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Executive summary 

This study fellowship provided an opportunity to examine aspects of school leadership with particular emphasis on the special education context.

A variety of settings including special schools, departments of education, leadership training facilities, research centres, institutes for special education, professional organisations and universities, in the United Kingdom, Denmark, United States of America, Canada and Japan were visited.
Whilst there were some common themes evident across most settings there were also significant differences in the manner that leadership was addressed and resourced.
The study provided a range of models and aspects which could be incorporated into our current existing leadership programs in New South Wales.

With the international trend towards a shortage of appropriate, qualified and experienced executive staff, especially in the field of special education, it is vital that systems prepare for this eventuality. 
It was evident in my preparation for the fellowship, during my study tour and in subsequent reflection and research that the New South Wales Department of Education and Communities Professional Learning and Leadership Learning Directorate is providing a very good range of programs and delivery methods.

In the findings and recommendations section of this report, areas that I consider will enhance current leadership programs currently in place will be addressed. Some of these include:

· Better utilisation of administration managers

· Early identification of future potential leaders

· More rigorous screening of applicants for principal’s positions

· Developing the expertise found in special schools to enhance leadership opportunities as well as meeting the program needs of students and staff in isolated locations

· Greater use of mentoring, shadowing or relieving opportunities

· Utilising technology to a greater degree to provide more specific leadership content, especially for those in more remote settings. 

1. Overview of the research study

This work was produced by Ian Gallan, a recipient of the State Leadership Fellowship 2010–2011 Frank Farrell Award, presented by the Deputy Director-General, Schools.
The focus of this study was to find answers to the focus research questions from a range of special education and leadership areas in the United Kingdom, Denmark, United States of America, Canada and Japan including centres for leadership development, special education schools, departments of education or boards, special education and principals’ associations and universities.

Each of these settings provided slightly different, yet important, answers to the focus questions and a number of worldwide trends became evident during the course of my study.
An integral part of the research was the attendance at two conferences hosted by the National College of School Leadership, including one for international delegates, and these provided a very appropriate setting to examine aspects of school leadership from a range of countries and perspectives.

2. Background information

Special education settings, particularly Schools for Specific Purposes (including intellectual, physical, sensory disabilities, behaviour schools, hospital schools) are often “segregated” from mainstream educational settings either because of the significant distances between “like schools”; or because there is only a small cohort of similar schools with which to engage; or because the specific demands of these special education settings requires leaders and staff to focus inwardly and often becoming detached from the bigger picture.

This study will investigate and explore best practice models from different educational systems which model and demonstrate effective policies and practices of:

· collegial and professional networks which are focused on overcoming the potential “segregation” mind set and practices associated with special education
· professional associations which are focused on leadership and staff development
· consultative groups which are focused on researching and promoting best practice examples from other jurisdictions.
3. Research questions
· What effective structures have been initiated and implemented to enhance the quality and effectiveness of the leadership in special education settings?
· What effective structures have been initiated and implemented to enhance the quality and effectiveness of succession planning for aspiring leaders and teacher-leaders in special education settings?
· What system-wide professional development policies and practices exist to demonstrate a strategic, co-ordinated, targeted and inclusive model?
· How has technology contributed to the sharing of leadership and teacher expertise across educational settings, and those in isolated or segregated settings?

4. Research methodology
The research method chosen is a mixed mode survey method. This method included the following instruments: 
· Literature review of current renowned international journals
· Internet searches of on-line articles and educational jurisdiction web-sites
· Direct observation of selected educational jurisdictions; organisations and schools in United Kingdom, Denmark, United States of America, Canada and Japan
· Individual interviews of executive of selected organisations and schools in the above countries
· Participatory observation at Global Leadership Conference “Learning & International Perspectives for Schools” in the United Kingdom, incorporating special education school visits
· Questionnaire for selected principals of New South Wales Schools for Specific Purposes network.
5. Findings 

To assist with clarity my findings will be reported against each of the focus questions. It became apparent that there were many similarities across jurisdictions, with some minor variations depending on individual contexts.

5.1 What effective structures have been initiated and implemented to enhance   the quality and effectiveness of the leadership in special education settings?
It was evident that the constraints of “management” often became a barrier or hindrance to allowing effective leaders to lead. It was noticed in several jurisdictions that the appointment of office or administration managers enabled the leader of the school greater time to pursue educational priorities rather than allocating excessive time and energy to administrative type tasks.
Some special schools had appointed managers to undertake a range of roles including occupational health and safety, assets management and maintenance, training, finance and human resources (including oversight of staff improvement programs). Some of these managers were encouraged to outsource or obtain related funding so that the cost to the school was minimised or absorbed by other revenue raising roles by assisting other schools or organisations. 
Leaders were energised and empowered to pursue their core business of teaching and learning and the adoption of a business type model was also evident in ensuring that effective reporting to a board minimised the involvement of the leader in administrative type tasks or meetings.

The status of the office manager was much higher than our School Administration Manager with a range of appropriate courses or credentials available and an appropriate salary to match the requirement of the position.
Some special schools had become very effective and providing relevant ‘in house’ or external courses for a range of groups including teachers, teaching assistants, therapist, parents, caregivers and respite workers and these courses shared the expertise developed within the special school. The outsourcing to other schools, local authorities or even internationally, generated valuable funds which schools then reinvested in the purchase of significant equipment including school buses, capital works, therapy equipment, technology or ongoing professional development for their own staff. 

In the United Kingdom an outreach model has been developed enabling experienced staff in a special school to visit students and staff in more remote areas to offer support and training. Students, particularly in rural or remote settings, were able to be visited by individuals or teams on a consultancy basis and resources and program requirements developed. The development of an in-house team of special education teachers provided a platform for staff development and leadership building and nurtured teachers and middle executive alike. This model also developed funding for the school to sustain the team and/or further develop the expertise of the whole staff of that school.

5.2 What effective structures have been initiated and implemented to enhance the quality and effectiveness of succession planning for aspiring leaders and teacher – leaders in special education settings?

It was evident that many jurisdictions were experiencing a shortage of quality executive and principal applicants. Numerous reasons were offered for this. Recurrent comments included the increased demands of the leadership role, particularly in the special education context where there was a need to cater to cater to a very broad range of disabilities within the one school setting including fragile and chronic health related issues and the more demanding behaviour of conduct disordered students.
There was an increasing reluctance for suitable teachers to take on leadership in higher positions. Teachers’ reasons for not taking on extra responsibilities included the demands of the role, a marginal increase in salary and a desire among teachers for more balance between life and work.

There were, however, examples of jurisdictions where a very proactive approach to the identification of suitable teachers in their early years of development and the deliberate fostering of teacher’s talents and expertise in order to fast track their professional development. In the New South Wales Department of Education and Communities the onus and pace of professional development is often left to the initiative of the individual staff member but with the increasing need for better qualified and adequately trained and experienced staff, a more proactive role should be encouraged. This needs to be associated with the provision of suitable courses and modes of delivery – face to face, online, small group and within school mentoring.

Several national centres, some with associated residential facilities, were visited during the course of this fellowship. The National College for School Leadership, Nottingham, United Kingdom is a world renowned centre and a driving force behind the professional development of teachers in England. The Regional Training Unit in Belfast (without residential facilities) also adopts many of the initiatives and programs from the National College for School Leadership as well as adjusting for the context of the Northern Ireland setting. The National institute of Special Education in Japan provides numerous professional development courses as well as one year residential opportunities for executive teachers to undertake research projects in the field of special education within a residential setting adjoining the Institute.

Unfortunately, due to the economic constraints that many countries are currently facing, the luxury and indeed long term existence of such centres is under review as budgets are being reduced. The provision of such centres provides a real focus and concentration of expertise and resources and this has a significant impact on professional development, especially in the area of leadership. In smaller geographical areas where these centres have been developed, access is much more practical but the replication in the Australian or indeed New South Wales context would be more problematic. However, with the move towards a National Curriculum and National Standards for both teachers and principals the development of such a centre, in due course, could be an interesting and positive initiative.
In two jurisdictions visited, there is a very rigorous screening process in relation to those in executive positions applying to undertake the compulsory course leading to appointment as a principal. In both the United Kingdom and New York City only 60 per cent of applicants are successful at completing the course. The application process in both jurisdictions involves a self or readiness audit, series of panel interviews, group discussions, role play and documentary evidence to determine such aspects as initiative, enthusiasm, emotional intelligence and competency. If selected this merely entitles the applicant to undertake the one year course with subsequent applicants being culled for failing to meet required standards.

Despite the inherent shortfall of executive staff prepared to take on the role of principal, the United Kingdom will not grant positions if unsuitable candidates apply. In recent years the rate for readvertising principals’ positions has been approximately 40 per cent. In 2009 the rate for re-advertisement special education principals was as high as 67 per cent indicating the setting of high standards to be met despite applicants having undertaken the process outlined in the above paragraph.
During interviews with executive and principals, in all countries visited, by far the most effective form of professional development was the use of strong mentoring, shadowing programs and the opportunity to take on periods of relieving duties. These forms of leadership development enable teachers and executive to apply theoretical knowledge in practical situations. 

Several very good courses such as “Leading from the Middle”, “Outstanding Teachers Program”, “Local Leaders of Education Programme” and “National Professional Qualifications in Headship” have been developed by the National College of School Leadership in the United Kingdom to target aspiring executive who may be considering taking on an eventual principal position.

5.3 What system-wide professional development policies and practices exist to demonstrate a strategic, co-ordinated, targeted and inclusive model?

In the United Kingdom there appears to be one of the best system-wide approaches to professional development with a comprehensive range of courses available to support staff, business managers, teachers, executive and principals. A large number of programs, using a range of delivery styles, to suit the needs of adult learners, are available as well as online resources to meet the needs of local and international participants. The development of monthly online professional development exchange sessions have proven to be an effective way for leaders and aspiring leaders to obtain concise information, share ideas and develop e-learning contacts. An analysis of questions raised or suggestions by members to the National College via its web services assists in tailoring specific programs to support current trends, issues or need for specific content or topics. In 2010 approximately 4,500 questions or issues were raised via the online facilities with an average of three responses to each question. 
One successful initiative in the United Kingdom was the offering of a range of courses during the last few weeks of the summer break, usually in university facilities. This allowed attendance by significant numbers of staff without the consequent replacement cost of staff as well as utilising facilities, such as technology labs, conference halls, dining and residential facilities otherwise being unused.
Unfortunately there was evidence in other jurisdictions that leadership programs and associated staff were being reduced or cut in order to save funding in a time when there is increasing demand for quality executive and principals to fill the imminent international void in the coming years when significant numbers of staff retire. 
In the United States of America and Canada there is a more localised or provincial approach to leadership development with uncertainty amongst those interviewed as to programs outside their immediate jurisdiction. There was evidence of ad hoc responses to leadership development and also a trend for leadership programs or directorates experiencing significant funding restrictions as the education budget came under closer scrutiny. In some jurisdictions a major hindrance to effective communication was the lack of common technology platforms or software programs which greatly restricted the capacity of individual schools or localities to share, or access information from other sources within their own education department. 
5.4 How has technology contributed to the sharing of leadership and teacher expertise across educational settings, and those in isolated or segregated settings?

Generally teachers and executive staff in countries visited and New South Wales have embraced technology and we are entering an era where most staff have a basic understanding and are competent at utilising technology, especially in relation to leadership development.

There is a definite shift towards a range of online learning options including webinars (online, real time web seminars), podcasts and online learning modules. In Canada there is an indication that the success and take-up rate of online professional development is at the expense of conference attendance. It was indicated that executive staff and principals are more likely to commit to a 60–90 minute online course from their office or home rather than travel to a conference where the presentations do not always meet the specific needs of either the beginning executive or experienced principal. The concept of a conference being ‘all things to all people’ is being challenged by the success of online learning options as well as the significant cost of travel, relief staff and venue hire in a time when many education and school budgets are under review. Sponsorship of conferences was seen as another factor as businesses restricted their support which then contributed to the eventual cost of a course or conference to participants.
In many jurisdictions, a high priority for leadership development was in the area of legal issues and in particular the area of discrimination in relation to disabilities. If executive staff and principals are better equipped to accommodate the learning needs of students with disabilities, with appropriate educational placement, then the subsequent need for costly litigation is significantly reduced. Some jurisdictions invest significant amounts in appropriate training in order to better equip staff in this area of leadership development. 
The relative low cost of laptop and tablet technology means that accessibility for staff is much higher. The introduction of I pads for most staff, including support staff, in special education settings in New York, was proving to be a very effective means of data collection, professional development and the portability and ease of use has been very positive amongst staff. 
6. Implications for leadership
A widespread and concise study such as that undertaken may not in itself be a definitive one in respect to the complexities of all aspects of effective leadership, especially in a special education context.

However a number of implications became relevant as the study progressed from within countries and between countries visited:
· Leaders need to be freed from and understand the constraints of administration verses authentic leadership.

· All levels of the profession need to take greater control and avail themselves of the vast array of professional development and leadership opportunities that are available to them, through the excellent resources of our own New South Wales Department of Education and Communities Professional Learning and Leadership Development Directorate, interstate and international professional organisations and the variety of online learning opportunities available.

· Online learning and interaction with colleagues is going to become the preferred learning style of many staff as their technical skills improve, technological advances and investment increases and the costs of conference or course attendance becomes more prohibitive.

· The early identification and encouragement of talented staff will assist in the inherent undersupply of inadequately prepared and qualified staff to step into leadership opportunities and roles as they quickly become available in the foreseeable future. 
7. Recommendations 
That the Federal government:

· Consider the development of a national school leadership centre to assist individual states and jurisdictions embrace and coordinate leadership strategies, resources and programs in line with the development of national standards for teachers, principals and the Australian Curriculum.
That the New South Wales Department of Education and Communities:

· Raise the profile and status of school administration managers and have greater freedom in the appointment of administration staff in order for the principal to have a greater influence and input into leading the school in regards to leadership, curriculum and student engagement.

· Provide a greater range of courses and skill development for school administration managers to enable an improved career path and more entrepreneurial approach to school administration to be achieved.

· Identify and nurture talented teachers and executive, provide encouragement and resources in order to create a pool of enthusiastic and competent staff who are willing and prepared to step into leadership roles when an increasing number of leadership position become available in the short to mid-term future.
· Assist Schools for Specific Purposes to develop a more resource-based or outreach model of leadership in order to spread the expertise of their staff to others teachers working in units or isolated special classes in regular schools and to teachers supporting students with disabilities in regular classes.

· Enable Schools for Specific Purposes to attract or develop staff, above establishment, in order to develop special education specific professional development courses, resources, online learning opportunities which will provide both within-school and outreach professional development for staff. 

· Encourage greater use of our existing technology and video conferencing facilities that are already installed in most Department establishments, so professional development opportunities are undertaken, especially where staff are working in more isolated settings across the state.
· Develop online seminars (webinars or web ex) that will allow all staff to obtain the necessary and relevant leadership knowledge, establish online partners and networks and provide the opportunity to put theory into practice in the workplace.
· Provide more information about discrimination and Commonwealth Disability Standards to develop staff skills and confidence in these areas. This would ensure more effective programing and placement of students in suitable settings, as well as develop educational leaders better equipped to deal with any legal challenges which is becoming a more significant issue for some principals.
· Increase mentoring opportunities, for all staff as this form of professional development was shown to be extremely powerful and effective amongst participants interviewed during the research study.

· Foster networks amongst groups with common needs as these groups are found to be one of the first sources of support or professional contact particularly in relation to incidental or short term support mechanisms.
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