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Abstract: - This publication seeks to examine and present the attitudes of the teachers and the directors of the secondary education of Greece towards the educational reality of the school establishments  in  which they work and to locate the strong  and  weak points of the Greek educational  system. The sample consists of 244 teachers, and 50 directors of 15 different areas  of Greece. The questionnaire aims at exploring the attitude of the teachers by inviting them to answer an ascending numerical scale from 1 to 5 out of seven fields: establishment, communication, teaching profile, working method, formation, leadership and relations. According to the answers obtained we note that the teachers are far from being satisfied or very satisfied as the majority of the questions measuring satisfaction present a mean lower than 3. With regard to the directors, they were invited to answer eleven questions identical to those posed to the teachers. What we noted was a significant shift in the  perceptions of the two protagonists of education. Finally, we conclude that to improve the quality and the effectiveness of the school, it would be necessary to proceed to its "reengineering", by recognizing the importance and the need to work on the following principal points: the professionalism, evolution and the redefinition of the teachers’ status, the creation of effective communication networks, the development of a shared school vision, the need for a new leadership and finally the need for the school’s opening towards the pupils’ families and the surrounding community.  
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1 Introduction

The international movement of   school reforms since especially 1990 highlights the change, even the reorganization of the school. The terms "effectiveness" and "quality" were met until that moment especially in the environment of businesses and industry. However, they have come to assert their place in the educational environment too. Lezotte [1] raises the question which will mark the following years: " –What are we ready to accept as the scientific and rigorous index of the effectiveness of a school?".  

The answers and the solutions suggested with the preceding question are many and disparate:  Management of total quality (Total Quality Management) [2-5], Evaluation [6-9],  leadership  [10-11], School Based Management [12-13],  Organisational  learning [14-19],  Knowledge Management [20-21], are some of the solutions suggested to ensure school’s effectiveness and quality.

 In our opinion, all of these solutions in spite of their conceptual or practical differences converge to a point: the need for school reengineering. In the following pages, we will refer firstly to the conceptual framework of school reengineering that was used as a basis for our instrument of research. Secondly, we will continue with the description of the instruments and the processes used for our investigation.  Then, we will present  the results obtained in a synthetic and comparative way, to finish with the conclusions and our proposals for the improvement of the quality of the school in Greece.  

2
Literature review

To be interested in the effectiveness of education means be interested above all to its processes "We share the concern to connect the question of the internal and the external effectiveness of education", [22]. Traditional knowledge on the internal functions and processes of the school still remains very simplistic and superficial [12-13]. The failure of school reform during the last years is not surprising and it is due to the ignorance of the multiplicity of school’s functions and the lack of comprehension of school’s intern processes [12]. Ignorance of multiple and complex school functions   in educational reform cannot bring out effective strategies to support school development [13].

For Weller [23] reengineering means starting over. It is about rejecting conventional wisdom and assumptions of the past and searching for new models for organizing work. For Champy [24] teamwork, rewards, employees and leaders who are customer centered, continuous training are fundamental factors of successful organizations. Chaplin [25] note also that the failure of reengineering is due to the lack of alignment between the values and the beliefs of management and those held by the employees. Argyris [26] stresses that the first stage towards a lasting change is the identification of the "powerful agents" which exist within the employees and who in our opinion remain unexploited. Sergiovanni [27] stresses that "the structure must follow the function. If the structure does not follow the function, the function will be alienated to be compatible with the structure".

With our research, we seek to explore the degree of alignment between the beliefs and the values of the teachers and those of the administration; we also seek to locate the "powerful agents" and the "weak agents" of the system and finally we seek to examine if the structure of the school can be compatible with the new functions which the latter is invited to assume as well as with the perceptions of the people working in it. 

In the questionnaire sent there are also questions aiming to measure the satisfaction degree of the teachers about various subjects. Wilson and Rosenfield [28] insisted on the fact that the positive or negative attitudes towards work have powerful effects on several forms of organizational behavior. Several researches also proved the importance of the employees’ satisfaction of their work for the effectiveness and the productivity of an organization, the relations between the employees, the absenteeism[29],[30]. 

 Our investigation claims rather to constitute a diagnostic tool on the Greek school environment, an "exploratory movement on the environment" which allows the people implied to discover more things "on what the architects of reforms saw but cannot completely acknowledge, and secondly on the unperceived environmental features in the past and which must be now taken into account" [31].  

3
Questionnaire, sample, procedures

This research has two aspects. The first relates to the interviews (either direct or by telephone) of 50 directors and headmasters of 15 different areas of Greece. They were invited to answer eleven questions identical to those posed to the teachers. The second aspect of this concerns the teachers of the secondary education of Greece. Perceptions of the teachers on various subjects concerning the internal processes of the school as well as on the directives of the police headquarters were examined through a questionnaire that was created and tested especially for this study. We were inspired for this questionnaire by various studies which took place during the last years in Europe and in the United States on effective schools:[1], [32-38], [17],[23].  

The questionnaire is structured around seven axes: school establishment, relations, communications, continuous training, leadership, teachers’ profile and working methods. The establishment was examined through five questions and communication through four items. The leadership includes questions about the profile and the priorities of the directors who were examined through 8 items. With regard to the axis of the relations, the teachers were invited to answer three questions carrying about the satisfaction degree of their relation with the other members of the educational community. Lastly, the domain of continuous training was examined through four items and the working methods through five items. Finally, the teachers were invited to answer six questions in reference to teachers’ attitudes and their degree of satisfaction.

The questionnaire includes the whole 36 questions. The participants expressed themselves on a numerical scale from 1 to 5 (1:I do not agree at all, 5: I absolutely agree). It should be stressed that we  specified only the significance of the extreme points of the scale to the participants.

The sample of this research was selected in a random way among the teachers of secondary education of 15 different areas of Greece. In all, 360 questionnaires were dispatched of which 244 were turned over. The rate of response (68%) high enough for this group enables us to generalize the results with more confidence. The sample includes 139 women (56,9%) and 105 men (43,03%). The average age is 37 years and it ranges from 27 to 58 years. The average of the respondents work experience is 11.5 years (from 1 to 30 years).

By using the coefficient of fidelity of Cronbach (α) we found that it is high enough for all the questions. Thus α = 0.99 for the items bearing on communication, working methods, continuous training, leadership, α = 0.9 for the items bearing on the relations, α = 0.8 for the items referring to the establishment and teachers’ profile. In order to check the consistency of the answers given to time (Reliability Test-Retest) after a two-month period we gave the same questionnaire to 50 people who had already answered it.  The second time, the questionnaire included the same questions but their presentation and their order were different. By comparing the answers to those obtained the first time we noted only small divergences.

4 Results

4.1 Presentation of the answers of the teachers: When the "problem" hides other problems

Different statistical processes both inferential and descriptive were used to analyse the data of the questionnaires filled out by the teachers. More specifically, the mean and the standard deviation were calculated and analyzed for all the questions. Thus, Table I presents the 15 elements where the strongest improvement is needed according to teachers. 

	Questions
	Mean
	Standard deviation



	a) Teachers’ profile 
	
	

	12) Which is your satisfaction degree with regard to your professional evolution during your service within the national education? 
	2.6 
	1.08 

	16) Do you believe that the conditions of your work will be changed in the next ten years? 
	2.2 
	1.8 

	b) Continuous training 
	
	

	22)  Does the training and the continuous development of the teaching personnel constitute a priority of the educational policy? 
	2.7 
	1.28 

	24) Does the school establishment help and facilitate the teachers who want to supplement their formation? 
	2.95 
	1.26 

	25) Occasions exist for continuous training? 
	2.54 
	1.23 

	26) Are there motives that would encourage you to take part in training programs outside schedules of work? 
	2.29 
	1.3 

	c) Communication 
	
	

	8) Considering educational reality as a pyramid  would you say that  communication has direction of the base towards the top of the pyramid? 
	2.7 
	1.7 

	9) Which is your satisfaction degree with regard to the communication between all the implied parts such as it is carried out today? 
	2.4 
	1.6 

	d) Local Community  – Relations 
	
	

	3) Are the particular character and the ethos of the school establishment precise and understood by the local community? 
	2.62 
	1.14 

	13) To which degree, do you believe that the local community recognizes your work? 
	2.8 
	1.17 

	35) Is there a close connection between the local community and the school establishment? 
	2.5 
	1.08 

	37) Are you satisfied with the relations between teachers  – parents? 
	2.5 
	1.12 

	E) Working methods 
	
	

	17) Are-you satisfied with the working methods? 
	2.96 
	1.1 

	18) Are teamwork and the co-operation promoted? 
	2.8 
	1.13 

	19) Are-there opportunities for professional discussion and fertile confrontation? 
	2.9 
	1.17 


Table 1: 15 elements where the strongest improvement is needed according to teachers 


If we wanted to present the principal points of dissatisfaction within the teachers we will note that one of the principal problems for them is the absence of prospects for change in the working conditions in the future. Particularly, they are shown pessimistic especially if we take into account that 36% believe that working conditions will change for the worse, 27% for the better, while a high rate of 36,8% did not answer. This pessimism could, in our opinion be related to the problems as well as structural and institutional. Initially, we mention the lack of occasions of continuous training and especially of motives that would encourage them to take part in similar programs, as well as their very obvious dissatisfaction with regard to their professional evolution during their service in the national education system. Secondly, their dissatisfaction with the communication as it is carried out in the educational environment is to be underlined. Moreover, they show dissatisfaction both in their relationship with the parents and in their relationship with the local community as a whole, whereas a percentage of 54% believe that the local community does not understand the particular character and the ethos of the school establishment and a percentage of 45,09% believe that the local community does not recognize their work. 

At this
At this point, we must specify that apart from the means we also choose to quote the standard deviations as a weak dispersion of the data is also significant as it indicates that almost all the people share the same opinion. The same applies to the eight questions concerning the leadership of the school since their means   vary from 3.2 to 3.7, whereas the standard deviations from 0.99 to 1.2 are among the weakest of the questionnaire. We also think it is interesting to refer that the questions presenting the weakest standard deviation are those which refer to the establishment.

However, with the twentieth question, dealing with the degree of teachers’ participation in procedures as students ‘performance, punishments, school finances and evaluation of the work provided, the answers are more distinct and much more oriented as they reveal a significant aspect of the way of work in Greek schools. The council of the teachers takes an active part in the processes dealing with the pupils whereas they take very little part in the processes that deal with the establishment itself. What is most significant and more surprising in our opinion is the absence of their participation in the evaluation of the work carried out within the establishment, question that presents a mean of 2.7 and a standard deviation of 0.74, which is the weakest of the questionnaire.

4.2 Elements closely dependent on the teachers’ satisfaction degree  

If we want to examine the answers given in an opposite way, meaning not to locate the problematic points but to detect the points which present a high correlation with the teachers’ satisfaction degree, we would almost arrive at the same results.  To do it, we will have recourse to the coefficient of linear correlation (R) of Pearson.  More precisely, we note that the definition of school’s needs, the degree of connection between the teaching personnel, the recognition of their work by the local community and the working methods with the director arrive in first position presenting an almost perfect linear correlation (r=0.9-0.99) with the satisfaction degree deriving from their work. In second position, (r = 0.8) is the idea that they have of the teaching program, the occasions of continuous training as well as their relations with the pupils and the principal. Lastly, in third position (r=0.7) we meet the satisfaction obtained from the relations with the parents, the degree of professional evolution during their career and the prospects for change in working conditions. 

It is also interesting to stress that there is also an almost perfect positive correlation between teachers’ satisfaction degree of their communication with the director and the degree of proximity with him (r=0.97). Finally, it would be interesting perhaps to note that the teachers are predisposed to answer negatively as with the six questions measuring the satisfaction degree of the teachers 168 people chose   to answer 1 against 62 who chose 5.  

4.3
Presentation and comparison of the answers of the principals of the establishments with those given by the teachers  

At this point, we should mention that the vast majority of the answers given are significantly different compared to those given by teachers. Indeed, the heads of establishment are mainly engaged and believe in the correspondence of the teaching program to the requirements of society (64% of the principals versus 29% of the teachers). Few of them express negative or reserved attitudes: The dominant belief is especially that of a working method supporting team work and collaboration (88% versus 41.8% of teachers) while they are presenting a profile very satisfied with their professional evolution (90% versus 42,2% of teachers), very implied with regard to their establishment (80% versus 43% of teachers) and absolutely ready to accept an external evaluation (96% versus 55,7% of teachers). They also believe that the local community recognises their work (70% versus 43% of teachers) The only common point is that both would prefer a more active participation of parents (85% versus 84% of teachers). Finally, it should be stressed out that they are all indicating teachers as one of the principal problems to the effectiveness of the school establishment.

5
Conclusions-Propositions

Accordi          According to the results obtained by the answers of the teachers and the principals we can say that the main causes of teachers’ dissatisfaction and consequently the "weak agents" of the system are summarized both in factors related to the specific aspects of their work, the working environment and the existent relational field. 

With regard to the comparison of the teachers’ and principals’ answers, we noted a small degree of alignment between the beliefs and perceptions of the teachers and the administration and consequently the existence of different profiles. 

 In our opinion, any attempt of school reengineering should take into account and be based on the following axes: the one of career evolution and professional evolution of teachers and the one referring to the relational field between teachers, principals, parents, local community.  We also think that it would be interesting to undertake a research with the parents and the pupils next time, as their point of view is also significant and revealing of educational reality. In other words, in order to achieve change we have to take seriously into account the human factor and its specificities. 

With regard to the teachers, the small degree of dispersion of the data gives the image of a rather homogeneous group marked by the desire of a legitimate social and institutional recognition, with the desire to evolve themselves in the professional field, by the recognition of a need for qualification and thus for continuous training, a fact that represents a rupture with the old legitimacy deriving only from the status of teacher.  It is necessary to give teachers new prospects during their service in the National Education. Their recruiting in the public sector should not be the end of a career like today but its beginning. It is necessary to leave the current climate of homogenization and stagnation at the same working position to life. It is essential on the one hand to encourage teachers to see themselves as professionals and on the other hand to create plans of optional professional development and simultaneously give them the incentives to assume the control of their own development. To arrive there, the installation of continuous training schemes for all and for the programs of auto formation is a necessity. For the change of the school it is necessary a whole culture of personal and organizational training able to promote the development of the teacher themselves and not only of their tools.   In other words, it is necessary to create a context of work that ensures the satisfaction and consequently the effectiveness of the teaching personnel. 

The results obtained oblige us also to insist on the crucial importance of the leadership for the establishment. The leadership of the schools thus emerges as a new challenge that we are invited to promote in order to increase teachers’ satisfaction and school’s quality and effectiveness. The challenge thus for the directors is to be at the same time good leaders and good managers. Changing the traditional leadership is a very difficult task. To arrive there, it would be necessary for the mode of recruitment of the principals to change. In our opinion, they shouldn’t be recruited directly from the classes of the teachers without another additional training. To be a principal, namely to be a leader of a school requires exceptional capacities which they cannot all have, responsibilities which they cannot all assume, knowledge which cannot be acquired only by working experience or by initial university training which was not intended to educate school’s principals.  Moreover, it would be necessary that their system of evaluation changes and that they be accountable for their work to all implied in education. Because, so that the directors can behave like true leaders, except from the required knowledge and the necessary capacities it is essential that their system of promotion and recruitment be axiocratic, undeniable and recognized by all.   

 
The difference in perceptions of the teachers and the principals testifies apart from an obviously important communicative deficit, a different vision of school and its reality and the most significant a lack of alignment between their beliefs and their perceptions. However, the change and the improvement of the quality of the school requires both a whole new vision of school shared by all and  common aspirations. A shared vision on a large scale implies the creation of an engagement around a corpus of objectives and values accepted by all and based on the interaction of all the interested parts, on the introspective investigation of the school, the processes of engagement of all in the decision-making and the development of the school system. 

Lastly, an element that should be seriously taken into account is the need for a more active participation of the parents, which was almost unanimously recognized both by the principals and by the teachers. A new relation between school and pupils’ families based on collaboration and mutual aid should be elaborated. In this case, it would be necessary to create the context which would make it possible for the parents to take an active part in educational reality while respecting the work offered by the school and while recognizing the beneficial contribution of a strong collaboration between the two for the pupils’ progress.

The goal of this publication was to reveal the need for a new educational context and the need to adopt new approaches. To arrive there it is necessary to carry out an introspective glance on the dynamics of all the members of the institution, as it is especially them that are the vectors of the change or to recall Socrates words that to achieve change it’s necessary above all to know ourselves. The same should be applied to educational institutions. Changing schools needs helping them know themselves better.   
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