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New Metaphors for leadership in schools


Laying the Foundations to Realise Potential

Mel Phillips, Director, Professional Performance Australia
Previously Principal of large government secondary schools in Queensland for 13 years
Abstract:
Schools are increasingly multifaceted professional organisations.  

School leaders frequently acknowledge being recruited from classrooms where they were excellent practitioners into leadership positions that now combine the complexities of schools striving to improve with ever increasing system demands.  These leaders are now required to manage small to medium sized business organisations, meet the demands of an employer (whether government or non government) for the implementation of its policies and vision, and concurrently lead a future focussed organisation.  

They clearly identify gaps in management competencies (e.g. project management and change facilitation).  They also identify gaps in leadership capabilities, (e.g. people skills, strategic and motivational skills) and the demands these gaps place on their available time to focus on leadership needs that go beyond just being a good administrator.

“Outcomes Focused Leadership” is a leadership and management development program that provides excellent foundations in areas that leaders need, integrated into a strategic process of team and leadership development strongly founded in worldwide research.

Target Audience:


Those interested in growing capable leaders in their schools.
During the next 45 minutes you will be hearing from someone who is no longer a principal, but one who interacts extensively with school leaders and especially, aspiring leaders and those in the early phases of their leadership.
I thrived on creativity and innovation, challenging myself and actively encouraging teams.  At various times I successfully suggested the implementation of Work Experience programs (Roma High, a small country high school was in the first 3 to trial it); established Queensland’s first late partial language immersion program (with the “Benowa Model” used as the basis for developing similar programs in a range of other languages); made a range of innovative suggestions that were rejected by officialdom, finally bypassing them to propose Full Fee Paying students be admitted to Queensland government schools.  The program provides participating schools with up to $300 000 per year and has grown into Education Queensland International, an export industry that nets Queensland’s Education Department almost $20 million per year.

As a principal, I had enjoyed a smorgasbord of leadership and team development experiences.  I saw the value of Myers Briggs Type Indicators® but did not feel comfortable with the nomenclature.  
I trained as a Job Evaluator in Cullen Egan Dell, considering complexity, organisational and intellectual factors in benchmarking school principals’ positions across the state to determine a new salary structure.  
As an original team member in the process of re-banding principals’ positions state-wide in Queensland, I interviewed a large number of principals, primary, special and secondary in their schools in many locations across the state, gaining insights into the challenges leaders faced.  
I trained as an assessor and director of Career Assessment Centres.  These Centres provided evidence for panels in the recruitment and selection process, providing detailed evidence of competencies demonstrated that were relevant to their future performance in the largest and most complex government schools.  Major skills were defined and constructed in a matrix with the many micro-skills that contributed to each.  
I enjoyed providing insights for newly appointed principals in induction programs and I believe that enjoyment has been a continuing motivator.  However, I did not have the insight at that stage to be able to see a framework, an overall plan for leadership.

I read constantly in the areas of leadership and management.  In 1978 I was introduced to the work of Sergiovanni and Carver
, and was entranced by their Eupsychian Principles of Management.  In there I saw many elements that I used instinctively, almost to the point where I felt that they had been looking over my shoulder at some of the ways that I operated.  My fascination with leadership had begun.  I did my best to consciously embed the 29 principles underpinning the Eupsychian Management Assumptions into the ways I worked, with and through people. 

A 30 year journey to where I am today had begun.  Back then, as a Deputy Principal and as a young Principal, I began to read prodigiously in the area.  Where information was lacking, as in influence and persuasion, negotiation and bargaining, I read works by successful sales people and people from unions and other seemingly unrelated fields.  I also subscribed to quality book summaries
, buying the books when I decided that the 20 minutes it took to read the summary showed it had potential for my personal style of leadership and offered possibilities for adapting proven (sometimes controversial) approaches to management and leadership, always with the twin goals of positively impacting on the quality of teaching in classrooms and the outcomes that young people needed for later life.
I “retired” from the principalship some 11 years ago.  After three months or so, I longed for professional interaction.  A recently retired primary colleague, John O’Donohue, a legend in Queensland Primary education, and I were invited to join an education consultancy.  We soon assumed a leading role in this, ultimately taking it over and becoming the sole partners.  We involved ourselves extensively in helping schools with accountability reviews and strategic and operational planning.  It was at that stage I realised the background that I had (a Commerce degree with majors in financial accounting, managerial accounting and business finance) provided me with valuable insights that many colleagues and ex-colleagues would have found useful in their roles as leaders and managers.

Working with aspiring leaders and helping them understand recruitment and selection methodology as a genre, I interacted with hundreds of school leaders in my workshops.  Almost without fail, these young leaders (and many more experienced leaders) craved information, advice and practical examples of management skills, the practice of leadership and “.. how you made it happen” – the tactics, strategies and tools that could be used, from someone who had “street cred”.  
They listened and absorbed because they saw someone who had been in their position, who like them, had no formal training in leadership and management, someone who had to learn by flying by the seat of his pants, observing what others did that worked, copying and improving, and also trying to avoid the disasters that had befallen others.  Learning on the job is effective, but it can also be problematic.  And it rarely leads to the development of a constructive personal leadership model.
I began to explain that management and leadership were different, that management was “Doing things right” while leadership was “Doing the right thing”, that one was operational and the other visionary.  The puzzle for young leaders was that the two apparently overlapped and the entire function was simply described as “Administration”.  I saw the overlap as being in the things that were done with teams and meetings to get things happening productively.  My ideas were developing, but I needed a clear model in my head as I am a very visual learner and teacher.
I continued interacting with leaders and aspiring leaders but expanded my professional involvement to work with Dr Elaine Roberts, Dr Heather Howard, the late Professor Rod Gerber and Mr Ian McKenzie.  Acceptance by industry and commerce required additional qualifications such as Cert. IV in Workplace Training and Assessment and a Diploma of Business (Frontline Management).  Exposure to leadership and team development in environments outside education led me towards additional skilling in these areas.  
As a professional teacher and principal, I was surprised at the gaps in my knowledge and skills that were revealed when I proceeded to gain my industry-recognised qualifications, the Cert. IV TAA and the Diploma of Business (Frontline Management).  I structured a management development model in partnership with Dr Roberts (V2R – Vision To Reality) that used the Diploma of Business and a Certificate III or IV in Project Management as the vehicle for providing management skills.  This did not gain acceptance, I believe partly because of the industry based background to the qualifications, partly because leaders ‘did not know what they did not know’, and partly because the “extra hoops to jump through” were in a context that was not as focused on developing leaders as is the case now.
I see today’s climate as one where leaders are increasingly taking responsibility for the identification, nurturing and development of leaders from within the ranks of their staff.  If they are not doing that, then I believe they are derelict in their duties to the students of tomorrow.  The visionary leader sees leadership development, planned succession and constant growth of the quality of leadership in the school as a core activity.

I involved myself in the Team Management Systems® models for a number of reasons.  They are an Australian product.  They have now been used in more than 160 countries world wide with research data gathered from them.  They are considered reliable by some of Australia’s largest companies and they provide an integrated approach to the major aspects of personal, professional, leadership and team development.  I gained accreditation as a facilitator in their Team Management Profile (a psychological-sociological, work preference model), the Leadership Linking Skills Profile (a tri-level 360º model based on task, people and executive leadership skills), the Strategic Team and Leadership Development Profile (a model based on addressing challenges in eight major team and leadership issue areas) and Dr Charles Margerison’s Communication & Problem Solving At Work Resource.  This latter uses a dynamic that moves from a problem focus to a solution focus using discussion and decision making skills.  I have used it with primary and secondary teachers, Department Heads, team leaders, Deputy Principals and Principals.
But still I did not see a cohesive model.

A client who had shifted employment from government education to another government department contacted me and asked what I could do for her in her new leadership role, in the area of “Solution Focused Leadership”.  It was a request that generated an “A-Ha” moment.  Finally, I realised that I did have a cohesive model.  However, as a teacher, I was not focused on solutions as she suggested, but on outcomes, impacts on teachers and students that achieved our educational goals for the young people we work for and with.
After 30 years of conscious and sub-conscious development, “Outcomes Focused Leadership” was born.  I could now “see” a picture of how management competencies, leadership capabilities and the tactics, tools and strategies that were common to both fitted together.  The “A-Ha” was the realisation that the cognitive tools we use with knowledge workers, that both managers and leaders use, are the unifying, integrating medium between management and leadership.  I now saw that management and leadership were separate functions, with a third area, cognitive tools (or “thinklets”
), providing an overlap that we use in the two differing functions.  (See Figure 1 below).

	Outcomes Focused Leadership Model – Basic Framework

	Management Foundations
	Leadership Foundations

	Operational functions, competence based, that relate to ensuring human, physical and financial resources are applied as effectively as possible in the most timely possible manner to optimise the delivery of resources to teachers and students in classrooms.
	MindSights®

Cognitive Tools
	Strategic, futures-oriented, motivational functions, capability based, that relate to positioning the organisation and its resources to best meet the leader’s synthesised view of the future needs of schooling to best achieve educational needs of students in the 21st Century.

	
	Tools and templates that enable effective implementation of decisions and operational plans
	Productive team meeting processes and facilitating questions that lead to quality decisions and development of strategic plans.
	


Figure 1: Outcomes Focused Leadership Model
As structured, the model uses Action Learning through a project management approach to formally develop management competencies while at the same time opening leaders’ vision to that most important concept, achievement of students’ holistic and learning outcomes is first achieved with and through people.  Teaching and technical curriculum expertise are seen as sub-issues for later introduction. 

Having the model conceptualised and then using it as the foundation for developing leaders required additional consideration.  I weighed up a range of options, including direct training.  I reflected on what had been most effective for me and decided that learning on the job was the best approach.  For a number of reasons, I selected Action Learning as the most appropriate development model:
a. Learning on the job is highly effective and as it provides better understanding of the individual’s learning processes, contributes to more effective learning
b. It is extremely relevant, combining skill development with knowledge acquisition
c. It eliminates time wasted in frustrating activities that take the student away from important tasks in the work place
d. The students control their learning, developing increased confidence in the learning process
e. It is challenging and thus, motivational and takes place in a climate of support.

I reasoned that the most pressing managerial tasks, and those for which teachers are not trained at all, would be most productive in motivating skill acquisition to get these tasks completed as efficiently as possible.  I planned a series of 5 projects, sequenced on the basis of activities that face a new leader, with highest levels of urgency and concern addressed at the start.  While changes to the order in which projects will be completed is possible (depending on issues such as the time of the school year when the course is entered into, the projected projects and their order of introduction are:

Project 1:
Initial skilling in Project Management.  Introduction to the MindSights® support tools and skilling in their use.  Then, apply these skills to developing and managing operational, budget and financial plans.
Project 2:
Managing people, developing effective workplace relationships and building high performance teams.
Project 3:
Managing personal work priorities, managing professional development and developing a workplace learning environment.
Project 4:
Facilitating continuous improvement and managing quality client service.
Project 5:
Managing risk and ensuring a safe, environmentally responsible workplace.
The formal  basis for knowledge of management processes and skill development in these five projects is the Diploma of Management, a qualification in the Australian Quality Training Framework (AQTF), that is nationally recognised across commerce and industry.  We selected an AQTF qualification because it permits career flexibility.  It is a qualification that can be used outside the education sector.  Those who hold it can move more easily into positions in commerce and industry, whether in training and development or in management or executive positions.
However, comparative analysis of the competencies required in the managerial tasks involved in the Action Learning approach in the five projects revealed that completing the minimum eight units required for the qualification would not provide the coverage needed.  We made a conscious decision to increase the number of units required for our program and as well, include additional relevant elements from other AQTF programs.  Achievement in those units not required for the diploma will be recognised by formal statements of attainment through our Registered Training Organisation partner.

The elements chosen can be completed at three levels, Certificate III, Certificate IV and Diploma, depending on the complexity and depth of evidence provided.  This opens up the opportunity for a school or college to nominate program participants at various stages of development and authority / responsibility levels.  As participants grow into the process, the level of depth and breadth of evidence / assessment material provided will determine the level of attainment being achieved.  Flexibility in the program will permit feedback to participants that will enable them to understand what extra evidence would need to be provided to reach the higher qualification.
The units in our Management Foundations program are listed project by project in Figure 2 below.

	Diploma of Management (Part of Management Foundations program)
(8 units required for diploma.  Note that all 11 are to be completed in our program, plus elements of 3 units from Frontline Management – 14 in all)

	BSB Unit Code
	Unit Title
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Project 1 - Developing and managing operational, budget and financial plans

	PMG510A
	Manage Projects (as basis of completing projects, rather than for assessment) – used throughout 5 projects

	MGT515A
	Manage operational plan

	FIM501A
	Manage budgets and financial plans within the work team

	

	Project 2 - Managing people, developing effective workplace relationships and building high performance teams.

	MGT502B
	Manage people

	WOR502A
	Ensure team effectiveness (PLUS include “Manage effective workplace relationships” within the project)

	

	Project 3 - Managing personal work priorities, managing professional development and developing a workplace learning environment.

	LED501A
	Develop a workplace learning environment

	WOR501A
	Manage personal work priorities and professional

development

	

	Project 4 - Facilitating continuous improvement and managing quality client service.

	MGT516A
	Facilitate continuous improvement ( PLUS include “Facilitate and capitalise on change and innovation” within the project)

	CUS501A
	Manage quality customer service

	

	Project 5 - Managing risk and ensuring a safe, environmentally responsible workplace.

	MGT505A
	Ensure a safe workplace ( PLUS include “Implement and Monitor Environmental Policies” (old CMN413A) within the project)

	RSK501A
	Manage Risk


Figure 2: Sequenced units for Management Foundations program
Additional “Soft Skills” Support

Students in the Management Foundations program are further supported by being given free access to Professional performance Australia’s extensive catalogue of workshops.  These provide theoretical understanding and direction towards activities that enhance skilling in a series of specific areas.  These are seen below in Figure 3.

	Leadership & The Organisation
	Leadership & Management
	Leadership & ‘People Issues’

	1. The Excellent Organisation

2. Benchmarking

3. Business Process Re-engineering

4. Change Management

5. Leadership

6. Leadership & Delegation

7. Leadership & Influence

8. Client Relationship Management

9. Introduction to Strategic Management

10. Organisational Behaviour

11. Organisational Culture

12. Organisational Issues

13. Organisational Structure

14. Strategic Management & Measurement

15. Strategy, Leadership & Culture

16. Competencies and the Organisation

17. Human Resource Management - Recruitment

18. Human Resource Management

19. Project Management

20. Marketing

21. The Work Organisation


	1. Coaching/Mentoring

2. Complaint Handling

3. Creative Problem Solving

4. Employee Absenteeism

5. Employee Motivation

6. Facilitation Skills

7. Job Analysis

8. Job Design

9. 360 Degree Feedback

10. Managing Conflict

11. Negotiation Skills

12. Performance Appraisal

13. Quality Management Systems

14. Strategic Decision Making

15. Stress Management

16. The New Change Leader

17. The New Manager

18. Learning / Training Needs Analysis - A Practical Guide


	1. Auditing

2. Effective Complaints Handling

3. Effective Meetings

4. Effective Team Working

5. Enterprise Dynamics

6. Group Dynamics

7. Interpersonal Skills

8. Interviewing Skills

9. The Client Driven Organisation

10. Personal Productivity

11. Presentation Skills

12. Selling Services

13. Technical Report Writing

14. Time Management



	Figure 3 : “Soft Skills” Learning Areas – Workshop Titles

	These programs retail for $250.  Where recommended as part of the readings for “Outcomes Focused Leadership” these are provided free, as part of the program.  It is estimated that 8 to 10 titles will be used, representing included value of $2000 - $2500.


Full details of the management Foundations section of the program are at http://www.managementfoundations.net/.  Content in individual soft skills programs can be accessed at: http://www.willdo.com.au/html/learning_titles.html, or download a catalogue of these at http://www.willdo.com.au/html/Training_Titles_Catalogue.doc. 
Linking Leadership and Management:  Tools for Knowledge Workers
I discovered the MindSights® MS Word application and recognised its value for educational leaders and managers.  It was developed by software author, Dennis J Heindl of Greendale, WI, USA.  He developed the concept, Facilitated Thinking and applied it in great depth in his MindSights® application.
Heindl’s Concept of Facilitated Thinking Environments (FTEs). 

Facilitated Thinking is a process that improves knowledge-worker thinking productivity in similar ways that the invention of the assembly line improved manual-worker labour productivity. With a just-in-time approach, a Facilitated Thinking Environment delivers within a precise thought process the right questions to ask, the correct thinking tools to use, and critical thinking methods to enhance personal or team thinking performance.

Just as the manual-worker’s productivity depends on using the right physical tools, thought-workers need the right cognitive tools.  Employing the right cognitive tools for knowledge-workers requires tools that enhance awareness, promote new methods of thinking, speed the thought process and response time, and get results in terms of predictable actions.

Within the MindSights®, Facilitated Thinking Environment structure, Heindl recognised the need for “the right … cognitive tools”.  For these, he used the term, “Thinklets”.Heindl describes them this way:

What are Thinklets? Thinklets are cognitive tools that enhance natural human thinking effectiveness. In its purest sense a Thinklet can be as simple as “asking the perfect question at the perfect time.”  Or, a Thinklet may provide small bursts of thinking stimuli (expert “facilitation” questions) embedded in traditional thinking techniques, templates and worksheets.

Thinklets function by emulating how skilled consultants, facilitators or professors provide intellectual guidance. Like a human consultant, thinklets deliver advice by asking the right questions, recommending the right tools to use, and offering successful methods and insights … all within a precise thought process.
We all recognise the importance of developing critical thinking skills in our students.  I recognised in this application the opportunity of using it to develop critical thinking skills in leaders, as well as provide valuable tools for leadership and management functions.  I visited Dennis Heindl in Greendale, WI, in November 2007.  We fine-tuned the structure a little to highlight the already well-structured higher order thinking processes and their overall effect on critical thinking.  The work we did follows:

The MindSights™ Approach: Critical Thinking and Leaders

Critical Thinking is a process that takes an individual (whether in life or work context) from a situation with a problem focus through an intellectually rigorous, triggered series of steps to a conclusion representing a solution focus.  (This is modelled in the Productive Thinking Platform diagram, below), in Figure 4.
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Figure 4: Critical Thinking in Management and Leadership Processes
The problem focus could be where an activity currently engaged in is not as productive as desired.  The conclusion could be the desired solution, an improved “top line” (increased people productivity, as opposed to “bottom line” achieved through cutting costs of production).

The Productive Thinking Platform (above), models the steps and triggers involved in the critical thinking process.  Dennis Heindl, in his “MindSights” software, provides the foundation for guiding leaders through every step in the process of facilitating critical thinking.  Heindl’s seven steps, essentially higher order thinking processes that contribute to the overall leadership critical thinking model, are described below.

1. The ‘problematic’ Productive Activity at the base works, but not as well as desired.  This creates a need in the thinker for more data, usually across a range of areas.
2. This need triggers action in the next step up the pyramid, (Purpose for Thinking), considering what needs to be done and the action areas and processes that may be involved.  Heindl has identified 11 major causes for thinking. (See table below (Figure 5), from his soon to be published book, “Time to Think”).

	Thinking: Purpose and Processes 

	Thinking Purposes
	Description

	Information Acquisition
	Acquire “constantly changing” information to perform work assignments.

	Knowledge Discovery
	Perform scientific research and experiment to discover previously unknown knowledge.

	Resolve Conflict
	Resolve problems, issues, opportunities, or answer questions.

	Manage Complexity
	Manage complex systems and operations.

	Develop something NEW
	Develop new products, services and processes.

	Make something BETTER
	Continually improve upon existing products, services and processes.

	Prepare for the FUTURE
	Set goals and plan for anticipated future conditions.

	Restore something to PAST
	Return something to a past, prior or standard condition.

	Choose an Alternative
	Ask the right questions to make correct conclusions and decisions.

	Teamwork
	Communicate and build relationships to get work done.


Figure 5: Thinking Purpose and Processes (Dennis J Heindl)
The ‘Basic Reason’, or Purpose for Thinking then provides the thinker with the next trigger, the reason to use an appropriate thinking process.

3. With the appropriate Thinking Framework chosen, the thinker makes the decision (trigger for the next step) to engage in a focused higher order thinking process (Figure 6, column 2, below).
	Thinking: Purpose and Processes 

	Basic Reasons for Thinking
	Thinking Frameworks

(Higher Order Thinking Processes)

	1. Acquire information / knowledge
	Contextual thinking process

	2. Discover new knowledge 
	Scientific process

	3. Resolve conflict /manage change 
	Problem solving

	4. Develop something NEW 
	Creative thinking process

	5. Make something BETTER 
	Improvement process

	6. Set and attain goal 
	Planning process

	7. Forecast and prepare for FUTURE 
	Futures Thinking process

	8. Restore a PAST condition 
	Root cause analysis 

	9. Manage complexity 
	Systems thinking process

	10. Choose among alternatives 
	Decision Making process

	11. Take Action 
	Implementation process 


Figure 6: Thinking Frameworks (Dennis J Heindl)

4. The next step, Thinking Tasks, recognises that the tasks or activities involved in developing something new (a creative thinking process) will differ from the way the thinker will approach making an existing situation better (an improvement process, often using a strategic cycle of continuous quality improvement).  The thinker now begins to plan, triggering the next step, selecting the activities to use and ‘tools’ to use.
Heindl has identified nine Thinking Task areas (bold type, below).

a. Observe and become aware of problems & opportunities

b. Define and describe the problem or situation.

c. Analyze and understand the details.

d. Create and innovate something new or different

e. Systems Think the whole problem or situation

f. Tap into Subconscious thinking

g. Decision making tools

h. Project management tools

i. Team thinking tools
The identification of a task area and the challenge of planning for the achievement of a solution then triggers the need for ‘tools’ to use in that task.

5. Each of the task areas (Figure 7, below) requires the thinker to select an appropriate tool (or tools) to use in meetings or workshops with team members.  For example, in the “Analyze-It” area, most will be familiar with the SWOT process (Strengths, Weaknesses, Opportunities, Threats) used to help understand the range of issues involved in a situation.
Heindl has described these as “Cognitive Tools”, those tools used by people who work with knowledge.  Compare “cognitive tools” with tools used in manufacturing processes, where for example workers have over 100 different types of pliers to select from (physical tools).

	Observe-It

Use these tools to promote awareness of opportunities or prevent problems from arising.
	Define-It

Tools for gathering, filtering and organizing data into useful relevant information.

	Analyze-It

An array of tools to achieve a detailed understanding of any problem or situation.
	Create-It

Tools that promote the same core qualities of creative action that creative geniuses follow.

	Systems Thinking

These tools look at the broader context in which the problem resides and helps determine the points at which change can have the greatest impact.
	Subconscious Thinking

Tools to tap into a vast reservoir of knowledge and creativity you did not know you had.

	Decide-It

Gives a better chance for making the right decision with a variety of quantitative, qualitative, group and intuitive decision-making tools.
	Manage-It

Achieve project objectives: quality, on time, and within budget with these tools.



	Team Thinking

Tools to harness the collective intelligence and genius of teams.
	


Figure 7: Thinking Task Areas (Dennis J Heindl)

In the Cognitive Tools referred to above, Heindl has identified and collected approximately 140 tools for us as knowledge workers to use, each with reasons for use, instructions and a template to follow.

An example of the range of ‘cognitive tools’ in each task area is in the table below (Figure 8):

	Analyze-It

An array of tools to achieve a detailed understanding of any problem or situation. 

	1. SWOT Analysis   

2. Obstacle (Gap) Analysis  

3. Root Cause Analysis Questions


4. Deviation Analysis 


5. SWOT Jump Start Survey
6. STOP (Situation-Target-Obstacle-Proposal)

7. Cause & Effect (Fishbone) Diagram  

8. Why/Because Causal Chain

9. Practical Solution - Pros & Cons Analysis

10. Failure Mode and Effect Analysis (FMEA)

11. Run & Control Charts

12. Scatter Diagrams (Correlation Charts)

13. Histogram (Frequency) Chart

14. Data Presentation & Analysis


Figure 8: Example of an array of cognitive tools (or “thinklets”) – (Dennis J Heindl)

6. These tools help fine tune thought processes and build precision into the planning and implementation process, triggering the final phase, Productive Thinking, giving rise to planned Outputs and desired Outcomes (the effects wanted in our client base).
7. In this way, the “top line” has been contributed to, building productivity and importantly, team morale, through increased job satisfaction.  Heindl, in his “MindSights” software, provides the foundation for guiding leaders through every step in the process of facilitating critical thinking, together with comprehensive tools and templates.
Details concerning MindSights® can be accessed at: http://www.willdo.com.au/html/mindsights.html. 
Building Leadership Capacity 
First, I researched and conceptualised the outcomes I believed were desirable in leaders focused towards 21st Century schooling and outcomes.  These finally emerged as:
Planned Leadership Outcomes

1. Model leadership as an influencing process, with the educational leader developing and harnessing the combined capabilities of students, staff, parents and community in management processes focused on quality student outcomes.

2. Model transformational leadership as a strategic process using depth of understanding of people (students, staff and parents), astute communication and problem solving skills.

3. Model a range of effective recognised leadership styles and purposes with capabilities empowering people as better managers and future leaders through the competencies they need for the preferred tasks in which they have been coached and mentored.

4. Model ‘professional disengagement’ from directing school transformation by using constructive engagement through Student, Staff, Parent and Community Voice as the empowering force for progress towards achieving the new imaginary in education, networked and inter-connectedness that replaces the obsolescent schooling structures that we have in place.

5. With knowledge and experience of developing and implementing transformational projects in a context of organisational resource and community challenges, formulate a personal philosophy of life and professional philosophy of education, personal and professional mission, goals, career and life plans.

The next stage in the concept building process was to structure desirable capability areas.  ACEL is planning to structure a set of Key Capabilities that will allow us to see within it the key capabilities of all education authorities in the country.  I believe it has based its work on the key capabilities of the Australasian Fire Authorities Council.  This is indeed an illuminating document to read, providing enormous insights of the development of skills, competencies and capabilities of leaders at all stages of their development.  While I plan to adopt the final version of ACEL’s key capabilities, I structured development of our program around the Australasian Fire Authorities Council materials.  I reproduce here my adaptation of their Executive Capabilities in Figure 8 below:
KEY CAPABILITIES

Executive Level:

Develops vision and strategic direction and leads implementation of organisational objectives.
The Executive Level leader will demonstrate leadership in each of the seven Key Capability Areas.  Leadership of and through:

· Self

· Influence

· Ethics

· Relationships

· Strategy

· People and

· Results

These are seen in Figure 9 below.

Key Capabilities – Executive Level
	SELF

	Develops personal attributes and skills to enhance performance.
	· Self Awareness:
Understands own strengths, weaknesses and motivations.

· Lifelong Learning:
Seeks to extend knowledge, skills and experience.

· Resilience:
Adapts and has the capacity to overcome adversity. 

· Personal Courage:
Makes decisions; takes risks and accepts accountability. 




	INFLUENCE 

	Establishes organisational and group goals, directions and processes.
	· Purpose and Direction:
Articulates, communicates and drives achievement of defined goals. 

· Engagement:
Works collaboratively and establishes positive relationships. 

· Culture and Change:
Understands and Capitalizes on the dynamics of organisational change to create positive outcomes. 




	ETHICS 

	Models ethical behaviour and practices.
	· Governance and Compliance:
Develops, implements and adheres to policy and procedures; understands the relative roles and functions within organisations. 

· Ethical Behaviour:
Behaviour and actions are open and transparent and is accountable for actions and outcomes. 




	RELATIONSHIPS 

	Builds sustainable internal and external relationships.
	· Community:
Represents the organisation positively with relevant communities. 

· Networks:
Establishes and maintains contacts which benefit individual work and organisational performance. 

· Political Acumen:
Is sensitive to context and anticipates how people may respond to issues. 

· Advocacy:
Promotes organisational vision and goals. 




	STRATEGY 

	Constructs a plan including options and priorities for achieving defined goals.
	· Strategic Thinking:
Perceives and conceptualises opportunities, possibilities and alternative courses of action. 

· Information and Opportunity:
Creates and maximises opportunity through communication and information. 

· Problem Solving and Judgement:
Uses sound judgement and is innovative and creative in approach and thinking. 

· Systems Thinking:
Maintains a whole of organisation view. 




	PEOPLE 

	Builds individual and team capability and performance.
	· Empowerment:
Enables others to develop and improve performance. 

· Diversity:
Recognises and values individual differences and manages conflict resolution. 

· Development:
Designs opportunities for the development of individual and team performance. 

· Performance:
Achieves, maintains and improves individual and team performance. 




	RESULTS 

	Achieves defined outcomes.
	· Client Focus:
Incorporates a focus on client needs within organisational objectives and systems. 

· Outcome Focus:
Achieves results by maintaining a focus on outcomes. 

· Capability and Responsiveness:
Ensures that capability is maintained for both current and future needs. 

· Expertise:
Identifies, acquires and uses knowledge and experience to achieve results. 




Figure 9: Key Capabilities – Executive Level (source: Australasian Fire Authorities Council)
Capacity Building Using Team Management Systems Resources
I have chosen the Team Management Systems’ and Dr Margerison’s resources because I believe that the primary goals for a leader are first, establish personal credibility and then, professional credibility.  With these established, other leadership and management functions are readily achieved.  The resources mentioned facilitate the leader’s development of capabilities

The developmental approach used here is to scaffold the project management approach being used in competence development in the Management Foundations (extended Dip Man program) onto three significant Team Management Systems models (Team Management Profile, Strategic Team and Leadership Development Profile and leadership Linking Skills Profile), and Dr Charles Margerison’ Communication & Problem Solving At Work resource.
The sequence and process used is in Figure 10 below:

	Leadership Capacity Enhancement Elements
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During last quarter of Project 1, administer Team Management Profile (Foundation for Understanding the “Who Are We?” element of High Energy Teams Team Development strategy)

Debrief and work for skill embedment in working with and through people.  (People-focused capability development in preparation for Project 2)

This is the only resource that is used as a profile first, that is then followed with debriefing.
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During the last quarter of Project 2, introduce 8 sets of issues/skills in High Energy Teams Team Development strategy.  Its use as a profile is deferred until the end of the program.  My rationale is to provide exposure to the range of skills involved, provide opportunities for practicing and embedding them before assessing their impact on fellow workers.
Expose participants to “Communication & Problem Solving At Work” resource (an online, interactive questionnaire).
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Use debriefing and skill building in “Communication & Problem Solving At Work” as capability development in preparation for Project 3).  In consultation with student, set a mutually agreed project for participants to build capabilities and skills across 2 different contexts.




	
Follow-up “Communication & Problem Solving At Work” skilling (an online, interactive questionnaire) - “Homework Project” (½ day)

During last quarter of Project 3, introduce 13 sets of issues/skills for Linking Leadership (the underpinning skill set at 3 levels (6-people, 5-task and 2-leader) in 360° model).  (Skill development in preparation for Project 4).  Although the Leadership Linking Skills resource is a tri-level, 360º profile model, I prefer to skill people first, then assess later to determine the effectiveness of the conscious approach to personal skill embedment.


	
Towards the end of Project 4, complete the Strategic Leadership and Team Development Profile (for assessment and gap identification).  Similarly for Leadership Linking Skills profile (360º).

Use a debriefing activity to determine actions required to develop identified areas for growth.



	
Towards the end of Project 5, if not already done in Project 4, complete the Strategic Leadership and Team Development Profile (for assessment and gap identification).  Similarly for Leadership Linking Skills profile (360º).

Use a debriefing activity to determine actions required to develop identified areas for growth.




Figure 10: Leadership Capacity Enhancement Elements
Ensuring Academic Rigour
I discussed the program outline with a senior principal, who suggested that what I had proposed merited consideration for post-graduate academic credit.  I took my draft outlines to Associate Professor Dorothy Andrews at the University of Southern Queensland.  She considered the program to be interesting, referred me to the CEO of the Australian Council for Educational Leaders (Ms Jenny Lewis) for further advice, and recommended that I develop unit outlines for a Post Graduate Certificate in Education that could be converted as credit towards a Masters degree in Education.  My hope is that a degree titled “Masters in Educational Leadership” may be possible.
I developed four units, all aimed at developing leaders with capabilities relevant to the 21st Century.

Unit 1: Leading Productive Teams

Unit 2: Strategic and Transformational Leadership

Unit 3: The Leader as Coach and Mentor

Unit 4: Leading to achieve a 21st Century Vision

Examiners with significant academic backgrounds will ensure appropriate rigour and standards.

Unit 1 Objectives
a. Demonstrate understanding that management (based on competencies) and leadership (based on capabilities) are overlapping processes with the intersection being cognitive tools and higher order thinking processes (critical thinking) that may be used to address current challenges (management) as well as facilitate innovation and growth of the school into a futures-oriented organization (eg, as in Hedley Beare’s ‘new imaginary’ pamphlet).

b. In a selected and approved project (or projects) model leadership as an ‘influenced team outputs’ process where team members want to work with, rather than for the leader. 

c. Demonstrate leadership capabilities (as opposed to administrative functioning) through understanding and implementing key team success factors to achieve a set of agreed professional goals, eg, being respected, held in high esteem because of factors such as personal and professional credibility, acting consistently with personal and professional values, student and staff focused rather than office bound, … (Note: Align with ACEL Leadership Framework)
Unit 2 Objectives

As outcomes of facilitating change, working with and through a team(s), demonstrate:

a. Understanding of eight major issues in a strategic process of developing highly effective teams:

i. Who are we?

ii. Where are we now?

iii. Where are we going?

iv. How will we get there?

v. What is expected of us?

vi. What support do we need?

vii. How effective are we?

viii. What recognition do we get?

b. High level capabilities in communication and problem solving in work contexts across seven key capability areas, identifying:

i. Purpose and Objectives of the task(s).

ii. Threats and Opportunities that emerge.

iii. Problems arising and the search for Solutions.

iv. Focus on Issues and Investigations using a “scientific” approach.

v. Assessment of Opinion and Evidence.

vi. The Discussions and Decisions.

vii. The Action and Learning arising.

Capabilities may be demonstrated across strategic, research, organizational or psychological aspects of interactions with team(s) and members of stakeholder groups.

c. Understanding of the psycho-social aspects of work preferences and working relationships for all stakeholder groups in the structuring of teams / working parties with role allocations reflecting members’ expertise and preferred role area, across four dimensions (the “RIDO” scales):

i. Relating:
How you (and other team members) relate to others. (Extrovert vs. Introvert).

ii. Information:
How you (and other team members) gather and use information.  (Practical vs. Creative).

iii. Decisions:
How you (and other team members) make decisions.  (Analytical vs. Beliefs).

iv. Organization:
How you (and other team members) organise yourself and others.  (Structured vs. Flexible).

Unit 3 Objectives

a. In a variety of contexts (eg, Problem Solving, Innovation & Performance Improvement, Planning, Leadership & Management), demonstrate executive leadership in each of seven Key Capability Areas.  Leadership of / through / by:

· Self

· Influence

· Ethics

· Relationships

· Strategy

· People

· Results

(Align with ACEL Leadership Framework)

b. Demonstrate the impact on teaching quality and student learning outcomes of developing the skills of coaches and mentors and embedding these professional practices in the organisation’s culture.

c. Use appropriate attitudinal measurement instruments to demonstrate effectiveness on empowerment from applying the skills underpinning the psycho-social, strategic team development and leadership linking skills tools used in your project-based learning.

Unit 4 Objectives

1. Demonstrate development of understanding of effective leadership through growing the professional culture of the organisation, evidenced by identified leaders themselves modelling empowerment of self and others.

2. Constructive engagement through Stakeholders’ Voice:

Use empowerment of networks within the organisation’s stakeholder community and planned reduction in personal influencing (“professional disengagement”) to drive facilitation of futures-oriented change.

3. Formulate a personal philosophy of education and leadership framework aligned with authoritative contemporary frameworks that is demonstrated in action through changes facilitated and achieved in the organisation.

Summary
The Outcomes Focused Leadership program is a concept built on a foundation of 30 years successful experience in educational leadership.

It recognises that leaders usually come from classroom backgrounds.  Early phase leaders frequently indicate a desire for more formal knowledge and skill training in management, leadership and the tools that will enhance their capabilities in those areas.

Anecdotal comments about programs such as Masters degrees in Business Administration indicate the need for programs more relevant to the needs of educators.  Some leaders I have spoken with have stated they ceased those programs for reasons of relevance to their needs.

Outcomes Focused Leadership:

· Provides formal training in management (contextualised for educational organisations) using action learning to ensure utmost relevance.
· Provides a personal single user licence and detailed training in MindSights®, an encyclopaedic resource of management tools built on a foundation of higher order, critical thinking processes (a skills “supermarket”) to enable more effective planning and implementation.  These tools overlap management needs for operational planning and leadership capabilities for futures-oriented planning.

· Delivers an important outcome of study and capability development at this level.
Delivers the opportunity for students to be able to access current high quality industry researched models and apply these to educational contexts.

It provides an alternative.  There are many potential areas of study and workplace professional activity which offer significant opportunities for learning appropriate to postgraduate education studies, but are not currently available in prepared formal courses.  This course will enable students to undertake guided individual study of such an area or to gain credit recognition in their formal program of study, for appropriate demonstrated professional action learning.

The concept and the program excite me.  I am proud to present it to you and eagerly anticipate the opportunities it will provide for our first cohort and those who will follow.
Mel Phillips
Highly Effective








� ‘The New School Executive.  A Theory Of Administration’ – Thomas J Sergiovanni and Fred D Carver, (1973, Harper & Row


� Standford Management Institute (now inoperative).


� A term ‘invented’ by Dennis J Heindl, author of software application, “MindSights®”





Unleashing Potential:



“Laying the Foundations to Realise Potential”

©Mel Phillips

Professional Performance Australia


mel@willdo.com.au
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