	[image: image1.png]),

Document
Summary
Service

SN,





	independent study into school leadership
A Summary of the Report for the DfES, Ref. RR818A, January 2007
	DSS

06/07

27


1. introduction
This study was commissioned by the DfES from PricewaterhouseCoopers LLP in April 2006, following the School Teachers' Review Body’s recommendation in November 2005 for an independent study to examine the roles, responsibilities, structures and reward systems for school leaders in England and Wales.  The main aims of the study were to provide a comprehensive and independent account of existing, emerging and potential models of school headship and the wider leadership team that are effective in raising standards.

It is a substantial research report offering much to anyone concerned with school leadership.  This summary presents predominantly verbatim material: first from its general conclusions to give an initial overall picture, and then from its Executive Summary to convey a sense of the areas and issues that the study addresses, all of which are discussed in considerable detail drawing on data from the study’s surveys, interviews, case studies, and from the published literature.
2. general conclusions

· This report has highlighted a number of key positive aspects of school leadership in England and Wales.  For example, in terms of the broad trends, Ofsted has indicated that the quality of school leadership has been improving generally since the early 1990s.  Furthermore, since the late 1990s there has been substantial investment in school leadership with the creation of the NPQH and the NCSL.
· Nevertheless, the report has also highlighted a number of key challenges for school leadership as we move forward into the 21st century.  Many of the challenges faced by school leaders today are driven by the increase in the scale and complexity of agendas that school leaders are having to take forward.  A large part of this is driven by the changes associated with the juxtaposition, through Every Child Matters, of the learning and standards agendas on the one hand, and the social and inclusion agendas on the other.  In addition, as we have outlined in the Report, other major policy initiatives including the 14-19 agenda and BSF, [Building Schools for the Future], all present their own particular challenges for school leaders going forward.  All of this means that schools and schooling are changing radically, and this in turn poses a fundamentally different set of challenges for school leadership (although the ultimate aim of promoting better outcomes and standards for children and young people remains).

· These changes are presenting tests to the existing (still dominant) traditional model of school leadership and are also leading to the emergence of a number of new models which seek to address them more adequately, particularly in schools at the forefront of the new agendas.  They are responses to the fact that schools must manage a much broader range of issues and functions internally, and must also increasingly link with other schools externally.  Thus there are internal and external pressures on schools to re-examine the ways in which they organise themselves and allocate leadership roles.  As further changes work through, for example the 14-19 reforms and the personalised learning agenda, then these pressures are likely to intensify.

· This report has examined a range of existing, new and emerging models of school leadership and set out a series of recommendations which we hope will be embraced by school leaders and their representatives, Government and wider stakeholders.

3. key recommendations

The report makes a number of recommendations which have the potential to transform the face of school leadership in England and Wales and ensure that leaders are equipped to embrace and deliver for the future.  The key recommendations to emerge from the research are as follows:

· Diversifying leadership models

Proactively promote new and emerging leadership models; develop a national programme to support schools seeking to move towards new models; and remove the key legal and regulatory barriers to the development of new models.
Distributing responsibility with accountability 


Review policy and practice in relation to accountability in order to facilitate greater distributed leadership. This will involve, inter alia: a review of legislation and regulation in relation to accountability in schools; further communicating the flexibilities in relation to accountability afforded under the 2002 Education Act; and extending the provision of training and licensing to leaders who do not have Qualified Teacher Status (QTS).
· Reviewing governance

Consider further the interaction between leadership and governance, addressing issues including: the size and composition of governing bodies, the implications of multi-agency working in schools, and the modus operandi for pro-bono contributions from the private sector.
· Streamlining policy

Review the mechanisms currently in place for limiting the bureaucratic burden on schools; conduct a regular mapping exercise of existing and future regulations; and provide greater clarity around which aspects of policies and requirements on schools are mandatory and which are optional and/or advisory.
· Developing people, diversity and succession planning

Promote suitably qualified professionals from outside the schools sector taking on school leadership roles; encourage shortening the time from QTS to headship; and develop a pilot initiative involving the rotation of leaders at periodic intervals around a cluster of schools.
· Adopting a new approach towards leadership qualifications and programmes

Reform NPQH and Head for the Future, focusing on a range of aspects including: sharing modules with professionals from other sectors and wider accreditation of prior learning.
· Mainstreaming innovative, experience-based Continuous Professional Development (CPD) activities

Build leadership capacity in the sector by promoting and mainstreaming a series of innovative, experience-based CPD activities including secondments into business or the public sector and cross-sectoral mentoring programmes.  Also encourage Children’s Trusts to develop training that brings together senior leaders from education, health, social services and other relevant agencies.
· Developing system-wide e-learning solutions

Do this in order to address some of the key training needs identified in this study, and as part of a wider ‘blended’ approach to learning.
· Ensuring that the existing reward system works better

The report does not recommend radical changes to the existing reward system, but proposes that any of the new models of leadership can be accommodated within the existing broad framework, with modifications.

· Rewarding new roles and individual performance

Modify the existing reward system in a number of areas including:

· Examining how salary ranges for executive heads and chief executives can be best determined, and also how the salary range of heads should be adjusted where they report to an executive head;

· Reviewing the ways in which non-QTS senior support staff are rewarded in order to promote effective recruitment and retention; 

· Providing further guidance and training to headteachers, governors and local authorities, on how to reward leaders most effectively.

· Maintaining the integrity of the reward system

Review a number of aspects of the existing system including: pay differentials between heads, deputies and assistants; the different weightings of pupil numbers set out in the STPCD; and whether there should be a distinction between the pay scales for deputies and assistants.
· Role of parents and learners

Provide support to school leaders in the use of low burden ways to seek and respond to the voice of the users of their services, in particular, learners and parents.
· Winning hearts and minds

Develop a communications campaign in order to challenge the conventional wisdom (e.g. around ‘hero heads’), explain the benefits of new leadership models, and enlist new entrants into the talent pool from diverse backgrounds.
· Measuring and managing the change

Ensure the national steering arrangements for school leadership reform are based on up-to-date, insightful management information, that there is clear ownership of all recommendations being taken forward as a result of this study.

4. key findings in relation to school leaders’ roles and responsibilities

The PricewaterhouseCoopers research found broad clarity about school leaders’ roles and responsibilities, but the report says that ‘the evidence also suggests that many school leaders are struggling to meet all the demands currently being placed on them’.  This relates not just to the headteacher, but to school leadership teams.  The following table summarising the findings in this regard is presented in the report:
	Strategic direction

and ethos


	Many headteachers recognise themselves that they are struggling to create sufficient time to engage effectively in the various strategic issues they are required to deal with.  Part of this is driven by the sheer volume of operational delivery issues that school leaders now have to address.  However, there was also a sense in which the data suggested some school leaders were more comfortable with an operational role rather than a strategic one.

	Teaching and

learning


	There is a widespread recognition across the sector that an essential role of school leaders is to promote and develop the quality of teaching and learning delivered in the school.  Many school leaders expressed their frustration that the current environment does not allow them to be as involved in this area as they would like.  This is reflected in the fact that, in order to enable them to devote sufficient time to leadership and management, school leaders themselves teach a lot less than they used to; for example, just over one quarter of primary and secondary heads do not teach at all in timetabled lessons, and most of the rest teach for less than five hours per week.

	Developing and managing people


	Developing people and nurturing talent is a key strategic leadership issue facing all types of organisations across different sectors.  Within the schools context, the international literature shows that one of the most important ways in which school leaders contribute to teaching and learning is through their impact on the motivation, development and well-being of staff.  Our evidence shows that many school leaders have embraced these challenges in relation to people development well, but also that there is more to be done, at both institution and system level.  For example, when headteachers were asked what their priorities should be going forward, as well as what their future skills needs were, staff management, recruitment and retention appeared quite far down the list.  Whilst this is understandable given their other commitments, it nevertheless suggests that many school leaders may not have embraced the people agenda as fully as has been the case in other sectors (e.g. in the private sector where it is one of the bedrocks on which all current thinking on leadership is based).

	Networking and

collaboration –

between schools

and with other

agencies


	Given the new policy imperatives, collaboration and networking with other schools and other agencies ought to become the rule for schools, not the exception.  For example, as outlined in the DfES Extended Schools Prospectus (2005), by 2010 all schools should be offering a core set of extended services including childcare, parenting support and other specialist services (e.g. speech therapy, mental health services).  This raises the need for school leaders, irrespective of which leadership model they are working within, to collaborate effectively with other agencies to secure the delivery of these services.  The research has shown that this has driven some schools to restructure in such a way as to formally recognise the importance of inter-agency collaboration, i.e. by including professionals from other agencies on the leadership teams.  And our expectation, based on the research findings, is that this will become more common in other schools going forward.  More generally, all of this means that school leaders now have to be much more outward looking than they used to be, and this has clear implications around the need for a range of ‘softer’ inter-personal skills relating to networking and communication.  Our research shows that most school leaders recognise and accept the new requirements being placed on them in these areas, but that many are struggling to respond, and most recognise the need for training and support. Indeed, the development and management of extended services was the single most important future training requirement highlighted by headteachers in our survey research.

	Operations 


	As outlined above, the evidence suggests that many school leaders are too involved in operational and delivery matters and that this has been, to some extent, at the expense of embracing their more strategic imperatives.  The research has generated numerous stories of headteachers, for example, unblocking toilets, filling dishwashers and supervising pupils before and after school.  Sometimes such behaviours can be appropriate, and they are often driven by resources, particularly in the primary sector, where the opportunities for delegating such tasks can be limited.  But these ties to the operational space also seem to be related, based on our interpretation of the evidence, to a mindset amongst some school leaders which is often more comfortable with an operational than a strategic role.

	Accountability 


	Tasks related to accountability were the most time consuming of all the tasks undertaken by headteachers. In this context, the word 'initiativitis' was often used by the leaders we spoke to as a way of expressing their frustration with the number of policy initiatives they were having to deal with, the apparent inconsistencies between them and the lack of resources to deal with them.  Although we recognised the strength of this feeling, at the same time it seemed to us to reflect a wish for a stability and consistency which cannot be delivered and which is not enjoyed by any other organisation in the public or private sector.  We know from other sectors that change, diversity and complexity are inevitable features of the current and future environment and that leaders need to accept and embrace this.  School leaders can, however, legitimately expect such change to be managed coherently and in a joined-up manner by Government and other agencies.


5. models of school leadership

The study includes an examination of different models of school leadership, identifying aspects of those models that have a positive impact on pupil performance.  Recognising that leadership behaviours are generally more important than leadership models, the report proposes that the development of new models can be one of the conduits through which the right leadership behaviours are fostered.  The analysis is framed in terms of the following five broad types of leadership models:

Traditional model 
Here the leadership team is comprised exclusively of qualified teaching staff and typically includes a headteacher supported by deputy and/or assistant heads. In the research, this model predominated in the primary sector but was also common, albeit to a lesser extent, in secondary schools.
Managed model 
This model moves away from the traditional model towards a flatter management-style structure in which specific roles are allocated on the senior leadership team for senior support staff, for example, directors of finance and/or HR.  This model tends to be found more often in the secondary sector with almost half of heads stating that they had one senior support staff member on the leadership team and a further 8% stating they had two senior support staff members.
Multi-agency managed model 
This model is a natural progression from the managed model and is, in a sense, borne out of the imperatives of the ECM and 14-19 agendas.  Like the managed model it involves a flatter, management-style structure, but is more outwardlooking and inter-agency focused. It can manifest itself in a wide variety of ways, but generally will involve teaching staff and professionals from other agencies working together as part of school leadership teams.  This model remains the exception rather than the rule but, as outlined above, the expectation is that more schools are likely to move in this direction as a key way of responding to the ECM and 14-19 agendas.
Federated model 
This model is characterised by varying degrees of collaboration between schools and sometimes between schools and other providers, for example: ‘whole town’ approaches to schooling; shared strategic governing bodies, with executive heads overseeing several schools; and federations between schools, further education and workbased learning providers.  In the survey, almost one in ten headteachers reported some sort of formal federation arrangement, and the majority of schools reported informal collaborations with other schools.
System leadership model 
This model embraces all the different roles that heads can assume beyond the boundaries of their own school i.e. those that contribute to the wider educational system at a local, regional or national level.  It includes, for example National Leaders of Education assuming roles that include providing advice to Government and ‘virtual heads’ responding to the needs of pupils facing specific challenging circumstances.
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