para. 5). Among them are crisis management
maturity model which ranges from reactive to proactive- or even pre-emptive action, ‘Fink’s Model and
Mitroff’s Five-Stage Crisis Management Model.

Proactive vs. Reactive Crisis Management Model

There is an age-old maxim that states that “an ounce of prevention is better than a pound of cure”,
hence the pre-emptive crisis management model is an approach that seeks to prevent or resolve a crisis
at its earliest sign (Marker, 2020). Additionally, the proactive crisis management is where organizations
take initiative early in the crisis and seek to shape how events unfold (Marker, 2020). Marker (2020)
also mentioned the responsive crisis management which occurs when there is little warning of a crisis
but suggested that thoughtful and quick analysis can lead to effective action that accounts for long and
short-term results. Unfortunately, it is the reactive crisis management to which many managers resort.
This according to Marker (2020), “is often a panic-driven or knee-jerk reaction [where] emotions like
fear play a leading role, and objective thinking is largely absent from the crisis response” (para. 7).
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The Fink’'s Model

Fink, (1986) outlined a four-stage crisis model consisting of the prodromal, acute, chronic, and resolu-
tion stages. The prodromal stage covers the period between first signs and crisis eruption. During this
period, Fink stated that crisis managers should be proactively monitoring, seeking to identify signs of
a brewing crisis, and trying to prevent it or limit its scope. In the acute stage a trigger is unleashed to
indicate the crisis event. This is when the crisis breaks out and requires managers to activate their plans.
This would suggest that planning was done. The chronic stage entails the lasting and lingering effects
of the crisis. The final stage is the resolution stage which indicates the end of the crisis and a time for
“internalizing what went wrong through a root-cause analysis and implementing changes to ensure
there is no repetition” (Marker 2020, para. 16). However, implementing changes to prevent occurrence
is easier said than done, for that is dependent on the magnitude of the crisis. That is why Mitroff (1994)
indicated that planning and preparation for every conceivable crisis are impossible.

Mitroff’s Five-Stage Crisis Management Model

Mitroff (1994) proposed five crisis stages, which follows a cyclical process like Fink’s. These include
crisis signal detection, probing and prevention (probing refers to looking for risk factors), containment,
recovery and learning as evidenced in figure 1. However, according to Marker (2020), Mitroff was one

of the first researchers to recognize that, due to resource limits, preparing for every conceivable kind of
crisis is impossible. He noted that crises tend to fall into certain categories, which Mitroff called clusters,

Figure 1. Mitroff’s Five-Stage Crisis Management Model

- &
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such as breaks or defects in equipment, external actions, and threats (i.e., product recalls). Similarly,
prevention actions cluster together, too. (para. 21).

Firstly, during the signal detection stage, sign of impending crisis appears. This indicates that manag-
ers must seek to identify warning signs and take preventative measures. The preventative measures here
do not indicate that the crisis can be prevented, but the effects of the crisis can be minimized through
preventative measures. Secondly, in the probing and preparation stage, managers prepare the organiza-
tion for the impending crisis. The active search and reduction of risk factors are considered at this stage.
So, this is where a crisis management team is engaged to offer training, guidance, and support to staff.
Thirdly, in the damage containment stage, crisis occurs, and actions are taken to limit its spread. In the
fourth stage recovery begins with efforts to return to normal operations. But the question maybe asked:
Is it possible for things to return to normal given the magnitude of the crisis? The final stage of Mitroff’s
model is ‘learning’. This happens when people review the crisis management effort and learn from it.
Notwithstanding, later crisis management models such as Smits and Ally (2003) identified crisis planning
as the first stage of creating behavioural readiness for crisis management (Hutchins, et. al, 2008, p. 31).

The three models presented bring to the fore the relevance of this chapter in situating Jamaica’s readi-
ness for online teaching and response to the Covid crisis and heralds the need for robust crisis planning
and management.

Readiness for Online Teaching/Learning

Online learning is not new to many countries especially at the tertiary level. However, for many primary
and secondary school educators and students, this is a new phenomenon. Certainly, there are many
benefits of online learning. Notwithstanding, it is more favourable for the self-regulated learners (You
& Kang, 2014), hence its use at the tertiary level. However, its use at the primary and secondary level,
[even before the pandemic], where learners are not normally self-regulated, poses many challenges
such as communication, motivation, and engagement, (Howland & Moore 2002; Cull, et.al., 2010), and
psychological disorders (Kuban and Steele, 2011; Sprang & Silman 2013) which will affect academic
achievement. Besides, successful online learning requires the availability of online devices, good internet
connectivity, and initial and online training for all users. According to the OECD, a quarter of school
principals across the OECD countries said that shortages or inadequacies of digital technology hindered
learning quite a bit or a lot... (OECD 2019). Further, Ferri et al. (2020) explained that technological
challenges are primarily related to a lack of internet connectivity and electronic devices. Additionally,
Leacock & Warrican (2020, p.4) shared that the students did not have access to devices that would fa-
cilitate online teaching and learning as many homes do not have internet connectivity. In fact, in some
communities, access is unstable, making access to online classes uncertain for some students even if
they have devices. This was reiterated by Di Pierto (2020) when he explained that in the implementation
of online learning that is carried out at home, one of the limitations in this implementation is the sup-
porting facilities and infrastructure such as laptops, computers, cell phones, internet, etc. (p. 14). Many
teachers also complained about lack of participation when online learning takes place. Concomitantly,
OECD (2020) explained that further concerns relate to the fact that the effectiveness of online learning
might have been hindered, in some cases, by the lack of basic digital skills among students and teachers,
making them unprepared to adapt to the new situation so abruptly.

Overall, the afore mentioned challenges were exacerbated by COVID 19. As posited by OECD
(2020), technology is only as good as its use, consequently, educators and students with ineffective in-
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ternet connections are liable to be denied access to online education. Without a doubt, this scramble for
technological devices that our students must have for virtual learning has only further disengaged our
children from the learning process. These afore mentioned challenges signal that while online learning
can provide broad benefits, with the unplanned transition, there were several obstacles faced.

Educators’ Preparation for Online Teaching

Unquestionably, teachers are central to the whole scheme of education as they are the ones nearest to the
students and on whom the school system depends to impart knowledge to the students, hence, prepara-
tion and training of teachers are paramount to student success. Indisputably, the pandemic has affected
teachers as much as students. Worldwide, school closures affected at least 63 million primary and
secondary school teachers (TTF, 2020). Due to the suddenness of changes in teaching and instruction,
teachers were often tasked with implementing distance learning without sufficient training, resources,
and guidance (UNESCO, 2019). In contexts where technology-enabled distance learning was possible,
quality hinged on the skills of teachers in information and communication technologies (ICTs) and
internet access. This sudden shift has left many educators worried and concerned. Notably, Coman et
al. (2020) have suggested the concerns might happen due to the lack of teachers’ experience in using
e-learning and the short time they had to adapt their teaching style to the new conditions. They noted
too that they “...were concerned about the lack of balance between assigned tasks and the time teach-
ers give [to students] to solve them..., the lack of interaction with their teachers, the lack of focus and
concentration in the online environment” (p.7).

Strikingly, the closure of educational institutions due to the pandemic led to numerous changes in
the education sector to meet the demands of the different stakeholders. The transformation in teaching
from face-to-face classes to virtual classrooms disrupted traditional approaches to teaching and learning.
The move to the online space presented considerable hardship as teachers struggled to adapt to what
might well be the “new normal” for quite a period while navigating the adversities and stress in their
own lives. Purwanto et al. (2020) and Rees & Seaton (2011) shared some of the challenges for some
teachers, including restrictions in the choice of teaching methods, less curriculum material covered,
lack of technological skills, digital inequality among students, inadequate and unsuitable content and
instructional materials, the absence of support and training, and teaching quality. Indeed, COVID-19
emerged to be an obstacle and raised fear for many teachers who have been resistant to technology as a
tool for teaching and learning.

Notably and unfortunately, the education system in Jamaica is built on a teacher-centred approach.
This approach according to Campbell (2016) invariably has turned off many students. Furthermore, such
approaches are no longer meeting the needs of present-day learners labelled Generation X. Despite the
efforts from the Ministry of Education in Jamaica to implement a more student-centred approach with
the introduction of a New Standard Curriculum (NSC) with emphasis on the use of information and
communication technology (ICT), many teachers did not embrace this change and continued with their
traditional methods of delivering content. Consequently, with the untimely pandemic, many teachers
had to face their apprehension and venture into this unfamiliar space to enhance the teaching-learning
process to meet the needs of learners. This sudden change of teaching has driven teachers to use different
tools and platforms that they were neither prepared nor trained to use. That is why Coman et al. (2020)
poignantly outlined the significance of training teachers.
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Middle Managers’ Roles

Unquestionably, the preparation of educators should involve the training of middle managers. Very
often much of the training is geared towards managers (principals) and there is no deliberate attempt
to train the middle managers (vice-principals, heads of departments and senior teachers). According
to Hancock & Schaninger (2021), “middle management has been under a decades-long assault—and
in the COVID-19 pandemic, the crisis-driven need for speed has turned “flatter, faster, leaner” into a
mantra (para. 1). As Hogan Assessments (2020) noted, during times of crisis at work, middle managers
are who most employees approach for leadership and answers. Further, they continued, “since change is
distressing for many and too much change too soon can result in employee burnout or attrition, middle
managers need skills to help employees cope” (para. 5). These statements suggest that deliberate at-
tempts must be made to harness the skills and experiences that middle managers bring to the tables of
leadership and management.

CRISIS PLANNING AND MANAGMENT

Many countries, including Jamaica, have been undertaking education transformation. The Task Force
Report (2004) made many recommendations for the reform of the education system and some of these
reforms have been enacted. However, the extent to which they have been successful in reaping the re-
wards envisaged by the Task Force is debatable. For seventeen (17) years later, the Jamaican Education
Transformation Commission (JETC) Report (2021) claimed that while there were some levels of success
in access, Jamaica was facing what they termed a ‘learning crisis’. When compared to the Task Force
Report (2004), little has changed. In 2004, the Task Force Report showed that some 30% of primary age
students were leaving school illiterate, while about 20% of secondary graduates had “requisite qualifica-
tion for meaningful employment and/entry to post-secondary programmes” (p.21). Fast forward fifteen
years later, only 28% of CSEC students passed Language Arts and Mathematics, the two most basic
subjects. This indicates that there is something drastically wrong with Jamaica’s system of education
which begs the question: Are students being given the right kind of education? No doubt, any signifi-
cant planning for change and transformation must factor crisis management in its planning process and
middle managers must not be left out of the picture. Furthermore, risk assessment must be done, and in
doing so, imaginations must be stretched to consider the worst-case scenario. According to Saleh (2016):

research reveals that there is a close association between a crisis and a risk that is manifested through
risk management. A prudent risk management strategy attempts to trace, forecast, and control individual,
business, and ownership risks. It then follows that a crisis is an anomalous condition that results from
the occurrence of a risk. (p.15)

Hence, if proper risk management is done, it minimises the trauma experienced during crises. Certainly,
crises are not new, neither are pandemics. The last major pandemic which occurred in 1918 and which
killed 500 million people (1/3 of the world’s population) is a striking example. Sadly, people have very
short memories or have not sufficiently learnt from history. Noticeably though, this Covid 19 is rather
unique as it presented not only a creeping crisis, but a solidarity crisis as well as a transboundary crisis
which manifested themselves in other multiple crises: economic, social, and political (Boin, et. al., 2021).
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Further, this pandemic is compounded and problematic as “the root causes of a crisis that originated in
another country or sector are difficult to comprehend. Causes are unclear, possible consequences seem
uncertain, and escalation is unpredictable” (Boin, et. al., 2021, p. 10). Notwithstanding, human beings
possess incapacities and imperfections in managing crises effectively.

What Is Crisis Planning and Management?

Crisis planning is simply planning for times of difficulty and danger. However, it may be easy to plan as
planning occupies the first position in management, but it is the management of this crisis that will prove
the mettle of countries and institutions. This management includes organizing, controlling, coordinating,
and commanding the process that are crucial to the success of any plan. Notwithstanding, crisis planning
is critical because “through crisis management planning, firms are in a better position to handle unfore-
seen events that may potentially cause serious or irreparable damage” (Saleh, 2016, p. 27). Further, Saleh
cited The Society for Human Resource Management (2005) as saying: “a crisis management plan that is
successful incorporates the firm’s programs, such as disaster recovery, emergency response, risk manage-
ment, business continuity, and communications” (p. 37). Additionally, crisis management according to
Saleh (2016) “is defined broadly as a firm’s pre-established guidelines and activities for preparation and
response to critical catastrophic incidents or events” (p.37). For Boin et. al (2021) it requires professional
as well as political expertise. They suggested that as a professional craft, countries and institutions practise
scenario modelling, contingency planning, mobilizing response capacity, making tough decisions, and
coordinating as they move away from response mode to recovery mode. Further, as a political craft they
must engage in “strategic framing of the nature and causes of threats, the social distribution of risk and
harm across groups and interests” (p. 6). Notwithstanding, there is the lack of clarity, uncertainty, and
unpredictability of crises such as the Covid 19 pandemic. Concomitantly, according to Martin (2021),
the real purpose of crisis management is to implement strategies to help institutions to return to normal.
However, this statement lends itself to some provocative questions. What is normal? Was the normal,
normal? Was the normal as we know it effective? Is return to the normal pragmatic or necessary? Is a
‘new normal’ the way to go? Nevertheless, according to Saleh (2016):

the main goal of a crisis management plan is to protect employees, customers, consumers, corporate
image, firm assets, and corporate brands. By having a crisis management plan in place, a firm is in a
better position to take the necessary actions to minimize disruptions in business, as well as potential
liabilities. (p. 15)

Marchesani (2014), outlined nine (9) stages to crisis management evidenced in figure 2, which he
believed are critical in appropriating the correct response.

Stage 1: The Event

The event, according to Marchesani (2014) can take many forms and severity and usually result in fear,
awe, shock, confusion and even frustration. When Covid 19 emerged in China, no doubt the Chinese
experienced those emotions, but some people thought it was just confined to China. However, when it
took on a global focus, the world too experienced those emotions.
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Figure 2. The Stages of Crisis Management
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Stage 2: The Rapid Gathering of Information to
Determine the Seriousness of the Event

“With post-event confusion and the setting in of reality as to what occurred, there is a need to gather
factual information concerning the event” (Marchesani 2014, p. 72). This rapid gathering of information
was a stage that the whole world went through during the Covid 19 pandemic. But there was so much
conflicting information that left people more confused in separating facts from fiction.

Stage 3: The Decision Regarding the Existence of a Crisis

According to Marchesani (2014), at this stage decisions must be taken whether to declare a company or
organization in a crisis mode. These decisions according to him, must be made by senior management
in consultation with staff members. As the Covid 19 virus spread and the hospitalization and deaths
increased, decisions had to be rapidly made by the World Health Organization (WHO) in consultation
with various heads of government and experts whether a pandemic should be declared to get in a re-
sponse mode.

Stage 4: A Crisis Is Declared, and the Effort Begins to
Minimize Its Impact and Bring About Stability

At this stage according to Marchesani (2014), the crisis management team must respond with alacrity
to save lives and to bring about stability. This was what was done during the Covid 19 crisis, but despite
the many efforts the proliferation of conspiracy theories prevented many lives from being saved as many
refused to take the vaccines.
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Stage 5: Stabilization of the Event

Fortunately, the world is at the stabilizing stage as the pandemic has subsided somewhat and many
schools have returned to face-to-face classes. During this stage, Marchesani (2014) warned that the crisis
management team must not think because they have reached some semblance of stability, they must think
that the crisis is over. He suggested that “these sub-teams should address employee needs, emotional
stress, legal issues, regulatory issues, remediation, recovery, and closure of the operation impacted, to
name only a few” (p. 75). Advisedly, the education system in Jamaica and worldwide must be still on
the alert and do whatever is necessary to maintain the stability.

Stage 6: Assessment of the Damage and Community Impact Post Stabilization

Assessment of the impact is not only pragmatic but extremely necessary if countries are to recover ef-
fectively. The impact of a crisis according to Marchesani (2014) can be many and varied, so management
at all levels must understand that the recovery or rehabilitation will take time to be achieved. No doubt,
the recovery of rehabilitation in the education will take a lot of time as many students have lost almost
two years of schooling which have not only denied them acquiring new knowledge but may have well
eroded much of what was previously learnt.

Stage 7: Remediation and Clean-up

Marchesani (2014) advised that the remediation and clean will not be easy and as said before, it will
also take time as much salvaging will have to be done. This will be a fact for the education system.
Salvaging connotates rescue, restoration, and reinstatement from a wreck. Certainly, the Covid 19
pandemic has created havoc in the education system, therefore remediation will be challenging, com-
plex and critical.

Stage 8: Recovery, the Returning to Normal or as Close to Normal as Possible

For Marchesani (2014), at this stage, recovery to the normal speaks to the condition before the crisis
which he said may not be possible. However, the idea of returning to normal or close to normal as
possible raises some critical questions especially for Jamaica’s education system. Was the normal
working well? Is it pragmatic or necessary to go back to normal? At best, Marchesani (2014) sug-
gested that learning from the crisis is critical stage of the recovery and can serve as a catalyst for
better crisis management.

Stage 9: Closure, to Bring the Matter to a Close

Closure is indeed a difficult stage for the loss and damage will serve as constant reminders. As Marche-
sani (2014) purported, it will be difficult and almost impossible. However, he suggested that what was
learnt and how it is addressed in bringing it to stability, recovery, and remediation will serve as a part
of the closure. Notwithstanding, the far-reaching impact of Covid 19 on the education sector will long
be remembered and felt.
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The Role of Managers and Middle Managers in Crisis Management

Indubitably, leadership and management at all levels in countries and institutions are critical to the crisis
management, and the role of middle managers must not be overlooked. According to Hogan Assessment
(2020,

“Middle managers are usually experts who have been promoted from within. In most cases, they have
been with their organizations for many years. This tenure and subject-matter expertise afford these lead-
ers valuable knowledge that can help stabilize the business when times are rocky” (para. 7).

This statement strongly demonstrates that they must be trained in crisis planning and management.
Yet, according to Hancock and Schaninger (2021), the role of middle management is vanishing as or-
ganizations have “allowed the environment to cloud the purpose of a well-performing individual in a
well-structured middle-management role” (para. 8).

For Kuipers (2016), crises are the greatest test for leaders, whether they are managers or middle
managers. Further, according to Martin (2021), the true litmus test for success is their mastery of crisis
management which is a key strategy that academic leaders can practise to navigate and respond the Covid
19 pandemic. So, Boin et.al (2005) prescribed 5 critical tasks for crisis leadership as revealed in figure 3.

Sense making is done to diagnose the situation and according to Kuipers (2016), it “pertains to as-
sessing what is going on, when the first signals arise... [and] requires proactive detection and assess-
ment of situations but also risk awareness and responsiveness” (p.43). Sadly, many leaders are reactive
rather than being proactive. Moreover, many middle managers fail to assume their leadership roles in
many organizations. As a result, they are not able to make informed decisions to deal with crises before
they are full blown. This is because many leaders are myopic in their vision and as such are not able to
diagnose the situation properly and successfully.

Decision making permeates every organization and pervades all managerial functions. Itis the process
of choosing a course of action for dealing with a problem or opportunity and “the process of choosing
from among alternatives” (Lunenburg & Ornstein, 2014, p. 155). For Boin et. al (2005), itis where critical
choices for implementation are made. However, in times of crises, decisions must be made expeditiously
and prudently. The popular adage- ‘time is of the essence’ becomes critical in times for crises, so, while
decisions under normal circumstances must be carefully, thoughtfully, and timely contemplated, in times
of crises, leaders cannot take too much time to make decisions. Quick decisions are “far from ideal for

Figure 3. Five Critical Tasks for Crisis Leadership
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high quality decision making, yet decisions in crises are critical and their consequences are far-reaching”
(Kuipers, 2016, p. 44). Ideally, participative decision-making is the way to go, however, crisis leadership
necessitates some quick decisions that cannot be facilitated through participative leadership. Undoubt-
edly, crisis management calls for leaders who are critical and creative thinkers who can think on their
feet and who would have learnt valuable lessons from previous experiences and knowledge. Moreover,
“the ability of mangers [leaders]to detect and manage challenges depends on their commitment and
cognitive abilities” (Saleh, 2016, p.23.).

Clearly, how the crisis is treated, tackled, and terminated will depend on the accountability structures
in place. This dictates that people must take responsibilities for, and ownership of their actions. They
must be held accountable for the choices they make. As was positioned earlier, one of the challenges
with planning and management is the weak accountability structures in many countries and many institu-
tions. Moreover, the ‘blame game’ and the heavy reliance on democracy do not work in times of crises.
Leaders must take charge and lead from the front.

Additionally, meaning making is done to motivate others to move beyond the situation (Boin, et. al
(2005). Notedly, meaning making and decision making are linked, and “choice processes play an impor-
tant role in motivation, leadership, communication, and organizational change” (Lunenburg & Ornstein,
2014, p. 155). So, it is important that consideration be given, and attention paid to the individual system.
This individual system has to do with individual cognition and motivation of the people especially dur-
ing crises and that is why the middle managers must be motivated and encouraged to assume leadership
roles so that they can in turn motivate and encourage others.

Obviously, communication is a valuable component in times of crises. Through this channel leaders
can motivate others to move beyond the situation. This calls for communication that is clear, open, honest,
respectful, and regular. This will undoubtedly enable everyone to make meaning of the situation. This
meaning making “brings together all other leadership tasks in crisis: sense making of the situation at hand,
crisis communication, decision making on the way forward, learning from previous mistakes. Through
meaning making, leaders connect an undesirable situation to a desired future” (Kuipers, 2016, p. 44).

Kuiper’s observations underscore the idea that learning from crises is a powerful tool. However, too
often leaders are slow and forgetful learners. As was mentioned before, people have failed to learn from
the past. Importantly, change cannot occur without learning and crises present opportunities for reform
(Boin, et. al, 2005). By not learning and seizing the opportunities to learn, countries, institutions and
people oscillate from “crisis-induced reforms to reform-induced crises” (Boin, et. al, 2005, p. 132).

Certainly, the recipes for the kinds of leaders needed for crisis management are not new. However,
they must be approached with a newness responsive to the times and contexts. These recipes include but
not limited to change leadership, transformational leadership, distributive leadership, servant leadership
and resilient leadership. Notably, change leadership can be envisaged as the intersection between crisis
management, distributive leadership, and servant leadership (Azorin (2020), Harris and Jones, 2020).

SUMMARY

From the various perspectives and positions, leading and managing in times of crises, require proper
infrastructure and preparation. Further, countries, institutions, and individuals (managers and middle
managers) must keep abreast with changes in the educational landscape to respond with the requisite
strategies and support to manage the changes and challenges that arise from crises. Importantly, they
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must know how to manage crises through leadership and management that are reimagined, and embraces
change leadership, transformational leadership, distributive leadership, servant leadership and resilient
leadership to they can remain relevant and responsive to change and transformation even in difficult
and dangerous times. Finally, there are many lessons to be learnt from crises. However, the lessons will
depend on countries, institutions, and managers and middle managers’ capacities and willingness to
learn from the past-past crises, past mistakes, past successes, and past experiences. But human beings
tend to favour short cuts and easy fixes and so many times do not do ‘due diligence’. Moreover, there is
a clarion call for better utilization of middle managers. Amy Wilkinson, CEO and founder of innovation
firm Ingenuity, a lecturer at Stanford Graduate School of Business offered three (3) key recommenda-
tions for middle managers and their employers (Lee, 2020). She suggested that they should ‘find the
gap’ (see what is needed) since they are the ones on the front line of management. Secondly, they should
‘repurpose existing ideas’, that is to see things differently. Thirdly, they should ‘make an offer’. This is
where the middle managers must suggest solutions and ideas instead of waiting on managers to do so.
Of course, this is going to be depended on managers’ ability and willingness to distribute leadership.

Importantly, leaders and managers must embrace a creative change management strategy. This ac-
cording to Saleh (2016), will allow individuals to work hard to recover control, instead of “battling to
cope with the changes” (p. 396). Further, preparedness or better planning need to be learnt from times
of crises or from survivors. Moreover, managers and middle managers must avoid complacency. This
often occurs when people go through smooth times and forget the lessons learnt in times of crises.
That is why Tanner (2018) prescribed six tips for middle managers in times of crisis. He suggested that
since middle managers are nearest to those on the ground, they must be policy gurus. That is, they must
know the processes and how to use them. Further, they must have a contingency plan and not leave
everything to top management. Also, they must be constant in their communication, have good rapport
with subordinates, identify resisters of change, and be confident. This means that they must move out
of the shadow of top management and take their rightful place as managers and leaders. Tanner (2018)
indicated that if these tips are considered, middle managers will become more credible and will build
the resilience of their teams.

The Research Design

The research design employed was a mixed method parallel/convergent one. This was necessary as the
design utilizes both qualitative and quantitative approaches, and data were collected concurrently. Ac-
cording to Creswell (2014) employing mixed approaches is beneficial because it provides diverse views
or more comprehensive understandings. Further, according to Caruth (2013), mixed methods research
provides richer insights into the phenomenon being examined and facilitates the acquisition of informa-
tion that would otherwise be missing if only one study methodology was used. Moreover, this design
was necessary as the quantitative data were collected via an online survey would exclude those persons
without internet access, especially those in remote areas. Some participants were therefore purposively
selected and interviewed via telephone calls to ascertain information about their online experiences.
The initial selection of the respondents for the survey was done via stratified random sampling to
account for all the regions, however, given the challenges with the Covid 19 restrictions, the researcher
resorted to an online survey and respondents were selected through voluntary participation and there-
fore exposed the study to a sample bias. However, the respondents possessed a wide range of individual
characteristics (age, gender, qualification, and years of service); and came from various schools (loca-
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tion, size, and type) and as such the biases were minimized. Additionally, eight (8) teachers and four (4)
principals from rural communities were selected to be interviewed using stratified random and purposive
sampling techniques.

The quantitative data were analyzed using descriptive statistics such as frequencies and means, while
the qualitative data utilized emerging themes.

FINDINGS AND DISCUSSION
Demography

Four hundred and nineteen (419) educators responded to the online survey. The results revealed that a
wide range of educators from different locations and school types responded. This augurs well for the
reliability and generalizability of the results. Interestingly, all the age ranges except those in the 18-25
age group were reasonably represented. Further, the spread of the gender reflects the ratio of males to
females in the primary and secondary levels. Additionally, the results revealed that 75% of the educators
had at least a first degree with 50% having a bachelor’s in education, while 20% had master’s degrees.
Interestingly, 49% of the educators were young teachers who had 1-10 years’ experience, 33% had 11-
20 years’ experience, while 18% had more than 20 years’ experience. Moreover, 60% of the educators
were classroom teachers, 28% were heads of departments or senior teachers, 6% were principals and vice
principals and 5% fell in other categories such as guidance counsellors, APSE coaches, master teachers
and deans of discipline.

Notably, there was a good spread of school characteristics. There was an equitable distribution of
primary and secondary (traditional and upgraded) schools. Only the all-age schools had a low showing
of 5% because only a few of these exist. Additionally, 54% of the respondents came from urban schools
and 46% from rural and deep rural schools. Moreover, all regions and parishes were accounted for with
regions with region 1 (Kingston and St. Andrew) and region 4 (St. James, Westmoreland, and Hanover)
showing over 20% representation. Lastly, all the various school sizes were represented with large schools
(over 1000) had the greatest representation of 45%.

The findings for the research questions are presented quantitatively via tables, and qualitatively via
themes.

Research Question 1

What Is the Jamaica’s Current State of Readiness for Management
of the Online Space During the Covid 19 Crisis?

As evidenced in table 1.1, 91% of teachers owned some sort of device, but only 41% had stable internet.
Further, only 40% of the educators found the online resources adequate. Moreover, while only 41% had
reliable internet connectivity, they were able to manage satisfactorily. Notwithstanding, the students in
the rural areas were greatly disadvantaged and the findings highlighted the disparity and inequity in
the system in terms of school location, socio-economic status, and school type. Notedly, only 11% of
the educators responded that 80-100% of their students attended classes at any given time, while 47%
claimed that less than 50% of their classes were on at any one time, notwithstanding the attempts made
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Table 1. State of Readiness

Areas Responses Tot.
S f Devi Own School Borrowed MOEYI Other 415
ources ot Levices 378 =91% 15=3.6% 15=3.6% 5=12% 2 =.6%
.. Reliable N/Reliabl Phon Card None
Internet Connectivity 170 =41% 187=459% 49=129% 9-99 415
. Adequate S/what Not Adq. None
Online Resources 163 =40% 148 =36% 35=9% 57=14% 403
. . S/Agree Agree Neutral Disagree S/Dis
g:‘pt;’es;'tr:tt‘l’{:fc}"“g Online 57=14% 139=34% 102=25% 72-18% 37=9% :&7}
u ! 156=39% 108=27% 86=22% 37=9% 18=5%
$0-100% 60-79% 50-59% <50%
Student Engagement 43=10.5% 98=23% 78=19% 194=47% 413

to reach those who have no access. Moreover, 66% of the educators indicated that the students are at
risk. Undoubtedly, students’ lack of access to online classes and tools will definitely affect their learning.
That is why OECD (2020) expressed concerns related to the fact that the effectiveness of online learning
might have been hindered, in some cases, by the lack of basic digital skills among students and teach-
ers, making them unprepared to adapt to the new situation so abruptly. Hence the need for MOEYT and
administrators to practice equity to bridge the digital divide. Those who need it most should get the most.

Research Question 2

To What Extent Were Educators Adequately Prepared/Trained to
Manage Online Teaching/Learning During the Covid 19 Crisis?

The data in table 2 indicate that only 48% of educators agreed that they were prepared for online teach-
ing. This in in terms of their familiarity with online teaching, the formal training they received, the
adequacy of the training, and their proficiency in online teaching. These findings cohere with Coman
et al. (2020) who suggested the concerns about the lack of teachers’ experience in using e-learning and
the short time they had to adapt their teaching style to the new conditions. This lack of preparedness

Table 2. Educators’ Preparedness

Areas Responses Tot.
Preparedness for online S/Agree Agree Neutral Disagree S/Dis 415
teaching 57=14% 139=34% 102=25% 72-18% 37=9%

Sred more Training 124 =30% 174=42% 64=16% 32 =8% 16=4% 410

Mana irg1 Online teaching/ 45=11% 106=26% 120=29% 106=26% 31=8% 408

leamhglg & 87=22% 162=41% 94=24% 32=8% 25=6% 400

Leadership of Administrators 108=27% 138=35% 119=30% 17=4% 25=6% 400
. . Excellent Good Average N. Imp. Poor

Online Experience 55 =14% 164 =39% 129=32% 47=12% 11=3% 406

On Track with Syllabus 57=14% 84=21% 157=38% 65=16% 46=11% 409
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Table 3. Level of Support

Areas Responses Tot.
A S/Agree Agree Neutral Disagree S/Dis
Support was Limited 21=5% 86=21% 137=34% 114-28% 49=12% 407
. 102 =25% 162=39% 8§7=21% 43 =10% 18=4%
giﬁ;’;’l‘rﬁee&'}ﬁim q 97=24% 150=37% 112=28% 25=6% 20=5% :(l)i
Re .Se(‘i's'dyle dul 76=19% 170=42% 96=23% 47=11% 20=5% 409
VIse o 64=16% 160=39% 102=25% 46=11% 34=8%
Training Provided 406
Support Received Excellent Good Average N. Imp. Poor a1
upp v 58=14% 107=26% 169=41% 49=12% 28=7%

clearly has implications for teaching and learning. Further, the middle managers who are supposed
to be gurus, and involved in contingency planning to make them more credible (Tanner, 2018) were
among those who were not prepared. Notedly too, while the educators utilized various platforms,
only 42% agreed that they received adequate training that is necessary to navigate the online space
effectively. So, it can be deduced that most of the educators did not receive the necessary training to
operate effectively in the online space, consequently, 72% indicated that they need further training.
As Hogan Assessment (2020) indicated “since change is distressing for many and too much change
too soon can result in employee burnout or attrition, middle managers need skills to help employees
cope” (para. 5).

Interestingly, 53% of the teachers rated their overall online experience as excellent or good, while
32% rated it as average. The online experience involved maintaining online schedule; and managing
student behaviour, participation, and engagement. However, 37% agreed that they had challenges and
34% did not indicate any challenges, while 29% were neutral. Additionally, it must be noted that only
35% of the teachers were on track to complete the syllabus, 38% were halfway and 27% were behind.
Being halfway and behind in the syllabus have serious implications for summative assessments at the
national level.

Relating to the ratings of the school management of the online transition 249 or 63% of the educators
indicated overall agreement, 94 or 24% were neutral and 57 or 14% disagreed and strongly disagreed.
This indicated that the school planned for the online teaching, planned for those without internet, trained
the staff, revised the teaching schedule, and tracked the class activities. However, only 122 or 31% of
the respondents agreed that the online plan was inadequate, 40% were neutral, and 30% disagreed. So,
while majority agreed that there was a plan in place, 71% were uncertain or disagreed that the plan was
adequate. Notwithstanding, 246 educators or 62% agreed that the leadership was effective and only 42
or 10% disagreed. As was noted by Saleh (2016) and Boin, et.al (2021), a crisis management plan and
leadership are critical components of crisis management.

Research Question 3

What Was the Level of Support Provided to Educators as They
Faced the Education Crisis Caused by the Pandemic?

Relating to the items about the support (table 1.3), 40% of the educators agreed that the support was
not limited. This was supported as 81% rated the support received from administrations and the board
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favourably. Fifty-eight (58) or 14% of the educators rated the support as ‘excellent’, 107 or 26% rated
it as ‘good’, 169 or 41% rated it as ‘average’, 49 or 12% rated it as needing improvement, and 28 or 7%
rated it as ‘poor’. However, lower ratings were provided for the support received from the Ministry of
Education, Youth, and Information (MOEYT) as only 68% rated it favourably. The support they received
from both the micro and the macro levels include data plan, training, materials, information, emotional
and psychosocial, and some indicated that they received no support. One educator who was interviewed
had this to say: “The principal organized training sessions; acknowledges that it was difficult; shows
encouragement and support; advocates for financial assistance for increased electricity; communicates
clearly and often, tries to get or borrow devices for students and staff needing [them]”. Among the most
popular support they proffered as needed are more resources, technical support, and access to better
devices.

In terms of financial support received, one teacher who was interviewed noted that she did not receive
any but was told by other teachers that the school was reimbursing those who bought data. One principal
noted that while they were not able to provide financial support for students, they supported them with
food and clothing. Another principal, who expanded the perspective on their collective responses, recalled
that she and her vice-principal even drove to some remote areas to find students and provided food and
education packages. She noted however, that her other middle managers (senior teachers) did not step
up to their roles as middle managers and left everything to her and the vice principal. This indicates that
they need to more visible and active. According to Lee (2020), middle managers are on the front lines.
They see what’s happening on the ground with customers, suppliers, and partners and are often better
equipped to spot opportunities.

In terms of the support received from their boards, most principals said the boards would offer moral
support, but one principal said her board was “as dead as nail’. So, essentially, most educators went
beyond the call of duty to ensure that both the online and offline students were catered to in relation to
available resources, time, and commitment.

Other forms of support came in the form of regular meetings, revised teaching schedule and training
sessions as 54-66% of the educators agreed that these were done. This is in keeping with researchers
who indicated the need for financial, physical, and psycho-social support to respond to the fall out in
the education system due to Covid 19 (Hunter, 2020; UNESCO, 2020; World Bank 2020); however,
more could be done.

Research Question 4

What Lessons Can Be Learnt From Covid 19 to Assist Manager
and Middle Managers in Better Crisis Management?

According to Boin, et. al, (2005), countries, institutions and people oscillate from “crisis-induced re-
forms to reform-induced crises” when they do not learn and seize the opportunities to learn from crises
(p. 132). Consequently, the research yielded many lessons that can be learnt from the encounter with
Covid 19 for better crisis management. Two hundred and ninety-nine (299) of the respondents and the 12
interviewees expressed varying views about the lessons learnt. From this question seven major themes
emerged. Figure 4 outlines the emerging themes.
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Figure 4. Major Emerging Themes
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BE AT THE CUTTING EDGE OF TECHNOLOGY

Many of the educators expressed the need for all educators to be at the cutting edge of technology be-
cause in times of crises, technology must be seen as one of the responses to better crisis management.
Technology can be easily seen as a critical way to communicate and acquire knowledge. As Saleh (2016)
poignantly suggested crisis management must be tackled with rigour which must be manifested through
the placement of the right controls, teamwork, good communication, and impartial strategies. Also, “it
is necessary for organizational leaders to be constantly adapting to the ever-changing organizational
landscape, shifting the focus from being a market-centered one to a more sustainable one” (Saleh, 2016,
p- 396). As one educator noted, “technological proficiency is elementary in this new norm and that
knowledge must be accessible to everyone”. Another educator had this to say:

1 have learnt that things may look difficult at first but with much determination and practice, the platforms
can be very useful tools for now and the future. Students will be able to work at their own pace. I have also
found out that the internet has a wealth of information that [is] easily accessible with these platforms.
It has also shown that it is never late to learn about new and emerging technological opportunities.

Another educator proffered two lessons:
Lesson 1: Buy a better smartphone that has a better camera quality and has bigger storage, that will
allow me to store my students’ work so that they are accessible. Lesson 2: The importance of having
parents’ workshop so that they can be trained to use technological devices and software.

Finally, one educator suggested:
It is important to combine online learning with classroom instructions from day one. Students need to be

guided through the process so that if the need arises for online classes only, both students and teachers
are au fait with the process. This is something I will start doing with all my classes.
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These comments indicate that all educators, especially middle managers should keep abreast with
technology. As Hogan Assessments (2020) noted, during times of crisis at work, middle managers are
who most employees approach for leadership and answers, hence the need for them to be skilled and
equipped in ICT.

NEED TO DEVELOP PERSONAL QUALITIES

Many educators felt the need for them to develop or have developed personal qualities such as patience,
tolerance, flexibility, adaptability, appreciation, industriousness, optimism, and consistency. Indeed,
personal qualities play a major role in how educators generally, and leaders and managers specifically,
behave and respond to crises. According to Kuipers (2016), crises are the greatest test for leaders.

In responding to the lessons learn about personal qualities, some educator highlighted the need for
them to be consistent with the materials/ resources they give to students. One educator said: “Patience
and tolerance are underrated but necessary skills. [I need to] be flexible as a teacher to meet the changing
demands of teaching”. Notwithstanding, patience, tolerance and flexibility are not the only qualities educa-
tors identified as necessary for crisis management and response, as evidenced by some other viewpoints:

1. I have to be patient, be creative the resources that I have.

2. A[l must] always be resourceful and appreciative of what I have because the tables can turn in the
blink of an eye.

3. Thave learnt to be very flexible and open-minded to situations that may rise and also[be] a quick
thinker

4.  [I] must be flexible and be ready to adjust to diverse situations.

5. [l leant that] being creative, industrious, and optimistic [are] good habits] to have as well as good
communication and interpersonal skills.

6. [Ihave learnt] to be more self-directed and move away from the waiting on the board or admin to
move forward as this will sometimes hamper the method of lesson delivery.

The sentiments expressed in the last statement should reflect the commitment of all middle managers
to be proactive, self-directed, and confident, so that they become credible and build resilience among
their teams (Tanner, 2018). Additionally, they should not allow their roles to be “vanishing”, or their
purpose be clouded by the environment (Hancock and Schaninger, 2021).

NEED FOR RESEARCH

As the education landscape changes, research becomes even more necessary than before as educators
must research to keep abreast, add to existing knowledge and solve problems evident in the education
system. Indeed, the pandemic has highlighted even more the need to do so. It was therefore hearten-
ing to note that a few educators recognized the need to research. Notwithstanding, research should be
a normal part of a teacher’s professional life. However, I believe that the pandemic exposed a great
lack in pedagogy of basic preparatory research and highlighted the educators’ recognition about the
types of research necessary to elevate their practice and for them to be more responsive to stakeholder
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needs. They need research which will help them to acquire new methodologies or build on them, and
those that will build their personal and professional selves. One of educators remarked that she learnt
to “research for relevant content for students”. Others noted the need to do some personal research
for online teaching.

RESPOND POSITIVELY TO CHANGE

It is a general belief that change is the only constant, hence educators must respond positively to the
changes that are inevitable in education, hence many educators recorded that among the lessons they
learnt during the Covid 19 crisis was the need to be adaptive, be open and expect change. The following
list presents a few lessons educators claimed that they have learnt:

I learnt that I can adapt to changes

It [is] never too late to learn or try something new

[I learnt] to be open to change

[I leant to] adjust to changes and make it work for the better
[I leant to] be ready to change and evolve.

[I learnt] to know where the world is at and keep up

I learnt that I can adopt to changes as they come along.

NNk B =

BE PREPARED FOR THE UNEXPECTED

Preparation is a critical component to meet and face any crisis, hence many educators noted this as a
valuable lesson they learnt. Expecting the unexpected is akin to ‘thinking the unthinkable’ that Saleh
(2016) said was a ‘super-normal’ ingredient necessary for crisis management. So contingency planning
is crucial. As one educator poignantly noted:

[t does not] matter how good the internet coverage is some students will not have access. Contingency
plan must be in place for them. Not all students will be accessing the materials at the same time, allow-
ance must be made to accommodate them when they make contact.

Other participants who agreed and shared their stances were able to say:

e  Life is unpredictable

o Always be prepared for the unexpected, not to take things for granted and not to be afraid to take
risks

e Be prepared. Also, plan for online lessons/ distance learning at the beginning of the school year.
To be prepared for anything. To be better prepared to teach using online platform.

e  Prepare and continue to engage your students even if not all students are willing to be engaged,
none the less the information will get to all eventually.
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BE INVOLVED IN CONTINUOUS EDUCATION AND TRAINING

Continuous training and education are imperatives of any system. However, Rees & Seaton (2011)

identified the absence of support and training, and teaching quality among the significant challenges

teachers have faced while implementing online learning. Certainly, the Covid crisis has exacerbated the

situation. Hence it was no surprise that this emerged as one of the major themes among the lessons learnt.
One educator indicated:

I needed training in using the [online] systems. My children [students] require more of me physically.
[Moreover, | parents support is necessary. Children needed to know how to use the systems better. [Also, |
I not sure if my students are ready for this system and some were unable to get any teaching.

Another educator noted the challenges she faced initially but was alleviated via staff development.
This underscores the need for and the importance of continuous training via staff development. She noted:

It was challenging as classes were transition to online learning. It took some time to adapt. However,
the online Professional Development courses provided by the Jamaica Teaching Council helped in
manipulating the online environment and I became more comfortable and was able to manipulate
different tools.

Similarly, another educator said:

I have a Masters in Instructional Design. It is clear many leaders have no idea about this field and have
completely overlooked that each school, or at least region needs at least one of us to help the hard-
working subject matter specialist teachers plan and implement learning solutions and design Caribbean
style learning materials. The teachers are stressed and generally do not have the skills to produce the
quality of engaging materials needed.

These statements also highlight the necessity of training in online education, given the technological
age, but more so for managers and middle managers who must lead the charge and the change.

RESOURCES AND OTHER SUPPORT

No one can deny the importance of resources and support in normal occurrences, however, during crises
these become even more critical. Most of the educators indicated the need for more resources and sup-
port, not only financial and material but emotional and psychosocial. Some very insightful comments
were made by educators. One educator recommended “training in using the online platforms, provisions
for students who were without access, strengthening school internet connectivity so others can use it (if
they choose t0)”. Another remarked: “All teachers despite the positions held within the schools should
be given a tablet to teach the students as the temporarily employed teachers are still expected to carry
out their teaching duties”.
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Clearly, the need for partnership is critical in providing support and resources. As two educators
recommended firstly, “partnership between Jamaica Public Service (JPS), internet providers and the
Ministry of Education, Youth, and Information (MOEY]I) to [ assist in overcoming] several glitches
that occur often times than not that impeded the efficiency of the implementation of the teaching
learning experiences”. Secondly, [the] “MOEYT should try to engage more private organizations to
invest in wireless devices/modems in the rural areas, to aid those of us who are unable to access the
internet in our areas”.

There were those who also believed that the MOEYI can/could do more to give more targeted as-
sistance and to a wider pool of applicable issues arising from the experiences with the crisis. As one
educator suggested:

The Ministry can assist in giving a stipend to offset the cost on our internet bills. They can also give us
an increase on our salary as teachers because it is expensive to be preparing for this online space in
terms of setting up our homes ergonomically friendly and as classrooms while delivering our contents
for hours and to get the devices required for this online learning. [The educator added], Also knowing
that there are lots of hours invested in the online preparation and for our classes, our bodies need the
necessary vitamins, iron, and other supplements to help boost our energy to deliver more effectively. 1
strongly believe that more can be done to assist the teachers in this regard. Additionally, we also have
our children who we have to be monitoring and supporting also.

Another educator suggested that moral support and consideration by administrators were also needed.
He/she noted:

[We need] devices to conduct online/remote teaching. Teachers are being bullied into using their own
devices. [Further, ] adequate free time is needed to rejuvenate. The timetables received are face to face
timetables with teachers conducting classes all day, most days. The administrators need a conscience.
They provide us with timetable which facilitate neglecting our own children and family members.

This statement heralds the need for managers and middle managers to evaluate their roles in crisis
management which calls for the embracing of creative change management instead of “battling to cope
with the changes” (Saleh, 2016, p. 396).

Similarly, one educator noted the need for something to be done about the curriculum to match
times of crises and indicated that administrators (managers and middle managers) must lead the way.
The educator said:

MOEYI needs to develop a curriculum logical to meet the crisis. The current thrust of completing existing
syllabi using a modality that is new for the age-group is hypocritical to the ethos of education. School
admin[istrators] need to be on the ground with the teacher: take on a class to teach and empathize with
subject matter experts so that they can then build-out a more effective educational experience for both
staff and clients.

This suggestion also underscored the challenge that Leacock & Warrican (2020) outlined as they
explained that the curriculum available was not configured with online or blended delivery in mind.
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CONCLUSION

From the various perspectives, positions and experiences discovered from the quantitative as well as
qualitative data, it can be concluded that the educators (teachers, middle managers and managers) as
well as the Jamaican education system on the whole, were not adequately prepared for the Covid 19
crisis. Further, the training that was critical to the responses made were inadequate. Besides, support
and resources that are essential for educators to respond positively to the crisis were lacking in many
instances. These findings imply that proper crisis management was either not done or even contem-
plated. Importantly, effective leadership and management at all levels are paramount in ensuring that
preparation, continuous education and training, and provision of resources and support are provided in
times of crisis. Above and beyond that, institutions must value and utilize their middle managers more
effectively. Additionally, middle managers must step up to their roles and be counted as leaders. It is
hoped that the lessons learnt will serve as great points of references for managers and middle managers
in remediation and future plans

RECOMMENDATIONS

Emanating from the findings, based on conclusions drawn, and the implications, there are some recom-
mendations that should assist in cushioning the impact of Covid 19 on online teaching and learning and
assist managers and middle managers in better preparation for crises.

Firstly, The MOEYT should lead from the front and mandate all educational institutions (managers
and middle managers) to develop a crisis management plan. This is necessary as it is “through crisis
management planning, firms are in a better position to handle unforeseen events that may potentially
cause serious or irreparable damage” (Saleh, 2016, p. 27).

Secondly, The MOEYI and administrators must provide more resources for educators and students.
This is because it became overwhelmingly clear by the educators that the resources provided were in-
adequate. The lack of resources will definitely affect the quality of teaching and learning. As Waugh
(2020, para. 4) outlined, teachers could not connect with their students or at least provide assignments
via online platforms. She also posited that teachers and students were digitally disadvantaged, resulting
in the 2019-2020 school year climaxing without thousands of students taking examinations or receiving
grades necessary for enrolment.

Thirdly, the Ministry of Education/School Administrators should invest in continuous, focused pro-
fessional development of teachers via training and re-training in online teaching and learning, and crisis
management. Importantly, managers and middle managers should ensure that they lead from the front
by accessing these training opportunities. This is needed not only because the educators indicated so,
but because Rees & Seaton (2011) and Waugh (2020) identified the absence of support and training, and
teaching quality among the significant challenges teachers have faced while implementing online learning.

Fourthly, the MOEYT should forge greater partnership with the private sector to cushion the educa-
tion system especially in times of crises. This is because Jamaica as a developing country does not have
all the resources to provide an effective education system.

Fifthly, MOEYT and school administrators must practice equity-those who need the most should get
the most. Indeed, the study revealed the inequity in the system, and countries need to retool to respond
to crisis to minimize the threat to learners, given the ongoing challenges with access, quality of learn-
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ing, equity, potential for higher school drop-out rates, and the widening of inequality gap (UNESCO,
2020; World Bank 2020).

Finally, educators are to be involved in research to stay abreast with current trends, step up to their
roles in management and leadership. Middle managers especially, should be more credible, consistent,
and confident in their roles.

Recommendations for Further Research

Given the limitations of this research in terms of the roles of middle managers in crisis management and
the dearth of information from a Caribbean perspective, more research is encouraged in looking at the
roles of middle managers in Jamaica/Caribbean in leading and managing in times of crises.
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KEY TERMS AND DEFINITIONS

COVID-19: Coronavirus disease (COVID-19) is an infectious disease caused by the SARS-CoV-2
virus (WHO, 2020).

Crisis: Times of extreme difficulty and/danger.

Crisis-Induced Reforms: Reforms caused by crisis.

Leading: Showing the way.

Managing: Planning, organizing, coordinating, controlling.

Middle Managers: Those in the middle tier of management in schools-vice principals, heads of
department, senior teachers, subject specialists.

Perspectives: Views or opinions.

Readiness: Preparedness.

Reform-Induced Crises: Crises caused by reforms.
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ABSTRACT

The COVID-19 pandemic forced alterations to several facets of organizational life in unprecedented
ways. Among them were changes in approaches to leadership and management practices in countries
and organizations. This qualitative study explores the perspectives of nine Jamaican teachers (drawn
from nine schools) on whether, and if so, the degree to which, their principals shifted their approaches
to leading and managing during the pandemic. The study found that there were observable changes in
the approaches to leading and managing. These changes were manifested in four main ways, namely
adaptation, inclusivity, role delegation, and power sharing. Some of the evidence uncovered showed
teachers being given greater scope to respond to peculiar challenges they faced on the front lines.
These features were found to be similar to changes in approaches occurring in the management of the
pandemic at national levels. The study has implications for how organizations respond to and develop
crisis management models.
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INTRODUCTION

A crisis is a time of great danger, difficulty, or doubt when problems must be solved or important deci-
sions must be made (The Oxford Dictionary 2022). This difficulty means that the normal response and
coping mechanisms are insufficient to handle the scale of demand placed on them. A crisis involves
disruption to the normal pattern of life’s functions, and requires, for effective management, the applica-
tion of extra-ordinary problem-solving skills and emergency responses.

The COVID-19 pandemic disrupted normal life, precipitated uncertainty, and required extra-ordinary
resources to cope. This reality affected all sectors of society including schools. UNESCO (2020), in a
reporton children and young peoples’ internet access athome during COVID-19 describes the reality thus:

The COVID-19 pandemic has caused the largest mass disruption of education in history and worsened
the global learning crisis. In April 2020, more than 190 countries instituted national school closures,
putting up to 1.6 billion students at risk of falling behind at great cost to their education and futures. (p. 4)

This chapter seeks to examine how selected school leaders in Jamaica responded to the COVID-19
crisis through the adoption of power sharing practices as teachers in their schools perceive. The exami-
nation of these power sharing practices will focus mainly on in-school issues. The chapter will seek to
answer the questions:

1. What are teachers’ views of the issue of whether the COVID-19 pandemic has created the need for
different approaches to power sharing in schools?

2. What are teachers’ assessments of their principals’ adoption of a different approach to power shar-
ing because of the COVID-19 pandemic and if so, what are the manifestations of that different
approach?

3. How do teachers assess their principals’ power sharing in the pandemic?

In addition to answering these questions, it also provides a description of power sharing practices
in selected countries, and discusses some of the challenges and virtues of power sharing. This analysis
includes an examination of how other institutions handled the crisis, while sharing power. The chapter
also outlines how principals changed their leadership styles by delegating roles and became more inclusive
in their leadership approaches. The findings of the study show that the changes in leadership approaches
resulted in the empowerment of mid-level leaders by giving them greater scope to respond to peculiar
challenges they faced on the front lines. The paper concludes by suggesting some policy, practice and
research implications and uses the findings and literature to outline a model of leadership engagement
describes as MPOWERED. This model constitutes a frame for developing middle leaders’ agency.

PROBLEM STATEMENT

There is broad consensus among education stakeholders, such as the United Nations Children’s Fund
(UNICEF), the World Bank (WB), on a global level, the Caribbean Policy Research Institute (CaPRI),
and the Ministry of Education and Youth (MOE&Y) in Jamaica, as well as several private sector inter-
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ests, about the variety of issues affecting the educational sector, in light of the challenges posed by the
COVID-19 pandemic.

UNESCO (2021), in areport on the challenges attendant on the re-opening of schools in Latin America
and the Caribbean, highlights the need for greater consultation with parents and teachers in deciding on
the best ways to do so. Television Jamaica, reported on December 7, 2020, that the main teachers’ union,
the Jamaica Teachers’ Association (JTA), was displeased with the fact that the Government of Jamaica
had not consulted the Association on its plans for the reopening of schools. A similar call was made
by the Teachers’ Union in Ontario, Canada. This sample of stories highlights the fact that the issue of
participation in decision-making in the backdrop of the COVID-19 crisis was a widely held expectation.

Central to the call from the JTA and the Teachers’ Union in Ontario is that of leadership. School
leadership has been tested especially in light of the forced alternative modalities of schooling, and this
test has both exposed weaknesses in the traditional approaches to leadership and by extension created
opportunities for new approaches to leadership. The traditional approach to leadership which, has been
tested, is that of centralization of decision-making and the maldistribution of power. On the other hand,
among the opportunities which have been created is the choice among school leadership to adopt new
modes of power sharing and to begin to power share, where this is not currently the practice. Essen-
tially, new modes of engagement are required between those who traditionally hold power in schools,
particularly principals, and those over whom such power is exercised, namely teachers and students,
but primarily teachers. These new demands challenge spaces to discover or invent alternatives because
organizations must now evaluate their processes and practices. For example, with enforced remote teach-
ing and work-from-home arrangements, the degree to which management’s trust in the capacity of staff
members to self-supervise (to some extent) was placed under the microscope by educational leaders
and other stakeholders.

In this context, an exploration of the influence of leadership styles in schools and the impact on
their operational functions become urgent imperatives for Jamaica and elsewhere. Harris et al. (2021)
reinforced this assertion. They argue that scholars have noted that the COVID-19 pandemic has required
new methods of leadership and leadership practices that are rooted in networking and technology, giving
rise to the ‘network school leader’, which invites questions about the methods of leadership practices
that are being utilized and how they are being manifested.

To the extent that Harris et al.’s (2021) postulation is a recognition of leadership within schools as a
plural enactment, the core of this paper finds some congruence, specifically related to an exploration of
shared leadership, a power sharing concept. It is in this vein, that it is deemed timely to explore whether
the approaches to leadership adopted by school leaders have taken what the literature on leadership and
the perspectives of key stakeholders regard as being responsive to the challenges educational institu-
tions face, arising from these disruptions, because they serve multiple roles (World Bank, UNESCO,
and UNICEF, 2021)

Middle Leadership and School Realities
Middle leaders in schools refer to senior academic staff below the level of the principal and vice-principal,
who are entrusted with additional work beyond their teaching. At the primary and secondary level of the

education system, middle leaders (or managers) refer to heads of departments and grade supervisors,
while at the tertiary level it refers to deans, heads of departments, unit heads.
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Upon examination, some examples of how the pandemic impacted educational institutions in Jamaica
can illuminate the implications for middle leaders. For example, UNICEF (2020), in a study done in col-
laboration with Caribbean Policy Research Institute (CAPRI), reported that COVID-19 had deleterious
impact on the social protection, health, education and child protection functioning of Jamaican families.
Additional research done by CAPRI in 2020, reported similar sentiments. It described the impact of CO-
VID-19 as expansive and described the educational sector as the forerunner in receiving the far-reaching
brunt of its impact. To validate, it cited that “The [Jamaican] government rushed to close all educational
institutions and implemented an Education in Emergencies Strategy, thereby inconveniencing close to
600,000 students, over 25,000 teachers and thousands of parents and other stakeholders” (para.2). Burke,
Ellis-Colley and Nelson, (2021), arguing in support of the UNICEF and CAPRI studies, assert that “The
rapid move to online learning posed a challenge of inclusivity for students with limited or no access to
online platforms, smart devices or television through which scheduled educational programmes were
delivered” (p. 6).

The challenges of moving online were not limited to students. Cooke (2021) pointed out that “Teachers
have [had] to redouble their efforts and adjust to new pedagogical concepts and techniques of planning
for curriculum execution which their teacher education training did not prepare them for” (para.3). What
the foregoing situations illustrate is that the circumstances of teaching and learning reflect a multi-tiered
impact of the pandemic on education, specifically at the primary and secondary levels.

The realities described above are amplified considering that Jamaican school stakeholders have
normally operated under a hierarchical leadership paradigm that is unsuited for the current set of crises-
invoked circumstances, as Cooke (2021) explained. This has direct bearing on the middle leaders’ roles
and responsibilities because of their placement in the leadership hierarchy, where they function as a
go between, amidst their supervisors and supervisees, supervising curriculum planning and execution,
assessment and evaluations, among others. Therefore, given the background of these challenges, not
only principals but those persons with responsibility to execute the directives of upper administration
of schools, middle level and lower-level leaders, would similarly be impacted as they manoeuvre their
daily obligations to schools, especially if they do not possess a strong level of autonomy in their roles.

Therefore, the need to examine principals’ power sharing practices invites reflections to determine
the suitability of the pre-COVID-19 leadership frames administrators normally utilize. Thompson
(2017) found evidence suggesting that many principals in Jamaica employ a top-down leadership style.
Top-down leadership occurs “when goals, projects, and tasks are determined among company’s senior
leaders — usually independently of their teams. These goals, projects, and tasks are then communicated
to the rest of the organization” (Lee, 2021, para. 4). Lee’s definition summons us to wrestle with the
idea that, within these limited boundaries, teacher agency is bound to suffer, if not already prioritized,
developed and nurtured.

Though some scholars have argued that the top-down leadership style is advantageous, on the con-
verse, Harris and Jones (2019), pulling on the works of Hargreaves and Ainscow (2015), Harris et al.
(2017), and Datnow and Park (2018), concluded that “the vast literature on educational change reinforces,
again and again, the centrality of teacher agency, collaboration and leadership as a core influence upon
improved learner outcomes” (para. 3). Evidently, Harris and Jones’ conclusion was not contextualized
in a crisis. However, if the literature repeatedly calls on the powers to give regular teachers more agency
during periods of normalcy, an even stronger case can be made for middle leaders in schools, because of
the multiplicity of their roles. Further, Gurr and Drysdale (2013) concede that senior officials are usu-
ally tasked with shaping the ethos of the schools, setting policies and establishing guidelines. Critically,
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they also note that middle leaders are the ones who work to make them realizable. The positions they
list among the constituents of middle leaders are similar to those existing in Jamaica: year head, head
of subject departments, programme coordinators, and instructional coordinators.

In the framework of a reality where classroom teachers and middle managers were forced to make
decisions on the fly and to respond to a wide pool of new and emerging problems where they are re-
quired to alter their own instructional practices while supervising their charges, without any clear path,
top-down leadership can be disenabling and compound an already complicated situation. The solution
could lie in investing more decision-making autonomy in mid-level school leadership to increase their
supervisory and leadership effectiveness.

PURPOSE AND SIGNIFICANCE OF THE STUDY

The purpose of this study was to explore how teachers in the middle leadership level within selected
primary and high schools have perceived their principals’ power sharing practices during the COVID-19
pandemic. Three main considerations guided the probe to understand this phenomenon: 1) if teacher
level school leaders felt the pandemic should dictate, or have dictated the need for principals to alter
their power sharing methods/strategies 2) if they felt the principals adjusted, how was it evidenced and
3) if the principals changed their power sharing strategies, the impact it had on the schools.

This chapter seeks to inquire into the experiences of Jamaican teachers with the power sharing prac-
tices of their school leaders during the COVID-19 pandemic. The philosophical assumption underlying
this paper is that power sharing in schools is necessary for teachers’ effectiveness (Thompson, 2017)
and as such, one related consideration of this exploration is whether the strategies employed by leaders
in the pandemic (in the schools represented by the teachers in the study), have been effective. A further
related consideration is, therefore, whether leaders’ approaches to power sharing during the pandemic
showed shifts when compared to their practices, pre-pandemic and the lesson which may be learned
about possibilities for empowerment of middle leaders.

Therefore, this work contributes to the emerging field of critical scholarly work dealing with power
sharing practices of principals, in response to the COVID-19 pandemic, as is understood and experienced
by their middle leaders. As the main source of authority, principals need to understand if their power
sharing practices have helped their schools and how, hence, widening the pool of available sources ad-
dressing this issue.

This research is also important because the COVID-19 pandemic has pushed educational institutions
to rethink and reframe the management of school operations, including instructional management. An
understanding of midlevel leaders’ perspectives of their principals’ power sharing practices and their
impact on their schools, serves as a springboard from which to reconfigure existing policy directives
or consider new ones. This could influence optimization of leadership and identifying and addressing
instructional imperatives, within schools. At the level of decision-making in schools, principals could
glean valuable insights about the impact of their dispositions on their institutions and how these may
inform shared vision and commitment for institutional growth and inclusivity.

Furthermore, one important aspect of power sharing in schools would be giving teachers more say
in decision-making on more aspects of the schools’ operations. According to Thompson and Samuels-
Lee (2020), empowerment of teachers remains a major issue for members of the teaching profession in
the Caribbean. Almost a century ago Allport (1934) suggested that human beings have a distinct need

86

printed on 2/8/2023 11:58 PMvia . Al use subject to https://ww.ebsco.conlterns-of-use



EBSCChost -

Power Sharing in Times of Crisis

for participating in the making of decisions that affect them. In contexts of uncertainty, such as those
created by a pandemic, the desire for participation in decision-making is intensified. Kumar and Kumar
(2017) suggest that power sharing involves giving a certain degree of autonomy and responsibility to
employees for making decision regarding organizational goals. The importance of power sharing is,
therefore, central to how schools will function efficiently and in a manner which respects the needs and
desires of a key set of stakeholders, particularly in a pandemic. The exploration of this issue is therefore
of great significance for improving the performance of schools.

LITERATURE REVIEW
Power Defined

Perspectives on power vary, but the most highly recognized authorities on the issue are French and Raven
(1959); Raven (1965), Galbraith (1983), and Handy (1993). French and Raven (1959) posit that there are
five bases of power, namely: reward power, reference power, legitimate power, expert power, and coer-
cion. They contend that with any one, or any combination of any number of these, a leader or manager
has the capacity or ability to direct or control the behaviour of others or the direction of decision-making
in an organization. Raven (1965) adds a sixth power resource called informational power.

Galbraith (1983), whose perspectives reflect the underlying elements of French and Raven, categorizes
power into three groupings which he calls condign, compensatory, and conditioned power. Condign power
is the power to punish for non-compliance, thus similar to the punishment element in French and Ravens’
notion of reward power. Compensatory power is the other side of the coin of condign and again also
similar to reward power. Conditioned power is the capacity to reorientate or influence others’ thoughts
and behaviour through education and persuasion, which beg the argument of Biggs (2005), Thompson
(2015) and Thompson and Wilmot (2022), in which power constitutes influence.

The concepts of power and leadership have been and will continue to be interconnected. While an
individual may exert power without being a leader, an individual cannot be a leader without having power
(Bal et al., 2008; p. 4). The literature which addresses power sharing practices in schools, generally and
during times of crises, is fairly well developed. Though this is the case, however, the search did not
yield any results dealing with the power sharing practices of school principals during crisis situations.
Nonetheless, “In the educational context, principals are among the key authorities that dispose power”
(Elmazi, 2018, p. 3). This strengthens the case made about the importance of understanding how, and
if, principals leverage power sharing in the leadership and management of schools, especially in times
of crises.

Defining Power Sharing

The issue of power sharing in organizations has been the subject extensive study over the last century.
Following departure from approaches to organizational management as espoused by the scientific
thinkers (1914 — 1920s), the human relations thinkers of the 1930s to the 1970s advanced the view that
employees should be given greater involvement in decisions which affect them. Among the proponents
of the human relations perspective were Allport (1934), Maslow (1943), Mayo (1949), McClelland
(1967), and Manley (1975).
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The fundamental elements of the human relations perspective are employee involvement in decision-
making, empowerment of employees through the creation of opportunities for consultation to make deci-
sions, and a willingness on the part of management to give a fair hearing to the perspectives of workers.
The elements have been expanded by Thompson (2017; 2018; 2019), and Thompson and Samuels-Lee
(2020). Thompson (2017) presents one model he describes as Paradigm RePaDO (Recognition of the
capacities of team members, (which leads to the willingness of the leader to facilitate their) Participation
in decision-making, while embracing the Diversity of the gifts and abilities they possess, which also
involves an appreciation of their Otherness. Thompson (2019) frames another model of power sharing
as Proposition MRM (Modeling, Respect, and Motivation), and in this model proposes that leaders
should model the behaviours they expect from followers, while showing respect (which involves creating
mechanisms for their voices to be heard) and motivating them by providing them with relevant informa-
tion of the vision, strategy, and operational activities of the organization.

The value of this approach to leadership pre-COVID, becomes even more urgent in a climate of
uncertainty and anxiety when the situations in which persons operate are fluid and the risk of making
decisions without having the benefit of vital information, is heightened. Consequently, spurring the
desire for playing a role in directing and controlling the processes in and decisions related to oneself.
Therefore, the extent to which middle managers in schools felt that during the pandemic they were given
the capacity to direct and control processes in their schools as may have been needed and recognized as
having the power, or the authority, to make decisions to address challenges they faced which affected
their students or persons who reported to them, remains important.

Power Sharing: The Construct

In a broad context, proponents of power sharing argue that it is a type of governance structure which
can facilitate the delivery of democracy, stability, and inclusion in societies that are deeply divided
(Agarin & McCollough, 2020). Agarin and McCollough (2020) also reason that an appropriate tactic
for achieving these societal attributes is to distribute political power to the leaderships of both majority
and minority groups; alongside this shared rule, each group should also have a degree of self-rule in
areas of its primary concern.

In the field of education, an apt description of power sharing is one which describes the construct as
all theories which emphasize the importance of sharing power and decision-making among selected or
all members within organizations (Bush, 2020). Bush (2020) also notes power sharing approaches vary
from “restricted collegiality, where the leader shares power with a limited number of senior colleagues
to ‘pure’ collegiality where all members have a voice” (p. 59). The issues explored in this paper resonate
with the former description, since the focus is on how middle leaders perceive the level of constancy or
flexibility of power sharing practices among their principals. Whether in the wider society or in schools,
“power sharing requires honest recognition and valuation of the assets that each party brings to the table.
Then, the entities consciously and intentionally co-create their vision. The mutually beneficial outcomes
of the co-created vision are [received as] our outcomes” (Hill, 2011, p. 4).

Though power sharing is desirable and widely touted among practitioners, its essence invites an
acknowledgement of its possible controversies and challenges. A case in point is how a leader achieves
giving all or a selected few a voice as Bush (2020) articulates it, or sharing power between minority and
majority groups, according to Agarin and McCollough (2020), all within the context of Hill’s (2011)
emphasis on honesty, consciousness, and intentionality in decision-making. One possible explanation
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for the challenges, especially in schools with their hierarchical structures, is that power sharing requires
leaders to engage drastic mental shifts. Wallace (2020) supports this view explaining that “changing the
organizational climate, reducing tensions among staff, easing feelings of uncertainty, developing trust,
and aligning the mission, vision, goals and objectives of an organization is daunting for any leader” (p.
4). Nonetheless, there are theories about how power is shared.

Power Sharing and Crisis Response in Non-Educational Contexts

The literature on power sharing practices during the COVID-19 pandemic is steadily emerging; and,
what exists covers both political power sharing among and between segments of nation states as well
as within organizations. An example of the former is the work of Hartzell (2020) who examines new
power sharing arrangements in Northern Ireland, South Sudan, and Israel. The scholar notes that the
new arrangements in Ireland and South Sudan, while occurring during the early days of the pandemic,
were not necessarily informed by the pandemic, having been signed in January and February of 2020.
By contrast, the arrangements in Israel, which were driven by the health emergency, were a direct
response to the pandemic. Under the power sharing arrangement in Israel, Benjamin Netanyahu and
Benny Gantz would alternate the office of prime minister and split a number of senior government
ministries between their parties for a period of three years. Hartzell notes that Gantz had previously
declared that he had no interest in being a part of any government in which Netanyahu was involved,
but later relented after opinion polls showed that Israelis, who were worried about the coronavirus,
wanted a unified government.

Bromfield and McConnell (2020) examine the coronavirus crisis management experience of Australia
(which has a population of 25 million) and New Zealand (population of 5 million). They note that the
Australian system of government is a centralized federal system, enshrined in a written constitution.
However, in response to the coronavirus crisis, there were substantial shifts in the concentration of
power which, among other things, allowed for state-level variations in the adoption of measures such as
schools staying open, internal border control, and lockdowns. By contrast, New Zealand, which also has
a centralized system of government, maintained this system and managed the crisis through the National
Crisis Management Centre (NCMC).

Power Sharing in Schools

The power sharing approaches highlighted in the foregoing non-educational contexts have been similarly
applied in educational contexts. For example, Beauchamp et al. (2021), who conducted a study on school
leadership and management in the four nations which comprise the United Kingdom, found, among other
things, that “effective leadership in times of crisis should focus on developing a sense of shared identity,
with leaders binding people together” (p. 378). This binding together enables shared understanding of
goals and thus of how to move forward together.

Sharp et al. (2020) also add to the narrative of power sharing in schools. They discuss the challenges
facing schools and principals in light of the COVID-19 pandemic, particularly the impact of learning
losses, and identify a variety of ways in which school leaders were sharing power. These power sharing
approaches included teachers being allowed to take the initiative to determine the forms of emotional
support to offer students, defining modes of engagement with families, as well as making curriculum
adjustments.
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The argument on power sharing in schools posed by Beauchamp et al. (2021) and Sharp et al (2020)
finds some similarities with the Centre for Creative Leadership (CCL). In a 2008 study on power shar-
ing in schools, the CCL found that power sharing elements consisted of the use of power to influence
instructional processes, to optimize human resources in responding to challenges in the environment, to
build faculty and support staff capacities, to motivate staff, and to create an overall positively impactful
teaching and learning environment.

Given these emerging paradigms of power sharing, triggered by the pandemic, it is thus timely that
an exploration be undertaken across various contexts to determine practice and patterns and to assess
their implications for improved efficacy of leaders, particularly middle leaders. It is in this background
that the research questions find their relevance. Research which explores how leaders understand power,
how they exert it, and how organizations and individuals can improve their leadership through use of
power unearth eight powerful findings, one of which resonates with this project: “Leaders suggest that
the power of relationships can be better leveraged by identifying desired relationships, investing in
those relationships, and repairing damaged relationships” (Center for Creative Leadership, 2008, p. 4).
An understanding of these dynamics could influence school leaders to more readily use power shar-
ing practices for school improvement, particularly during times of crisis. Thus, this chapter is a timely
contribution to a globally critical conversation.

Power Sharing: The Practice

Several models of school leadership exist and are well documented along with the pros and cons of
their practices, including those grounded in power sharing or shared leadership. “Shared leadership
is defined as moving away from the leader/follower binary; capitalizing on the importance of leaders
throughout the organization, not just those in positions of authority; and creating an infrastructure so
that organizations can benefit from the leadership of multiple people” (Kezar & Holcombe, 2017, p. 5).
Some shared leadership models include, but are not limited to, team leadership, distributed leadership,
and participative leadership, which have their core, sharing power and authority. Within shared leader-
ship models, there are several ways in which leaders practice power sharing. Great Schools Partnership
(2013) offers some of these ways:

In practice, shared leadership may be defined differently from school to school, and it may take a wide
variety of forms. One of the most common forms of shared leadership is a leadership team—i.e., a group
of administrators, teachers, staff members, and others who meet regularly to make important school
decisions and/or coordinate a school improvement initiative. (para. 2)

DiPaola and Hoy (2012) in their book, Principals Improving Instruction, complement the de-
scription of practice above by providing a frame which suggests that for distributed leadership — a
power sharing theory — to work, it requires principals to locate and execute the right mandate and
empowerment. Additionally, school leaders must communicate to staff the non-negotiable status of
changes and that this leadership arrangement requires relinquishing much of their individual pref-
erences. Distributed models and others like it are characterized by 5 pillars: 1) They are strongly
normative in orientation; 2) they are seen as particularly appropriate for organizations such as schools
with significant number of staff; 3) they assume a more common set of values held by members
of the organization; 4) the size of decision-making groups is an important element in collegial
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management; and 5) collegiate models assume that decisions are reached by consensus rather than
division of conflict (Bush, 2020). Distributed leadership gained prominence in school management
discussions as a means to achieve teacher involvement and enablement and to produce democratic
schools (Hatcher, 2005). “Conditions that promote and sustain shared leadership include team em-
powerment, supportive vertical or hierarchical leaders, autonomy, shared purpose or goal, external
coaching, accountability structures, interdependence, fairness of rewards, and shared cognition”
(Kezar & Holcombe, 2017, p. 5).

School Crisis Realities: Pre-COVID-19 Survival Strategies

Reflecting on actions of the past can be a resourceful activity to shape the future and this is true also
of leadership empowerment pursuits. Leading an academic institution in a crisis is stressful, given that
the role and the influence of the leader are magnified in times of change (Fernandez & Shaw, 2020).
The volatility, unpredictability, and highly contagious nature of COVID-19 situate it as one of the most
demanding pandemics educational institutions have had to manage because it presents new and evolv-
ing challenges and has affected every aspect of society. This reemphasizes the importance of exploring
ways that educational institutions can best manage this crisis to achieve optimum educational experi-
ences for students.

Additionally, since educational institutions are a pivotal pillar of community infrastructures, which
provide not only safe but supportive learning environments for students that support socio-emotional
development, provide access to critical services, and improve life outcomes (Center for Disease Control
and Prevention, 2022), crises are significant disrupters in need of mitigation or management. Power
sharing both as a construct and practice provides an avenue for greater collaborative efforts that could
mitigate the demand on the top leadership of schools.

Field (2020) shared how some higher educational institutions have managed and suggested managing
strategies during times of crises, which also find relevance at the pre-university levels. Donald Guckert,
Associate Vice President for facilities management of the University of lowa, named among the most
important management strategy arising out of the 2008 flood, which impacted the university over 10
days, planning for the worst and adjusting quickly to changes on the ground. Field also noted the former
president of Tulane, suggested that scenario planning, starting with the worst-case scenario an institution
can think of and planning for the immediate impact and long-term fallouts, are suitable considerations
for crisis management.

President of California State University at Chico, Gayle E. Hutchinson, reflected on the crisis of the
2018 Camp Fire which forced the university to close for 18 days, and said that it is impossible that col-
leges can sufficiently practice for emergencies. However, the wildfire experiences increased “tabletop
exercises” where members of staff met collaboratively to deepen their understandings of their roles during
emergencies and how to respond to specific [crisis] situations. In the same vein, Fernandez and Shaw
(2020) offer two pieces of advice: a) improve the quality of the decisions made in crisis resolution which
can be realized when academic leadership of schools allocate leadership responsibilities through a system
of teams throughout the organization, and b) increase the clarity and frequency of communication to all
stakeholders, utilizing several methods of communication. Edmondson (2020) adds to Fernandez and
Shaw (2020) focus on clarity and frequency when she advises that, as an imperative, speaking up early
and truthfully is a crucial strategy that thoughtful leaders will utilize in a fast-paced crisis to experience
the “better before worse effect” (para. 4).
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Values of Power Sharing in Schools

In this segment an examination of some benefits of shared leadership, in crisis situations, are examined.
Understanding the usefulness of power sharing provides an avenue for educational leaders to scrutinize
the possibilities of how to use it as a tool of empowering those they lead, especially to act in crisis.
Pulling on the insights from Kezar and Holcombe (2017), Fernandez and Shaw (2020) noted the ad-
ministrative, operational, and collegial benefits of shared leadership. They iterate that those educational
institutions which embrace this model, have experienced an enhanced level of agility, innovation, and
collaboration and now are advantaged with more superior peer-support in a crisis than is possible in
institutions clinging to an outmoded and inflexible hierarchical leadership structure. Wu and Cormican
(2021) cited Day, et al. (2004), in adding that the virtues of shared leadership are enhanced, in that shared
leadership develops the social capital of the team because it utilizes the assets of team members such as
their understandings and aptitudes, which resultantly nurtures their collective team performances. Ad-
ditionally, Wu and Cormican also utilized the seminal work of Katz and Kahn (1978) who suggest that
when group members offer leadership to others and to the mission or purpose of their group, it results
in greater investment of personal and organizational resources to the task, sharing of information, and
they experience deeper commitment. According to Wood (2005):

another distinction of shared leadership is the autonomy exhibited by team members (Kennerly, 1996).
Porter-O’Grady and Wilson (1995) noted that members engaged in sharing leadership used this enhanced
sense of autonomy to address issues that directly affected their specific role within the team. Team mem-
bers experiencing leadership characteristics may feel an implied permission to resolve problems they
encounter without the guidance of an immediate supervisor. Thus, rather than relying on a supervisor to
offer insight and lend support, team members sharing in leadership personally address issues that affect
their work. (p. 66).

Given the general multi-dimensional demands on school leadership, increased autonomy in problem
solving, sharing of resources and information, innovations, skills, aptitude, and competencies seems a
compelling asset to have at school leadership’s exposure. Moreover, “applying shared leadership principles
enables schools to draw on a larger pool of talent, wisdom, expertise, and experience beyond a single
principal or relatively small group of administrators” (Great Schools Partnership, 2013; para. 10). This
is especially applicable and beneficial to students during crisis situations, when the demands become
more than what a single leader can handle.

Challenges to Power Sharing in Schools

Our claim is that power sharing could lead to improved leadership results; so, it is important to under-
stand what challenges may arise as school leaders power share as a means of empowerment of those they
lead. There are several influences that could impede a principal’s attempt to implement any leadership
approach, especially during crisis situations. Three such instances of disadvantages are explored. To
start, “horizontal team structure had limited effects on shared leadership” according to Wood (2005, p
.2). Eighteen years after, the idea that conventional traditional power architecture of many organizations
is unsupportive of decision-making at lower levels, and can potentially cause team failure (Bush, 2020;
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Dampson et al., 2018; Kogler Hill, 2016) remains a deficit critique of shared leadership approaches.
Dampson et al. (2018) research explored distributed leadership as a tool for school development.

Along with the findings of inflexible school structures which corroborates Wood’s (2005) and Kogler
Hill’s, (2016) observations, their findings further revealed that the absence of shared duties amongst
teachers and the leaders’ fear of involving teachers were the dominant challenges of distributed leadership,
in the study. These perspectives align favourably with Bush’s (2020) notion that power sharing/a shared
leadership approach “underestimates the official authority of the head and presents bland assumptions
of consensus which often cannot be substantiated” (p. 80).

Another obstacle to consider is that teachers can become overstressed by shared decision-making and
their participation does not necessarily accrue to better teaching practice or to the benefit of the school,
as a whole, especially if teachers and organizational goals are not well aligned” (Mayrowetz, 2008, as
cited in Dampson et al., 2018).

A crisis situation would naturally exacerbate such occurrence. Moreover, power sharing among every
member of an organization does not always redound in enhanced drive among members to initiate or
increase their freedom for independent decision making. Contrarily, when large amounts of power are
invested in groups, their impact at influencing and constraining their members features more prominently
than that of individual leaders (Bass, 2008). Given the values of power sharing and the challenges that
it poses, a deeper understanding of how it is done and the results of it could produce interesting insight
on how to empower stakeholders, especially middle leaders, to effectively lead and manage during times
of crisis.

RESEARCH METHODOLOGY
Research Design

This study employed a qualitative design and the method of focus group discussion. According to Stewart
and Shamdasani (1990 as cited in Dilshad & Latif, 2013), focus group discussions provide richness and
details about perceptions, thoughts, feelings, and impressions of people in their own words. The research
approach was considered ideal as it created the opportunity for interviewees to share their knowledge and
experiences in a manner that would also help them think and develop professionally (Creswell, 2008).
This latter objective was important as the research was intended not merely to extract information but
to build leadership capacity.

Sampling and Summary of Interviewee Particulars

The participants were purposively selected. Hendrick, et al. (1993) affirm that this strategy is useful
because it provides an opportunity for qualitative researchers to study an appropriate subset of the units
of interest. The subset of interest to this study was teachers and lower-level administrators from primary
and secondary schools in Jamaica. The sample consisted of four males and five females, who possess
graduate degrees in disciplines including educational leadership, educational policy and planning, guidance
and counselling, among others, and served in roles such as heads of department and grade supervisors.
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Data Collection and Analysis Procedures

Data was collected via a focus group discussion which was conducted via Zoom. The session was taped
using Zoom and AudioNote voice recorder. The recording was then transcribed and analysed focusing
on the responses of participants to the questions raised in the discussion. The responses were then re-
duced into content units to produce richer, more specific descriptions of the broad categories of themes,
(Smith & Strickland, 2001).

Reliability and Validity

The strategies employed to ensure that the data was reliable and valid include assigning a pseudonym
to each participant before the interview and instructing its use as their display names for the interview.
This sense of anonymity facilitated participants speaking freely and comprehensively about their ex-
periences. The transcribed data was then sent to the participants for member-checking (Sagor, 2000).
Participants commented on the transcript and returned same and verified that sections attributed to them
were accurate. Validity is aided by distance. Thus, in order to reduce the intrusion of personal biases
(closeness) to the data, a panel of external reviewers was asked to review the transcript and share themes
they saw emerging. These themes identified by the panel were then compared with those identified by
the researchers. There was very close similarity between the themes identified by the panel and those
identified by the researchers.

FINDGINS: PARTICIPANTS’ PERSPECTIVES OF
POWER SHARING IN THEIR SCHOOLS

The primary goal of this study was to investigate school principals’ power sharing practices during the
COVID-19 pandemic. In order to understand whether principals’ power sharing practices remained static/
unchanged or shifted to suit the demands of the pandemic, it was crucial to understand the following: 1)
whether teachers felt the pandemic has necessitated or should necessitate the need for their principals em-
bracing different power sharing strategies in schools; 2) their assessment of whether their principals have
adjusted power sharing practices since the pandemic and how were they evident; and 3) if the power shar-
ing in the pandemic assisted the operations of their schools. This segment of the paper will present what
was found and verbatim support from participants’ responses, categorized according to research questions.

The first research question was: “What are your views of the issue of whether the COVID-19 pandemic
should or has created the need for different approaches to power sharing in schools?”” All participants felt
that the pandemic created the need for a different set of power sharing approaches, albeit for varying reasons.
The lack of, or limited digital competencies of principals and staff, the demand for increased responsibility
and commensurate accountability, and the fact that the pandemic ushered in much uncertainty were some
reasons the participants felt occasioned the need for the shift in power sharing approaches.

Adaptation

In response to the question, Carlton reflected that the pandemic gave principals no choice, but to adopt
new power sharing approaches, especially in light of their limited computer related skills. These defi-
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cits required adaptation, to some degree forced upon school leaders with limited digital skills. Carlton
shared that,

the pandemic forced power sharing because different technical skill sets were necessary and because of
that, persons who were not into decision making had to be brought into it and teams established in order
to accomplish tasks that one person would normally do. There was more of a dependence on others than
direct dictates from the principals.

Sharon also agreed.

Yes, the pandemic has actually called for greater power sharing responsibility. Other persons [academic
or admin staff] who had power but not authority had to now be given authority because the principals
might not be able complete a task, because he does not have the requisite technical skills.

John was emphatic in expressing that COVID-19 pandemic ushered in the need for a shift to power
sharing by principals from a position where no power sharing took place:

So, I realize that in terms of power sharing, the situations begged for it when that was not necessarily
how it has been always. Even ancillary workers were now involved in the entire process. Everybody was
more involved because of the COVID-19 situation.

Increased Responsibility and Accountability

Apart from the technical deficit, teachers felt that accountability increased as a result of the pandemic,
beyond academic staff. Here, Elroy shared his general perspective:

There is need for greater power sharing and that is due to how COVID-19 has effected a change in the
education system. At my school, we were working from home for quite a while so much more responsibil-
ity was on us which means much more accountability. We had to basically monitor ourselves to ensure
that we were functioning at the level that we were being asked to.

In support, Carlton recounts that: “The technical group that was not normally involved in the deci-
sion had to be brought in to determine what can be done and how it was to be done.” He also noted
that: “HODs [Heads of Departments] were given more power in the sense of decision-making. So, the
principal being the usual main decision maker [was shifted to] more the group now.”

For Jaime, not only did power sharing in the form of increased responsibility and accountability have
to be initiated, when it did, it had a domino effect on their reporting processes.

1 think the pandemic has created the need for power sharing. I have seen where my teachers have had
to provide critical data from home because they had to now do this monitoring from there. They had to
provide that data to me, who then had to provide it to the principal, who then had to provide it to the
Ministry of Education. It enabled everybody to have an input in terms of power and doing their bit just
to make the institution operate.
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Two participants noted that in their schools, power sharing was not only a new experience for academic
staff, but was extended to the administrative staff as well. Carlton shared his experiences:

One example at my school is that different levels of staff such as ancillary, academic, and administrative
were now sitting on the same committee and the decision- making had to now be more a collaborative
effort and not just instructions handed down.

John also supports how power had shifted: “Even ancillary workers were now involved in the entire
process. There was a dynamic twist in power relations because nobody knew what the answers were”
which ushered in periods of uncertainties.

Research question number two asked, “In your assessment, has your principal adopted a different
approach to power sharing since the COVID-19 pandemic and if so, what are the manifestations
of that different approach?”’ In relation to this question, the participants unanimously stated that their
principals adopted a different approach to power sharing, manifested mainly through delegation of re-
sponsibilities across the various levels of stakeholders.

Role Delegation

Mid-level managers felt that the power sharing approaches that their principals adopted were manifested
in delegation of responsibility among the whole school.

Sandra explained that at her school, “adjustments were made, and more delegation was taking place
among middle management as well as classroom teachers,” and that “everybody had a role to play
throughout the school year because otherwise, it would have been very overwhelming for any one person
to actually get the task done.” She concluded: “It was a more cohesive administrative, professional and
social atmosphere.”-

Citing examples from their school context, Sharon and Maxine agreed that, like Sandra’s school,
delegation was the medium through which the principal’s adoption of power sharing was observed.
Sharon recounted:

I have seen more power sharing by my principal because he had to delegate our duties to grade supervi-
sors. Some of the tasks that the Vice Principals (VPs) would have taken on, he has delegated to us [Head
of Departments (HODs)]. For example, critical communication that was normally done by the VPs was
now delegated to HODs and also grade supervisors.

Maxine also shared her observations, which introduced an additional layer of delegation apart from
the level of mid-level administration. “For my school, I see where principals and other administrators are
placing more value on the junior teachers especially in light of the onset of the many teaching-learning
platforms.” She elaborated:

Most older teachers in senior positions were not tech savvy and did not understand how to set up the
Google classroom. It was a big transition for them. Our principal now had to rely on junior teachers
to conduct workshops, to meet with them, download and set up their devices orientate them on how to
use the device to teach.
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Though at this point participants were responding to whether their principals effected a shift in their
power sharing approaches and how this was evident, it is interesting to note that Maxine not only rec-
ognized the shift but also lauded its impact:

That [the fact that they were given charge of training senior staff] for us, made us feel a little bit more
valued, useful and appreciated because this was something that we had a good command of, and our
help was needed in various areas. So, the pandemic forced the principal to include us.

Like the other participants, Elroy also corroborated his colleagues’ assertions, agreeing that his
strongest sense of his principal’s power sharing approaches was evident in the delegation of roles and
responsibilities at the levels of grade supervisors and HODs. To validate his claims, he explained that,
“the number of grade supervisors increased because they now have assistant grade supervisors.” He
continued by rationalizing the other level at which principal’s delegation was evident:

Normally, the HOD would oversee all the activities, but since the pandemic, the departments are further
broken down. So, there is a head for chemistry, one for biology, physics, etc. These colleagues now have
more supervisory and administrative responsibilities. For example, the HOD would collect the assess-
ment grades for CSEC; however, that was now delegated to the person in charge of each subject, [along
with] the collection of teachers’ action plans and setting evaluation dates.

Question three asked participants to respond to the following. “How do you assess your principal’s
power sharing practice during the pandemic?”’ Every participant who responded to this question af-
firmed that the principal’s power sharing approaches had positive impact on the operations of the school,
with only one, while noting the positive, acknowledged a gap.

Power Sharing

Increased involvement, in the areas of decision-making, task execution was among the upticks of princi-
pals adopting new power sharing strategies. Maxine felt the impact was significant and without such a
response, some tasks would be left undone. Therefore, her response to question three was a resounding
“yes.” She elaborated:

There are some things that were required by the Ministry that the principal or senior teacher could not
do on their own. As a matter of fact, for this term, we had a meeting where each teacher was involved
in the planning of the School Improvement Plan (SIP). Before now, it would have been done through a
meeting of the senior teachers and passed down to us.

She also emphasized that with the principal’s power sharing approaches, “individual contributions
were invited and included.” This, she claimed, had “a significant impact not only on our delivery of
the curriculum, but also on relationships between the middle management and junior staff. There is a
significant improvement in our relationships.”

Making his contribution to the effectiveness of the power sharing by principals, Jaime, registered
that it was “positive” and evident in several areas. To qualify, he further advanced:

97

printed on 2/8/2023 11:58 PMvia . Al use subject to https://ww.ebsco.conlterns-of-use



EBSCChost -

Power Sharing in Times of Crisis

For us, the staff members became more synchronized, from the gate man right up the middle and top
management.” Monitoring of students was stepped up. It was no longer only the duty of the dean of
discipline or the grade supervisors. Everybody was now involved.-

Jaime’s observation about administrative efficiency, found support in Carlton’s, contribution: “I, too,
think that the middle management has stepped up and acting more like the middle management should.”
However, he also noted that “there were still feelings of disenfranchisement because not all [teachers]
were a part of the process as they could have been. So, while there have been improvements there were
still a set of staff members who are still demotivated.”

Inclusivity

Power sharing approaches that principals took on account of COVID-19 were not only impactful as it
relates to getting the task done, but also in promoting inclusivity as Sharon explained: “I think power
sharing has helped the overall staff to become involved and unite to complete tasks that would have
otherwise been done by senior staff.” Sandra agreed with her noting that at her school those strategies
“also allowed for inclusivity because everyone had a role to play and it really worked this time around.”
“For principals who were more inclined to dominate decision-making processes, they realized that
COVID-19 demanded greater collaboration; and so, I saw where that was evident on account of the
approach that the principal of my school took” Janice noted in agreement with Sandra and Sharon. “I
think the power sharing initiative was very effective especially for the junior teachers because, certain
decisions were no longer sitting in the lap of the senior teachers” affirmed, Carlton.

Unexplored Abilities of Staff

Latent talents were spotlighted resulting from principals’ power sharing strategies. In support, Sharon
recounted: “Power sharing has also helped in pooling creative ideas by colleagues during this time,
which would have otherwise not been evident. So indeed, they feel a sense of belonging and usefulness
in contributing to some aspects of the school’s running.” John concluded: “I think power sharing gave the
junior teachers a chance to show up their potential.” Sandra agreed with her colleagues: “I saw where in
the institution on a whole, as mentioned earlier, communication is now on point and I saw where there
are improved levels of empowerment among some staff members.” She substantiated:

You would have had persons who are older members of staff and they were not able to participate in
things other than classroom teaching. But when they were forced to be in virtual classrooms where they
developed the skill of using technology, among other skills, to address the tasks management assigned,
they felt more competent and comfortable completing tasks, so it was value added for them.

As it relates to interaction, “relationships between the middle management and junior staff, saw
significant improvement. With that came capacity building, and networking and the need for improved
monitoring. This reflected positively on schools’ operations,” Janice asserted.

In sum, participants were unanimous in their view that the pandemic created the need for a shift in
their principals’ power sharing and that their principals responded affirmatively for various reasons. This
shift resulted in greater inclusivity of different stakeholders in the operations of the school, exposure of
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latent talents and abilities of all categories of staff, the development of some technological and online
teaching skills, and improved synergy among teams and leadership. There was one instance where a
participant felt that though some power sharing took place, some members felt excluded. That the school
was deeply fractured before, might account for this.

ANALYSIS OF FINDINGS AND DISCUSSION

In analysing the findings, five major themes or factors were identified which have characterized the re-
sponse of schools to the crisis of the COVID-19 pandemic. These elements represent a clear shift in the
leadership approach of principals. These elements / themes are: adaptation, increased responsibility and
accountability, role delegation, power sharing, unearthed latent talents and abilities, and to a lesser extent
inclusivity and improved relationships. These emerging leadership themes are remarkedly in sync with
the themes of the literature on how organizations and countries have responded to the pandemic. This
analysis shows the elements of adaptation, increased responsibility and accountability, role delegation,
power sharing, inclusivity in decision making and unexplored abilities of teachers, pellucidly.

The element of power sharing, the fourth theme identified in the analysis, was perhaps the most
pervasive across the literature. Hartzell (2020) found that Israel implemented structured power sharing
mechanisms as a direct response to the pandemic. On the issues of increased responsibility and account-
ability and role delegation, application identified by Sharp et al. (2020) were similar to what has been
uncovered by this study. Respondents reported practices in power sharing and inclusivity, manifested
in, for example, ancillary staff members being part of the decision-making process.

The central element of the findings is about power sharing. A disposition on the part of leaders to
engage in power sharing informs all of the other behaviours. Thus, these findings therefore suggest that
power sharing is useful for improved efficiency during times of crises, since it feeds on the idea that the
leader does not have all the requisite competencies and skills to unilaterally lead and manage a school.

The importance of power sharing is further underscored by Hill (2011), who argues that the idea of
power sharing requires that school leaders recognize and value the asset that each member brings to the
table. Fernandez and Shaw (2020) found that there are administrative, operational, and collegial benefits
to power sharing practices, which this study confirms. Though participants felt responsibilities and pres-
sure increased, they also felt power sharing as a leadership strategy allowed for more ease of navigating
the challenges of the pandemic. In a sense, the strategy served as a type of professional learning for
both staff and principals. The increased pool of competencies, skills, knowledge, and participation can
redound in very direct and impactful outcomes for student learning.

That the school principals became more inclusive in their decision-making and enactment of conse-
quent decisions is essential, particularly in light of Thompson’s (2017) claim that school governance in
Jamaica is mostly top-down. Evidently, incorporating the input of their stakeholders, teachers, admin-
istrative, and ancillary staffs allowed them to feel more valued because the schools were functioning
less hierarchically. This is in sync with the position of Kezar and Holcombe (2017) who place value on
the fact that leadership can be utilized at multiple levels throughout organizations. When this happens,
improved teaching learning outcomes are heightened. This finding adds another layer of reinforcement
to the importance of teachers becoming more agentic through collaboration and leadership, as Harris
and Jones (2019) proports.
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The high value participants place on collegiality intimates that power sharing ushered in a sense of
control over their abilities to accomplish their daily tasks, when compared to pre-COVID times. Though
roles, responsibility, and accountability increased significantly, and though Cooke (2021) noted teachers
were required to redouble their scholastic efforts for online delivery for which they were not trained,
the new division of labour seemed to make this reality less stressful, and might be a signal to other
principals, not involved, to reflect on how they practise. What can ultimately result from this improved
educational productivity on account of role definition, is more people working on tasks at a rate of
greater investment of time.

Power sharing practices of principals also catalysed emergence of skills development, evident through
their expanded online competencies. This means schools have become more skills ready, technology
wise, which is advanced preparation should a similar crisis occur or if the current one is prolonged.
More immediate were the positive gains on curriculum delivery, especially relating to junior teachers. Of
note also is the improved relationship among different categories of staff which will advance network-
ing efforts of the schools to improve monitoring. Again, this insight aligns well with the postulation of
Fernandez and Shaw (2020) requiring leaders to distil leadership responsibilities to networks of teams
in organization to improve decision-making during crisis situations.

A minority of participants mentioned their colleagues or themselves as being demotivated with lead-
ership. This suggests that this style of leadership did not appeal to them and invites any leader willing to
contemplate this leadership style to reckon with giving all, or a selected few, power, as Bush (2020) rumi-
nates. Another element this study brings to the fore and which Wallace (2020) identified a year earlier, is
the difficulty in altering school culture, tension reduction among staff, and softening feelings of uncertainty.

The foregoing analysis of the findings has led the authors to an interpretation of power sharing in
times of crisis described as MPOWERED.

DEFINITION, ORIGINS AND RATIONALE OF THE MPOWERED FRAME

This term was coined to describe a suggested framework of activities, for use by school principals,
which demonstrates how they can prepare themselves to more efficiently develop their mid-tier leaders
for crisis response effectiveness. It requires school principals to first work on their personal and profes-
sional development before considering how they will assist already existing middle leaders, or prepare
others to assume the role.

The concept of the MPOWERED frame emanated from what was extrapolated from findings in this
study - themes and sub-themes, what the literature offers, and our professional experiences working with
educational leaders and administrators locally and regionally.

To decide what the frame elements of MPOWERED mean, attention was given to the following:

1. the findings of the study, to generate what each letter in the name of the frame would be
2. our collective knowledge of, and experiences with educational leadership and management

What resulted from the foregoing process is a set of guiding principles that principals can use for
themselves and their middle leaders as professional learning aimed at empowerment for crisis situations.
Hence, each letter in the acronym is linked to an aspect of the findings that influences its definition as
demonstrated in Table 1.
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Table 1. Elements of the MPOWERED Frame, with Research Findings from the Study

Frame Elements Relevant Findings
M Manage and Monitor Power sharing with middle leaders increased.
P Purpose There was increased responsibility and accountability
(6] Openness Adaptability
w Wisdom Inclusivity
E Empathy Demotivation - of some leaders
R Reflection Adaptation
E Experience Unearthing of unexplored skills and abilities of members
D Decision-making Role delegation

Across the themes, it was deduced that middle leaders experienced several administrative, psycho-
logical, academic and social benefits from principals sharing power with them. Hence, they had more
agency during the crisis, than under the normal circumstances. Though the findings are analogous to
other scholars, this model makes a case for their importance to our local parameters because power
sharing in Jamaican schools is not a dominant leadership style. Another point in seeking to cement the
importance of this framework is the fact that almost all middle leaders held the view that their principals
were forced to adopt power sharing because they faced extreme pressure caused by the teaching and
learning circumstances of Covid-19. This raises several points for consideration:

1. Some may argue that the principals are being smart and are responsive to the time and that is a posi-
tive, but it is also to be noted that such agreement would imply accepting that this would account
for a certain level of sameness in leadership style, in principle, though practical manifestations
demonstrate the contrary.

2. Resulting from point 1, would be the inference that principals were being more collaborative or
strategic in their delegation rather than engaging power sharing leadership styles/strategies.

3. Ifprincipals were forced to adopt power sharing leadership strategies, attributable to the Covid-19
pandemic, how will they respond when the stimulus of the pandemic is removed?

These variations in possibilities indicate that despite what was found, there is still some way to go as
it relates to power sharing practices in Jamaica. Within the boundaries of this study, principals could:

1. Decide to revert to pre-pandemic styles
2. Maintain the shift in power sharing they made since the COVID-19 pandemic
3. Decide to make the shift to power sharing from other hierarchical styles.

Therefore, for any of these considerations, above, principals would need to be strategic in their use
of human resources. Table 2, below, explains the tenets of MPOWERED as a frame for developing mid-
tier leaders’ agency for leadership through crisis. It is intended for principals to utilize at any stage of
the continuum of power sharing as a stimulus to accommodate maintaining or actively shifting to this
leadership style.
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Table 2. MPOWERED Frame: A Principal’s Tool for Developing Mid-Tier Leaders’ Agency for Leader-

ship Through Crisis

MPOWERED Frame: A Principal’s Tool for Developing Mid-Tier Leaders’ Agency for Leadership Through Crisis

What Principals Could Consider for Building themselves to build
their school leaders

What Principals Could Consider doing for their mid-tier
Executives to build their crisis response effectiveness

Manage and Monitor

What skills and competencies do they recognise as their strengths or that
they may need to develop to monitor and manage the teaching, learning
and administrative processes of schools with the view to determine how
they could give mid-tier executives more predictive agency in crisis
situations.

Manage and monitor the training and development of the
appropriate skills and competencies that mid-tier executives may
need to ensure appropriate responses to the elevated scope for
learning in crisis situations.

Purpos

€

How to purposefully seek out professional communities or principals’
leagues with colleagues who have had some measures of success in power
sharing during crisis situations, to get mentoring to develop these skills and
competencies identified as lacking.

Purposefully select the potential or actual mid-level leaders in
whom they would want the human resource capital, such as the
ability to process complex information, navigating ambiguities and
conflict of situations, to be cultivated towards being more agentic in
crisis response.

Openne;

SS

How to develop the willingness and curiosity about how to be more
adaptable to divest power without losing authority, to plan pre-emptively
for the inevitable and to be agile in dealing with shifting and evolving
complexities.

Create a safe social and psychological space, which demonstrates
principals’ openness to trusting that mid-tier executives can handle
the power invested in them, and in their abilities to identify the
appropriate professional learning activities they feel are relevant to
nurture their growth and development to efficiently handle the crisis
mandate.

Wisdom

Using wisdom in negotiating or creating a power sharing school culture
that is accommodating to productive teaching learning conditions, that
will eliminate feelings of disempowerment among staff members and
that will encourage buy-in in the new paradigm, to assure more willing
responsiveness during crisis period.

Be wise in selecting the appropriate staff to assign to the role that is
most suited to their skills, or to those with the disposition to quickly
learn. Engage trust building exercises to facilitate power sharing
school culture.

Empathy and Enc

ouragement

Their empathy lever’s capacity to demonstrate genuine awareness and
sensitivity in dealing with stakeholders’ roles in the crisis response and
their own reaction to the impact of the crisis on them. How empathy will
guide investment of trust, more keen listening to treat with personal and or
professional apprehensions.

Encourage mid-tier executives to believe that they have or can
develop the responsiveness needed to succeed during times of crisis.
Facilitate their abilities to persevere, problem-solve, build social
connections, develop decision-making capabilities, communicate
clearly and use obstacles as learning rungs.

Reflection

Reflect on self-building activities arriving from navigating the demands
of the Covid-19 Pandemic and draw lessons from them as is useful to

the context of the school’s unique crisis response situation. The proceeds
should be useful as they utilize pre-crisis leadership activities during crisis
activities to prepare for future crisis situations.

Invite them to engage in collaborative reflection sessions and share
the experiences gained as they navigated the crisis. Establish a
context of sharing that will help identify real lessons and to scaffold
old and new and emerging to address present crisis circumstances.

Experience

Harness the experiences of all mid-level leaders, to scaffold crisis
response, even while acknowledging that all mid-level leaders are not at the
same point of professional development and reconcile how this knowledge
will influence the choices they make, relative to their experiences.

Mitigate the impact of the range of personal and professional
experiences, such as uncertainty, hopelessness, fear and ineptitude,
they are likely to encounter as they deal with crisis by providing
pre-crisis training.

Decision-making

Decide which set of activities may require collaboration with relevant
stakeholders and which they can decide independently, and whether each
player has the requisite decision-making skills to support power sharing.

Be intentional in assisting to build or bolster their decision-making
skills by providing opportunities for them to practice how to
respond clearly, timely and decisively, even while simultaneously
seeking buy-in from those they will lead through crisis.
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The MPOWERED frame indicates that with increased power sharing, the need for more management
and monitoring oversight for the distributed responsibilities and the capacity to respond to them will in-
crease. As anatural consequence, where there is increased distribution of roles, the levels of accountability
and responsibility will also be elevated. This will require both principals and their middle leaders to be
purposeful in ensuring an impactful mechanism of human and physical resources are available to support
the increased demand in the event of a crisis. A significant influence in advancing such an agenda is the
ability to adapt. Having such a disposition will allow leaders to be open to pivoting, scenario planning,
prioritizing communicating tough decisions to stakeholders and performing other required task suited
for a crisis situation. In such a situation, a leader needs to apply wisdom in selecting the appropriate set
of workers to execute these tasks, even while extending empathy and encouragement to those driving
the process, while dealing with their personal demands, and for those who might have to remain on the
margins by virtue of not yet being up to the task, though willing.

Reflection becomes a constant space of existence for school leaders and those under their tutelage while
preparing for a crisis or while responding to it. The constant shuffle between how past lessons can inform
the present or aid in anticipating how future crisis could unfold can yield much insight which can serve as
an invaluable repository. The ability of the current experiences of the school leaders to point them to more
sources of personal and professional development so that they can determine the set of skills and abilities
that best exhibit the type of experience their staff needs is a critical factor to consider. In addition, it is quite
clear how important decision-making skills are in crisis management’s success or failure.

This frame is useful not only for the Jamaican context, where a pre-dominant top-down school lead-
ership style exists, but is one which school principals anywhere can apply because outside of the nature
of the frame, which is for use for crisis preparation, it is not restricted.

CONCLUSION

Power sharing practices within educational institutions are not new. What is new, however, is the onset
of the COVID-19 pandemic and the upheaval it has precipitated to the established modus operandi of
all matters concerning teaching and learning engagements, in Jamaica and other parts of the world. Re-
sultantly, this ruptured several spaces for the search for contextually relevant solutions to the different
multi-layered challenges facing the education sector. Being cognisant that leadership drives schools, this
paper is anchored in one such quest — to explore principals’ power sharing practices from the view point
of their middle leaders and how they may present opportunities for improvement in their leadership ap-
proaches. Though participants opined that their leaders were forced by the COVID crisis to adopt power
sharing strategies, the findings, corroborated by the literature, underscore that power sharing has some