Leadership Matters – Investing in the Future

— A Strategy for Developing School Leaders in Education Queensland Schools 

Background

Good leadership and good schools go hand in hand. The Minister of the Department of Education, Training and the Arts has identified school leadership as one of the ‘three pillars’ for high performing schools, together with teachers’ professionalism and world class facilities. 

‘Given the role that school leaders play in influencing the range school-based factors that directly impact on learning – shared vision and goals; the learning environment; focus on teaching and learning; high expectations; positive reinforcement; monitoring progress; pupil rights and responsibilities and home school partnerships, it is probable that the impact of school leaders is understated in much of the research’ (Quality Teaching and School Leadership - Watson, L. 2005). 

In November 2006, Leadership Matters – Leadership capabilities for Education Queensland principals was launched by the Minister of the Department of Education, Training and the Arts. This framework highlights 5 inter-related capabilities essential for effective school leadership, these being:

· Personal Leadership, 

· Educational Leadership, 

· Intellectual Leadership, 

· Relational Leadership and 

· Organisational Leadership.
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Figure 1: Leadership Matters capabilities
The framework recognises the ‘complex and diverse contexts in which Education Queensland principals work and explains that effective principals emphasise particular capabilities as the context demands. The diversity of school environments, parent and community expectations, system requirements, student profiles and demographics, staff capability and geographic contexts are considerable factors influencing school outcomes. 

It is recognised that the role of the principal is becoming increasingly complex, but needs to be clearly focussed on achieving student outcomes – in doing so, effective principals demonstrate leadership across a number of capability areas. Added to this complexity, is the differing capabilities of leaders and their readiness for learning influenced by the stage in their careers – aspiring, beginning, consolidating, high achieving or transitioning. It is within this context that the development needs of school leaders requires a comprehensive range of options and strategies to ensure relevance, take-up and impact on educational leader performance and confidence. 

Rationale

Education Queensland’s success is directly related to the capability of its workforce. This is particularly pertinent for educational leaders in schools. School leaders articulate the strategic intent of the organisation and achieve success through the leadership and management of others as underpinned by Leadership Matters, the purpose of which is to:

· establish a shared understanding of the evolving roles of the Principal in Education Queensland schools;

· emphasise the capabilities required of all Education Queensland principals;

· provide a clear focus for those aspiring to the role of principal; and

· guide all leadership development activity. 

The Strategic Plan 2006-2010 identifies the cultural shifts and reforms required to achieve the identified goals, the connection between the leadership capabilities, and the cultural shifts required to achieve this desired future. A comprehensive and integrated strategy for developing and supporting school leaders is critical to achieving this future. This is consistent with recommendations in the recent reviews of the Strategic Leaders Program and the Enhancing Leaders for the Future Program #1, which highlights the need for an integrated map or suite of programs to guide ‘users’ in choosing the most relevant development option to meet their needs.

How Leaders Develop

Current research suggests that given the complex, ever-changing environments that school leaders work in today, traditional training and professional development are not suited to their learning needs. They require a range of ‘just in time’, relevant options to enhance their confidence and performance. Professional development experiences should be linked to capabilities aligned to the individual’s development needs and the organisation’s expectations. Research suggests that the most powerful leadership development experiences incorporate the key elements of assessment, challenge and support (Handbook of Leadership Development – Centre for Creative Leadership – McCauley et al, 2004 — see Figure 2 below).

Figure 2: Leadership Development Model




a) Developmental Experiences






b) The Development Process

Within this model, the assessment of the development needs of the leader will be informed by – self perception and awareness, a reality check with supervisor and/or 360 degree feedback, ongoing feedback from successes, mistakes and experiences, challenges on the job, and careful analysis of performance data aligned to school results. The Department’s Developing Performance Framework (DPF), is a tool to support the accurate assessment of leader’s development needs.

Performance Development Framework

The most effective leaders develop other leaders. They regularly engage in development discussions with members of their team, colleagues and mentors. They have an accurate perception of their own strengths and weaknesses and support others in being the best they can be. Dialogue about performance clarifies expectations, identifies development goals and strategies.

The implementation of the DPF in 2007 and beyond is one of the keys to achieving a high performance culture. Performance development done well can significantly impact on the morale and confidence of staff and ultimately the achievement of quality student outcomes. The DPF is a tool to support individuals in identifying professional development needs, actions and strategies, the measures of progress, and the support and feedback required.
Development Cycle Leaders

A successful leadership development strategy will increase maximum Return on Investment (ROI) for the individual, team and the organisation. Supported by a culture that encourages regular reflection, assessment, challenge and support, this strategy recognises the varying levels of readiness of leaders at different phases of their career. The stages of a career are cyclical in nature and not aligned to the band or level of the leadership role. For example a teaching principal can be ‘high achieving’ in their role, a very experienced principal can be ‘aspiring’ to a more complex and challenging role or in the ‘beginning’ stage. A general description of the stages is outlined as a guide below:

	Aspiring
	Aspirants high in professional and technical capability but lacking leadership experience want information and knowledge about the leadership role, the organisation’s expectations, key people and the connections between the parts. They want to know how the organisation works, who the key people are, how to get leadership experiences and the next steps. They seek exposure to a range of leadership models, real, theoretical or conceptual. This provides a reference point for their own values and beliefs about leadership and to synthesise the impact on their preferred style of leadership. They seek out mentors and role models to provide support and encouragement and feedback about their career aspirations.

	
	

	Beginning
	People in the very early stages of a leadership role are engaged in a multitude of learning experiences ‘on-the-job’ and often struggle with the move from being a high performing ‘professional’ (i.e. teacher) to the challenges involved in managing staff, communities, budgets and physical resources. In the first months of the role, they are focussed on the management and accountability requirements of the organisation and there is often little time for contemplating the strategic nature of the role. Leaders in this phase respond to supervisors who provide practical demonstrations of leadership and frequent feedback. Professional development experiences ‘that encourage lots of practice and help participants examine their mistakes is more developmental than one that provides information but no practical application’.



	Consolidation and Growth
	Leaders in this phase are able to focus beyond the day–to-day operational requirements on the role, have developed confidence, enjoyed success, learnt from their experiences and are generally more ready to focus on the complexities and the dynamics of relationships and reflect on their personal leadership style and capabilities. Leaders in this phase look for data from a range of sources so that they can make accurate assessments about their strengths and development needs. Ongoing feedback will significantly inform their most immediate development needs. Reflection on personal and relational leadership is likely to occur in this phase. 



	
	

	High Achieving
	Leaders in this phase are not necessarily ‘perfect’ in all capability areas. They have experienced success in their leadership in a range of contexts, have consolidated what works and what doesn’t, are comfortable thinking and acting strategically, share and distribute their leadership, focus beyond the day-to-day and work towards the future, are comfortable ‘in their own shoes’, and are looking for new and different challenges at a personal and professional level. These leaders look for opportunities to ‘give back’ to the system that has supported them, contribute to higher causes and are willing to mentor and support others. They are likely to look to engaging in activities and projects that stretch them beyond what they know or have done before. 




It is recognised that leaders in all phases of their career will have greater and lesser degrees of strengths across the five capability areas. Some leaders in the beginning phase may be high achievers in areas that a very experienced leader is not.

Effective Development
To meet the needs of this range of leaders, effective leadership development should be a blend of challenging experiences on-the-job, support from mentors, supervisors and colleagues, plus relevant and quality learning/training, experiential programs, knowledge extension and exchange, and other options for development. Reliance on traditional off-site, ‘classroom or workshop based’ techniques will not meet the complex and diverse learning needs of today’s educational leaders. A diverse menu of options, including one-to-one coaching, will facilitate their learning in a way that impacts on their practice at all levels. 

On-the-job organisational challenges include:

· starting up a new school; 

· rejuvenating a school that is in trouble or facing significant challenges;

· being involved in a cross-agency project or task-force where influence rather than positional authority is required;

· breaking new ground through challenging strategic projects; 

· off-shore projects, attract leaders who have reached a pinnacle and who need challenges beyond the familiar both culturally and organisationally;

· using of a range of data to inform strategy.
A suite of professional development options that addresses the needs of both the organisation and its educational leaders should allow for individual access, flexibility of engagement and the capacity to match personal development goals to the development goals of the organisation. These options include system, regional, district, cluster and school-based learning and individually identified, driven and supported activities (figure 3).
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Figure 3: School–Individual Performance
In 2007-08 and beyond, Leadership Matters will underpin succession planning, recruitment, selection, performance and development of Education Queensland’s leaders and aspirants. The implementation of the new Developing Performance Framework is an important tool supporting individuals to identify their strengths and development needs aligned to the capability framework related to their particular role. Data from School Opinion Surveys, HR Snapshot, and student performance data, together with 360 Degree Feedback contributes to providing the most accurate assessment about the leader’s strengths and development needs. 

Current System Leadership Development Activities & Programs (2006–07)
There are currently a range of system supported strategic activities and programs available for school leaders and aspirants. The programs specifically targeted at building leadership capability include:

· Aspiring – The Enhancing Leaders for the Future Program (ELF);

· Beginning – Induction Program for newly appointed ‘first time’ principals Bands 5-11;

· Consolidation & Growth – The Strategic Leaders Program – (future dependant on Evaluation Report to assess alignment to Leadership Matters);
· High Achieving – Principal Connect – credible, experienced principals trained and available on request to support other principals in challenging school leadership issues.

Other state-wide system programs available for principals and aspiring leaders include:

· Annual Premier’s Smart State School Leadership Scholarship - $20,000;

· Indigenous Education Leadership Institute – a program developed in partnership with QUT for principals and aspiring leaders of schools serving Indigenous communities and students throughout Queensland and Australia;

· Curriculum & Principal Alliance – Workshops being developed by Curriculum Branch to build knowledge and understanding of key curriculum reforms – e.g. literacy;

· Public Sector Management Program Scholarships (Graduate Certificate level).
The current leadership development landscape features a range of leadership development strategies, most of which were developed prior to the Leadership Matters framework. Recent evaluations of the Enhancing Leaders for the Future (ELF) and the Strategic Leaders (SLP) programs have provided specific data regarding the alignment of these programs with the framework. The alignment of other programs at this stage can only be assessed in terms of program content.

Current Leadership Development Programs – Alignment to Leadership Matters

	Strategy
	Intellectual Capability
	Organisational Capability
	Educational Capability
	Relational Capability
	Personal Capability

	1. ELF 


	X (80%)
	X (60%)
	X (90%)
	X (79%)
	X (84%)

	2. INDUCTION


	X (5)
	X (6)
	X (5)
	X (5)
	X (6)

	3. SLP


	X 
	X
	X 
	X 
	X

	4. SSL Principal Connect
	

	5. CAPA


	Pending Implementation


Notes:

1. ELF – % rated by participants surveyed in recent evaluation report of ELF1.

2. Principal Induction – assessment based on cursory analysis of ratings from Reaction level Feedback data of 2006 programs sessions rated 1-7 against those areas most closely aligned to the framework – Accountability, Stakeholder Relationships, Curriculum- Teaching and Learning, Learning ( PD).

3. SLP – Review of SL Program identifies % ratings against particular components of the 5 capabilities ( see Evaluation Report for details)

4. SSL – strategy to be reviewed in Semester 2 against LM framework

5. Curriculum and Principals Alliance – Program to be launched in May 2007. 

Planned Leadership Development Activities & Programs (2007- 08)
Leadership Case Studies – a series of workshops for principals and aspirants to be trialled in June & July 2007/08 using ‘real time, real life’ leadership case studies developed by EQ principals, that will inform and expand understanding and application of the five leadership capabilities. Trial training of a small group of interested EDS’s and Executive Principals will be conducted in June 2007. Feedback from the trial will inform broader implementation into late 2007-08.

People Matters (re-aligned Strategic Leaders Program) – following the report on the review of the SLP, the program will be reviewed to focus on the intent of the program to the current organisational needs, mainly the personal and relational leadership capabilities, a key to maximise student learning outcomes, and alignment to the ‘people orientation’ of the Leadership Matters capability framework.

Workforce Management Performance Report (Skyscraper Data) – The Skyscraper reports and subsequent training programs will assist Principals to better understand workforce management performance in order to signal priorities, develop workforce improvement strategies, challenge performance, promote accountability and measure their progress. The initial training is planned for June 2007 with EDS’s.
Curriculum and Principal Alliance (CAPA) – a one day program is planned aiming to strengthen principal’s capability of key curriculum trends, issues and developments. The program will provide face to face presentations and discussion opportunities as well provide on-line and pod cast options and aligns to the ‘Educational and Intellectual Capabilities’. The first program will be trialled in the Greater Brisbane Region early May, 2007 and the will focus is on literacy.
Proposals For Strengthening Leadership Capabilities (2007-08)
Leadership Matters provides significant impetus for shaping the development of leaders for the future. It is important to build on the successes of previous years and to broaden and strengthen the system support to developing leaders aligned to Leadership Matters. Data drawn from the recent evaluation of the Strategic Leaders Program and the ELF programs has recommended a number of improvements to the system leadership suite of strategies for 2007-08.

	Mentors for First Time Principals
	To strengthen the capability of newly appointed principals, particularly Bands 5-7. In partnership with Regions, identify and train experienced principals to mentor newly appointed principals in their first 12 months of the role. This augments the Principal Connect panel of advisers.

	
	

	On Line Modules
	Principals new to the role have indicated the need to be able to access information and support on a just-in-time basis through ‘user friendly’ on- line learning modules focussing on the Organisational Leadership Capabilities - e.g. managing finances, human resources and facilities. These modules could be developed in partnership with each of the corporate areas and placed on intranet when complete to be accessible and available for all aspirants and principals. It is proposed that an overview of these modules be included in future Principal Induction programs.

	
	

	Leadership Case Studies
	Using the leadership case studies to expand understanding and application of the five leadership case studies through facilitated learning workshops. Initially all EDS’s be trained by skilled case study facilitators in using the case studies with their principals. These case studies will be extended in number to highlight key challenges e.g. staff performance issues, challenges related to behaviour support, community crises, media challenges etc. 

	
	

	Leadership Scholarships
	To extend the Intellectual and Educational Capability of experienced principals, provide:

 A number of study assisted scholarships for identified experienced principals. A number of study and international travel options to support ‘real time’ research into strategic educational dilemmas and issues beneficial to the organisation as well as the individual. Recipients would be expected to share learnings with the organisation and provide PD to clusters of colleagues.

	
	


	Leadership Teams
	Given the identification of ‘distributed leadership’ as a key strategy to enhance effective leadership, principal well-being and student outcomes, an investigation into the most effective strategies to support and develop school leadership teams be conducted to inform future proposals in 2008-09.

	
	

	People Matters Program
	Building on the successes of the SLP, refresh and re-align the program and continue the focus on the Personal and Relational Leadership Capabilities and strengthen the alignment to the other capabilities of the LM framework. A re-naming of the Program to ‘People Matters’ would indicate that the focus of the program is on the People Orientation of the framework. An advanced program of this type may benefit principals who have participated in previous SL programs and are looking for a continued and stronger focus on key challenges with staff, parents, key stakeholders and community. The program would also build on the benefits of the Network Resource Groups established in previous SLP’s as highlighted in the review as one of the key strengths of the SLP.

	
	

	Professional Learning Program for Executive Principals
	A program to further challenge high achieving principals for example – work shadowing senior leaders in public and private sectors, combination of study and travel grants for nominated individuals applied to identified corporate priorities and with sharing learnings and reporting, a key organisational requirement. 

	
	

	Executive Coaching
	Leaders at this level respond to one-on-one coaching to strengthen leadership capability. A register of approved coaches- internal and external could be developed and made available for access to individual senior school leaders as required. (Costs of the service would be met by the individual and/or work unit.)


	Strategy
	Intellectual Capability
	Organisational Capability
	Educational Capability
	Relational Capability
	Personal Capability

	Mentors for First Time Principals


	X
	X
	X
	X
	X

	On-Line Modules


	X
	X
	X
	
	

	Leadership Case Studies


	X
	X
	X
	X
	

	Leadership Scholarships


	X
	X
	X
	
	

	Leadership Teams


	X
	X
	X
	X
	X

	Re-aligned Strategic Leaders Program


	
	X
	
	X
	X

	Professional Learning Program for Executive Principals


	X
	X
	X
	X
	X

	Executive Coaching


	
	X
	
	X
	X


Regional & District Activities & Programs

Regions and Districts provide localised support for principals and aspirants via a range of strategies. These programs complement the system programs and provide timely, localised and tailored support to individuals and schools. Each Region has a Leadership Development Plan identifying the range of activities and programs available. 
Professional Associations Activities & Programs

Principal Associations provide a valuable service to members across the state and locally. The Queensland Secondary Principal Associations and the Queensland Association of State School Principals are supported by the system in their work through:

· Payment of salaries of three full time Presidents of QSPA, QASSP and ASEAQ to enable them to provide support to members;

· Allocation of $10,000 each to support the annual conferences of the QSPA and QASSP and $5000 for the ASEAQ and QSP P10/12 SAA.

The Principal Associations are working in partnership with the system to support the Principal Connect Program and the Curriculum and Principal Alliance Program. 
Strategic Partnerships

The Professional Development Branch works in partnership with other professional associations to enhance the development of leaders. The Professional Development Branch provides financial support to the following:

· ACSA – Australian Curriculum Studies Association

· PDN – Professional Development Network.

Individually Driven Professional Development Programs

It is recognised that individual leaders and aspirants are, in the main are responsible for their own professional development. Supervisors play an important role in ensuring that the program or strategy is realistically aligned to the development needs of the individual and the needs of the organisation. The range of professional development strategies includes:

· Post-graduate study;

· Professional Association programs;

· Work shadowing;

· Mentoring;

· Coaching;

· International study;

· Acting opportunities;

· Conferences, workshops;

· Professional Reading and research.
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