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EASTERN REGION 2010 - 11

Leadership Learning Research - Outcomes
Remit

To improve the quality and capacity of school leadership at all levels through working as a group of schools

Funding

Each Local Authority was given a grant of £2500 to facilitate their research project. 
Participant Local Authorities:

Bedford

Essex

Hertfordshire

Norfolk

Peterborough

Suffolk

Thurrock

A total of 87 schools were involved across the 7 Local Authorities

Local Authority Project Themes/Titles
Bedford: Terrific Teams - Experience of Senior Leadership Teams for aspirant leaders 

Hertfordshire & Essex: Growing effective cross-school networks of deputy headteachers
Norfolk: Better Together - Learning from the practices of successful school clusters to improve the partnership of others
Peterborough: LEAP (Leadership Excellence Award Peterborough) - A Kite Mark for leadership throughout each school
Suffolk: Federations/Collaborations – A Deputy exchange project
Thurrock: Growing Your Own Leaders - To research how schools successfully grow their own leaders and identify the factors that help or hinder

Summary of Outcomes

All LAs reported that a wide range of benefits has accrued from a relatively small initial grant. Although there were a variety of activities across the 7 Local Authorities there were commonalities between the outcomes. 

· There was increased awareness across participating schools of the qualities which make effective leadership and of the factors which impede effectiveness. One LA developed a Kite Mark with clear criteria against which to measure effective leadership

· There was significant growth in the leadership capacity of individuals who took part from middle leaders through to headteachers

· Future school leaders were identified. They had a clearer idea of their pathway to future leadership responsibility. 

· Partnerships between schools were strengthened. The factors which contribute to effective partnership were identified and disseminated to others. Schools benefitted from sharing knowledge/expertise and from observig different styles of leadership

· Creativity, risk taking and innovation were nurtured, to improve leadership and management, learning and teaching

· Schools worked together to develop a shared view of where they want their schools and teams to go, identifying the key areas to address and enlisting colleagues in implementing their intentions
· Awareness of a continuing focus of sustainable leadership and success planning was raised
When asked to measure the estimated level of impact on sustainable leadership in their Local Authority on a scale of 1 (little or no impact) to 10 (high impact) the average of the responses was 8.2.
Summary of each LA report

Bedford

Intended outcomes
1. To build awareness of aspirant leaders as to what makes an effective SLT

2. To encourage participants to go back to their schools with enthusiasm and greater understanding to be able to build the leadership capacity further within their own school and as future members of the SLT

3. To be able to build self supporting networks of aspirant leaders, with participants added to ‘Rising Stars’ data base of Bedford Borough’s talented future leaders

Summary of outcomes

· Raised awareness of what makes an effective team

· Opportunity to reflect upon present role and consider next steps in career progression

· Importance of emotional intelligence to build productive relationships

· Enabled participants to share knowledge and experiences back in their own school

· Built awareness of agenda items and the differences and similarities of these across schools

· Greater awareness of negative factors impacting on quality of meetings – ambiguity of goals, poor time management, over reliance on individuals and poor communication

· Increased understanding of preparation needed pre meeting – agendas ahead of meeting, tasks identified and timings of discussion items fixed

· Understands what constitutes an effective framework for a meeting, including the vital role of the chairperson

New knowledge or understanding gained or emerging from this research project.

· Middle leaders, particularly those in small schools without a SLT, understand more clearly the role the SLT plays in school improvement

· Experiencing up to five different schools’ SLT meetings, gave participants a wider understanding of what good practice in leading effective teams looks like

· Sharing similar experiences of visiting SLTs gave participants an opportunity for discussion and debate, which advanced their learning of effective team working and will shape their future experiences of being a team member

This will be capitalised on by:
· Participants are added to LA Talent Data Base and next career steps identified by the participants are noted and followed up through SIP visits to school

· Programme will be added to the Leadership Development Portfolio
Essex

Intended outcomes:

· Develop and strengthen the roles and impact of deputy headteachers across a cluster of schools through work on a collaborative project

· Improve distributive leadership, with the aim of improving the impact of monitoring systems within and across our
schools. 

Outcomes

· Deputy Heads have met once a term for a whole day. They have devised the programme for the year for middle leaders across the cluster of schools to begin to work more closely
· Deputy Heads have worked collaboratively to share and develop monitoring systems at a whole school level. 
· Plans have been drawn up for middle leaders to work together for one day each term. One day for EYFS leaders, one for literacy leaders and one for numeracy leaders. On the day these leaders will work with a partner school to visit each other's placement to engage in dialogue about key issues for their setting and then will meet in the afternoon as a larger group to share, problem solve and plan the way forward. 
· EYFS leaders have completed their day and the outcome has been very
positive
New knowledge or understanding gained, or emerging, from this research project.
· Deputy Heads have an increased understanding of their relative roles and responsibilities

· There has been a considerable degree of sharing of expertise and support between the deputies

· They have felt empowered as a group and individuals, building the confidence of some and raising the future expectations/ambitions of others

· Middle leaders have gained from the opportunity to work with those with similar responsibilities in partner schools  
Hertfordshire
Intended outcomes:
· Develop the use of coaching across schools in the area 

· Promote succession planning tools with schools and governing bodies

· Develop the ‘talent pool’ of potential Headteachers within Hertfordshire

· Identify and support leadership development within and across networks of schools
 By: 
· organising a joint Coaching INSET as a prompt for leadership development at all levels  

· exploring the challenges and strengths of coaching / mentoring in differing contexts (Performance Management, dealings with staff, pupils, parents, etc) and as a support for sustainable leadership
· identifying and working together on one or two aspects of leadership / talent management  succession planning, in the context of Coaching  

· organising / delivering in-house training programmes that would involve leaders at all levels across the schools

· organising focussed leadership learning visits to other schools, to include the opportunity to observe leadership in that school.
Outcomes

· Schools identified issues to improve in the quality of leadership and management and in learning and teaching in order to raise attainment 

· Leadership teams were supported in developing the appropriate skills, knowledge, understanding and confidence

· Individual team members were directed towards appropriate support

· Staff and schools support, share practices and learn from each other’s approaches

· Development of structures within the schools supported, ensuring  improvements can be sustained when support is no longer available

· Programme has responded to diverse needs of individual learners and gives schools autonomy to create local solutions

· Teacher expertise broadened and learning opportunities provided

· Direct mechanism for sharing expert teacher practice provided

· Diversity, flexibility and range of opportunities provided that no single school can offer

· Creativity, risk taking and innovation nurtured, to improve leadership and management, and learning and teaching

New knowledge or understanding gained, or emerging, from this research project.


Colleagues have developed a shared view of where they want their schools and teams to go and they have taken 
steps to involve, consult and enlist colleagues in implementing their intentions. Colleagues are developing 
analytical and coaching skills to identify the most productive lines of development, basing the analysis on an astute 
understanding of current strengths and weaknesses, and avoiding the distractions of less important matters and 
they are recognising that best practice from within the school or elsewhere can contribute to proposed changes. 
Colleagues are also combining this recognition into a clear and innovative plan of what needs to be done, when 
and by whom.
Current/future benefits - to participant schools and to leadership in general


Colleagues are inspiring, motivating and influencing other staff, other adults and pupils and they are also 
developing leadership capability in their own staff and pupils. Colleagues are establishing a climate in which 
innovation is encouraged so that people look for creative ways to improve performance and procedures to tackle 
problems. Colleagues are creating effective teams and recognise that teamwork is essential for communicating 
common attitudes, values and practices, across the schools or in important areas of its work. Colleagues are 
evaluating how effectively leaders at different levels promote this. Colleagues also recognise that each member’s 
contribution is valued. In larger schools, delegation is recognised, not only of tasks but also of real responsibilities. 

Colleagues are building leadership capacity and encouraging professional and career development. Colleagues 
are also acting as lead professionals in terms of their own practice, their understanding of the curriculum across all 
stages and their competence as teachers, leaders and managers who can pass on their skills to others. 


There are signs that the leadership is creative in trying to maximise pupil and adult learning. 

Colleagues are committed to staff development, linking coherent professional development strategies to 
improvement planning and performance management, and recognising that professional development should 
reflect the professional and career needs of the individual, as well as the needs of the school. 


Colleagues are well placed to further improve their own schools; they are aware of their strengths and weaknesses. 
Colleagues are developing clarity of strategic thinking and systems to support future developments, a shared 
understanding of what needs to be done, a commitment to do it and an understanding of how it can be achieved.  

The project focus provided the network activity with a unifying purpose and what is likely to make it sustainable and 
a real force for improvement is the engagement of the adults in purposeful, focused and informed learning of their 
own. Ultimately it is through adults doing things differently (or doing different things) in schools that pupils’ learning 
is positively affected. 

The adult learning in the network took place as the adults embarked on a shared investigation of schools’ practice 
and strategies. Opportunities were provided for the adults to share, validate, analyse and adapt practice across the 
network. Time, opportunities and resources that the adults needed to engage in collaborative learning were all 
planned for. 

The effective opportunities for adult learning allowed adults to engage in real tasks including collective planning, 
joint work groups, joint problem solving, collaborative enquiry and shared professional development activities.


The activities have permitted adults to study and learn what is happening in schools and a way of improving 
learning opportunities for pupils and adults through the coaching approach.
Adults were engaged in actively researching and enquiring about existing practice, processes and outcomes with staff from other schools and a coaching guru; this allowed the adults to improve their own analytical thinking and encourage them to take risks. The network activities provided opportunities to ‘work smarter together, not harder alone’ and also generate together network-wide knowledge that can have a direct impact on the pupils in the classroom across all schools.
There is clear evidence that the leadership approaches are creative in trying to maximise adult and pupil learning. Colleagues are using a range of strategies to bring about better quality in teaching, the curriculum, assessment and leadership and management. 

Local headteachers and other senior leaders have modelled this kind of collaborative learning. Headteachers explicitly engage in similar activities, including inter-school visits and shared professional development activities. Headteachers have themselves moved beyond meetings and agendas and embrace collaborative learning. This philosophy has also supported the Leadership Development initiative.   
Norfolk

Intended impact
· Analyse the working of effective clusters 
· Use knowledge gained to improve the effectiveness of other school groups as a preparation for carrying out the proposals in the White Paper
By
· looking at how cluster working can improve outcomes for pupils and professional development for staff

· Investigating why networks or clusters are effective or not

· Using information gained from the project to support schools to be in a position to carry out the White Paper proposal for schools to increasingly support other schools
New knowledge or understanding gained or emerging from this research project.

Effectiveness of clusters depended largely on:

· Strength and experience of cluster chair

· Experience of other headteachers in cluster

· Strong systems in place e.g meeting regularly off-site / committees / cluster policy etc

· Usefulness of PSA / Extended Schools co-ordinators

· Outward looking ethos of cluster

· Availability of funding to draw schools together to work collaboratively
This will be capitalised on by:
· Outcomes to be shared with LA and cluster chairs
Current/future benefits - to participant schools and to leadership in general

· Sharing best practice in order to develop strong cluster working

· Clusters needing additional support to be identified

· Schools gain knowledge of systems used which can be adapted by other clusters to improve collaboration

Improved outcomes for pupils (community cohesion etc)/ more distributed leadership
Peterborough
Intended impact

· Develop sustainable leadership in schools

· Plan ahead proactively in preparation for changes at leadership level in schools 

· Extending current practice to focus on developing leaders at all levels. 
· Appointment of new staff with view of what to achieve and contribution able to make to school through unique skills and interests 
· Support and provide mentoring, coaching opportunities for all staff
Summary of outcomes
1. Criteria agreed for LEAP 


VISION & model practice - Promotes an ethos that demonstrates the importance of developing leaders 


RECRUITMENT - has procedures for recruitment and selection which reflect a focus on leadership/ potential 

leadership.  


IDENTIFICATION OF POTENTIAL - that is undertaken through a mixture of formal and informal processes 



OPPORTUNITY & SUPPORT - for aspiring and developing leaders to take a lead through a project or a task 

and/or step up within the school and learn from this through reflection and feedback; develops support 


structures in school; looks beyond the school for local, national and international opportunities for leadership 

development.
2. Identified leadership qualities for head teachers: Passion/Drive/Initiative/Seeks opportunities; Effective communicator; Visionary – see big picture; Emotional intelligence; Resilience; Motivator/Enabler; Decision maker; Risk taker / Trust others; Responsible for self & other; Reflective – learns from mistakes; Questions, Supports & Challenges others 

3. Shared initial outcomes across local authority with primary heads at Don’t lose your head! conference

4. Identified ‘good’ practice to include in guidance for schools taking part.  

New knowledge or understanding gained, or is emerging, from this research project.
· Increased understanding of sustainable leadership 
· Proactive planning by schools for the future in leadership at all levels
· Process has involved extending current practice to focus on developing leaders at all levels. 
· Also appointment of new staff with view of what to achieve and contribution able to make to school through unique skills and interests 
· Curriculum teams impacts through sharing of tasks to support and provide mentoring, coaching opportunities for all staff 
· Strengthening of SLT impact on opportunity to share expertise and appreciate other view points 
· Teachers visiting other schools have more open perspective on our school 
· SDP as a working document and added to during school year by all staff
· Sharing of achievements involving all staff & governors at end of school year 
· Actively promote degree courses as part of professional development 
Suffolk

Intended impact: 

· New links and networks established

· Sharing of ideas and good practice

· Leadership –  insight into vision, values, structure, responsibilities
Summary of outcomes

· Learning how other collaborations/federations dealt with similar issues : creative curriculum development, staffing structures, outside space

· Deputies from the same collaboration had time to discuss and reflect on their own schools and those that they visited

· Important to look at how schools were dealing with the challenges and organising their structures in relation to the School Organisational Review

· A powerful CPD experience that could be sustainable into the future – new ideas shared, new perspectives obtained, empathy with others

· Experience of different leadership styles, vision of Headteacher 

New knowledge or understanding gained, or is emerging, from this research project.

This would be an excellent CPD opportunity that could be developed for all staff across schools. All school staff could experience a day in another school if this was planned as an integral part of the school CPD programme and to broaden the experience of leaders looking for promotion.

This will be capitalised on by:

The participating Deputies were keen to develop the idea of “Open” days throughout the County which could be “themed” according to school specialisms. This would be manageable and cost effective CPD/Leadership Development that could support School to School Partnership working.

Current/future benefits - to participant schools and to leadership in general

· Experience of different leadership styles and perspectives on collaborative working

· Working experience of another head vision to develop own thinking 

· Support network for Deputies working within collaborations/federations

Thurrock
Intended outcomes
· To share strategies for growing your own leaders across Thurrock schools
· To raise awareness of the value of growing your own leaders and identifying opportunities for doing this
Summary of outcomes

· Flexibility of leadership structures

· Shared understanding of leadership qualities and expectations within and across schools

· Continuous emphasis on succession planning

· Need for planned development opportunities

· Tensions between retention and development

· Need a mix of own leaders and people with other experiences

New knowledge or understanding gained, or is emerging, from this research project.

· Start with new people early in their careers eg NQTs, TAs

· Importance of providing opportunities for professional development to enable people to take or move to senior roles 

· Recognition of tension between the school benefitting from internal growth and people moving on for external opportunities

· Home grown leaders have the qualities, expectations and understanding of the school’s ethos. 

· Growing your own leaders can exclude other people who could bring a range of experiences to the establishment. A mix is best.

· Opportunities for internal secondment which give people the opportunity to ‘step up’ to a role for a short period of time

· Difficulty of people not being ready for leadership roles but not realizing it themselves can lead to disappointment and can affect the whole school

· Need for constant succession planning as people move on. Forward thinking is essential.

· Need for a flexible structure which is reviewed regularly.

· Good way to address recruitment difficulties.

· Use of external training programmes valuable Eg. Leadership Pathways, NPQH, Leading from the Middle, Quality Framework

· Internal training useful as designed to meet the needs of the individual establishment.

· There is a need to have a shared understanding of the qualities of a leader across schools.

This will be capitalised on by:
· Outcomes will be circulated to all schools and to LA Officers and SIPs

· To be shared with TPHA

· Fed into Leadership Strategy Group

· Raising awareness of possibilities of GYOL and sharing ideas

Current/future benefits- to participant schools and leadership in general

Opportunities for schools to reflect on:

· current practice, 

· changes which could be made   

· what leadership means to them.

· Raised awareness throughout Thurrock schools

· Additional benefits to headteacher researcher
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