Sustaining distributive leadership in learning and teaching: Cascade and perpetual effectiveness of the faculty scholar model

Background 
La Trobe University and Flinders University are contributing partners in the second stage of the “Distributive leadership for learning and teaching: Developing the faculty scholar model” project, led by the University of Wollongong (Lefoe, 2006). In the first stage (2006-2007), the project developed a distributive framework to enhance leadership skills for scholars in learning and teaching in two partner universities (Wollongong and Tasmania). In the second stage (2007-2008), the leadership framework is being further trialed and refined using a ‘cascade approach’, with the project leaders from the first stage universities mentoring the second stage universities through the implementation phase (Fullerton & Bailey, 2001; McKenzie et al, 2005). 

Lefoe (2006) found that the literature on leadership for learning and teaching in higher education indicates that current frameworks for leadership capacity building will not meet the changing needs of institutions in the future (Knight & Trowler, 2001, Taylor, 1999; Southwell et al., 2005) and that limited research and little consensus in terminology exists for the leadership model adopted in their project. Considering the range of terms in current use, Lefoe (2006) selected distributive leadership (with a focus on negotiated roles) (Bennett et al, 2003; Gronn, 2002; Knight & Trowler, 2001) since it implies a distribution of power within the sociocultural context of universities, and a sharing of knowledge, of practice and reflection through collegiality (Dinham, 2006; Knight& Trowler, 2001). This aligns with theoretical frameworks for building networks and communities of practice and situated learning theory, both of which underpin the Faculty Scholar model (Lave & Wenger, 1991, Wenger, 1999; Wenger, McDermott & Snyder, 2002). Flinders and La Trobe universities have developed a commitment to the faculty scholar model within a distributive leadership framework as a consequence of participation in the “Distributive leadership for learning and teaching: Developing the faculty scholar model” (Lefoe, 2006) project.
Although recognition of distributive leadership within the literature was variable in the past, greater clarity and understanding of the value of this style of leadership has emerged more recently.  Gronn (2002) explains distributive leadership as the product of conjoint activity where people work together in such a way that they pool their initiative or expertise. This notion is further elaborated by Zepke (2007) who sites Spillanne (2000) and supports his ascertion that ‘human knowledge and cognition are not confined to the individual but are distributed in the interactive webs of actors, artifacts and situations’ (p.303).  Zepke, goes on to describe the benefits of distributive leadership being more than collaborative practice but being the outcomes of people pooling together their skills and actions to achieve a common outcome or benefit.  West-Burnham (2004) identifies four key factors capable of being addressed in a distributive leadership framework: “building trust; redesigning jobs; changing organisational structures; and creating a learning culture” (p. 2). Harris (2004) also refers to the importance of the development of social cohesion and trust. The social benefits for organizations and for individuals were also identified in a large scale review conducted by Woods et al in 2004 and further elaborated in an article by Woods later that same year (Woods, 2004) where he outlines the dangers and the possible irrelevance of the single heroic leader and the possible benefits of ‘tapping into the ideas, creativity, skills and initiative of all or the majority of those in a group or organisaton’ (p.5).
This proposed project presents opportunities for addressing these factors in a collaborative and collegial environment that crosses multiple university boundaries. This proposal seeks funding for two distinct tasks: in 2009 to build on and develop the current 2007-8 project and further refine the model, and in 2010 to evaluate the leadership outcomes over all phases of the project and prepare a longitudinal report of the two iterations of the project.
Figure 1 provides a graphical representation of how the model will work.

Rationale and aims

The faculty scholar model developed and refined through the “Distributive leadership for learning and teaching: Developing the faculty scholar model” project (Lefoe, 2006) encourages multi-level capacity building in learning and teaching leadership, supporting an objective “to promote and support strategic change in higher education institutions for the enhancement of learning and teaching” (Carrick Institute, 2008) in universities. 
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Figure1: Implementation of the cascading Faculty Scholar Model  
Current evaluations indicate that the model uses a particularly powerful combination of guided peer support and an embedded dissemination process in each iteration, with 82% of the first (2007) scholars agreeing that participation in the project helped them to develop as leaders and recognition and networking within and across universities most frequently cited as contributing factors in their leadership development (Gunn, 2008).  The model engages and empowers motivated potential leaders, is now sustainable at UOW as it has iterated through several stages over 4 to 5 years and enjoys the support of executive leaders at the university. 

The 2008 cascade of the model’s implementation to include new partners introduced the model to Flinders and La Trobe universities. In 2009, a second phase at both universities, with simultaneous cascading to two new partner institutions, is deemed necessary to enhance sustainability of this faculty scholar model at these universities. This additional iteration and cascade will not only afford the 2008 scholars of both universities the possibility of experiencing a more complete distributive leadership experience, but presents the opportunity for extension of the model implemented through the 2007-8 project (Lefoe, 2006). This development will be informed by results from appropriate recent studies on leadership, such as Geoff Scott’s research with leaders in teaching and learning (Scott, 2008). For example, selection and training of new scholars may benefit from some refinement based on the experience gathered from the first project, especially from the first leadership scholars. Also experienced leadership scholars from the 2007 and 2008 cohorts will have the opportunity of peer mentoring novice leadership scholars in the cascade universities, enacting Scott’s ‘fellow traveler on the path’ finding and extending the learning and teaching leadership networks nationally. Further, evaluation of the effectiveness of the leadership scholar experience across the three scholar cohorts, from 2007-2009, may provide insight on the value of a one, two or three year engagement in a distributive leadership experience, for the individual and their institutions. 
We believe the development of leadership capacity in learning and teaching is essential if we are to improve student learning outcomes now and into the future. The distributive theoretical framework used in the initial project (Lefoe, 2006) provides opportunity for multi-level development of leadership capacity in learning and teaching and moves from a delegation model of leadership to a focus on the “developmental aspect in that [the participant] is encouraged and supported to take on a new role”, (Dinham, 2006). The cascade dissemination applied is based on the model used in the Effects Project in the UK (Fullerton & Bailey, 2001; McKenzie et al, 2005). The key focus of this project is to support the development of skills for leading systematic improvement in teaching and learning in a sustainable manner. 

The aims of our project are:

· To further trial and develop this sustainable leadership capacity building framework for teaching and learning incorporating knowledge and experience gained in 2007-8
· To evaluate the outcomes for leadership scholars from 2007-2009 in relation to leadership capacity building.
· To develop resources to support this framework that will be available and accessible to all institutions

Deliverables and Outcomes 

This project will:

a. Refine and further develop the framework that has been developed in the “Distributive leadership for learning and teaching: Developing the faculty scholar model” project (Lefoe, 2006) to support capacity building for leadership in higher education, and

b. Evaluate the outcomes for leadership scholars from 2007-2009 in relation to the development of leadership capacity to ascertain the appropriateness and sustainability of the model.

The Approach 

Phase 1 (2009): In this first phase, James Cook University and the University of Canberra will become cascade partners. These institutions will each identify three scholars to engage in the project, selected from academics with the potential to be change agents in learning and teaching within their faculties and institutions. Over the last two years the scholars’ individual faculty based initiatives have related to leading improvements in assessment practice and it is envisioned that this topic will continue through this iteration. 
 La Trobe and Flinders will also select three new leadership scholars, providing opportunity for establishing sustainable distributive leadership processes at these universities.  These 12 new scholars and 4 experienced scholars selected from the 2008 cohort will come together for a three day residential leadership program to develop relationships with the other institutions, to formulate and discuss the aspects of their assessment project, determine their action plan for the year, and to participate in leadership development. An (unfunded) invitation to this forum will also be extended to the new 2009 UOW scholars to enable dialogue and dissemination across the five institutions. Institutional support, including both financial (approx $12000 per scholar) and time commitment by senior academics (in strategic leadership mentoring), and cross-institutional support and collaboration between leadership scholars of the five universities will continue in line with the model that has developed through the 2007-8 project (Lefoe, 2006). However, some refinement of the distributive leadership framework will occur in this 2009 implementation informed by results from recent studies on leadership (eg. Scott, 2008) and by evidence gained through evaluation of the initial project. These modifications are likely to include alterations to the selection, training, and mentoring of new scholars; extension of the 2008 scholar experience through their participation in the training of the 2009 cohort and subsequent cross-institutional mentoring of these novice 2009 scholars.

At the end of this first phase, the 2009 scholars will coordinate and facilitate a roundtable on assessment, involving other academic staff from their own and other universities, leaders in the field identified through professional associations as well as invited participants from other universities. This will be the third roundtable on assessment and while the focus of the project is on leadership capacity building the information and approaches to improvements in assessment practice, accumulated from the scholars’ faculty based initiatives, are also significant outputs of the project.
Phase 2 (2010): In this final phase the leadership outcomes from the two projects spanning 2006-2009 will be evaluated.  The evaluations will be designed and implemented in consultation with an expert in leadership and its evaluation, and the Project Reference Group. The 2007-9 scholars will organize a roundtable on ‘Leadership in learning and teaching in Higher Education’. All past participants in the two Faculty Scholar Model projects, and key stakeholders from their institutions, will be invited to the roundtable which will be led by the consultant leadership expert.  The outcomes of three years of operation of the faculty scholar model within a distributive leadership framework will be showcased at the roundtable; these outcomes will be used to further debate the nature and effectiveness of leadership development in learning and teaching in higher education, and the possible future role of the faculty scholar model and the distributive leadership framework. 

More detail of the method, and detailed timelines for the project is presented in the attached Appendix 1.

Project Management

The project proposed in this application is a joint project between the Flinders and La Trobe Universities, and two further partner institutions, the University of Canberra and James Cook University, have agreed to participate as new cascade partners. 
The lead university in this project proposal is Flinders University, and as such, the Flinders’ Project Leader will take overall responsibility for the project and for the supervision of the Flinders’ based project manager in collaboration with the institutional steering committee at Flinders University. However, the two project leaders, from Flinders and La Trobe, will work together and in collaboration with the facilitators from all four partnering universities to support on-going communication and collaboration between the universities and to ensure that the project is completed on-time and within the agreed budget. The facilitator at each university will work with their own institutional steering committee to manage the project in their institution.

The project manager will manage the day to day running of the project and will work closely with the facilitators in the four institutions to facilitate communication and progress project activity.  The project manager will also coordinate the two roundtables (2009 and 2010), draft reports and oversee the development of resource materials.  Further, they will manage the evaluation processes in collaboration with the evaluation adviser, the leadership scholars and the facilitators.

These responsibilities are further detailed under Leadership Roles (below).

Values and principles
This project is based on a belief in the value of collaborative initiatives of academics, and institutions, and in their potential for building capacity in learning and teaching in Higher Education when well guided and supported. The faculty scholar model recognises and values the skills of the individual, and the current project (Lefoe, 2006) has been successful in establishing and supporting collegial learning and teaching focused networks within the participating Higher Education institutions (Gunn, 2008).  In this proposed project the guidance and support strategies include mentoring structures and explicit leadership training tailored to meet the needs of the participants. Group mentoring by the Deputy Vice Chancellor (Academic) in each institution ensures two way benefits that acknowledge the importance of the project, and individual mentoring is used to enhance the skills and knowledge of the ‘novice’ scholar, supporting and encouraging them in engaging their colleagues in development and improvement of learning and teaching processes within their disciplines. It also extends the leadership role for the ‘experienced’ scholars by providing them opportunity to mentor novice scholars and by engaging them in detailed reflection on their leadership experience. The recognition and valuing of differences and similarities across disciplines, as well as recognition of quality in leadership and in learning and teaching outcomes are fundamental to this process. We believe that this faculty scholar model housed within a framework of distributive leadership, which values individual strengths at every level of the institution, is a particularly powerful combination that is capable of delivering systemic change in learning and teaching in Higher Education.  
Leadership Roles

The organisational structure of the project will model the distributive leadership framework developed in the 2006-2008 project, using dispersed leadership roles.  Responsibilities and an estimate of time required for each role is presented in Table 1. 

Table 1: Responsibilities and time commitment of project personnel and support roles
	Role 
	Responsibilities
	Time 

	Lead university Project Leader

(Based at Flinders University)

	· overall responsibility for the project 

· supervision of contract and casual staff
· ensure project completed on time and within budget
· support communication and collaboration between the groups and institutions
	1 day/week with additional day for the first 2 months and the last month of the project.

	2nd Project Leader


	· work collaboratively with and support the lead university project leader to ensure project is completed on time and within budget
· collaborate with and support the facilitators from all four partnering universities 
· support communication and collaboration between the groups and institutions
	0.5 day/fortnight; 3-monthly meetings with the project team

	Project Manager

(Based at Flinders University)

	· manage the day to day running of the project 

· collaborate with the facilitators to develop a detailed plan and milestones 
· coordinate the 2009 three day residential leadership training  program
· coordinate the 2010 Roundtable on Leadership in learning & teaching in HEd
· facilitate communication and resource sharing via email and through Carrick Exchange
· draft reports and oversee the development of resource materials 
· manage the on-going evaluation of each phase of the project in collaboration with the evaluation adviser, leadership scholars, the project leader, and  the facilitators. 

	2 days/week or equivalent throughout the project


	Institutional steering
committees

	· oversee the project implementation in each institution
· participate in the development of the detailed project plan and in the evaluation of the project
· participate in the appointment of the project manager
· participate in the selection of the scholars
· communicate and collaborate with the facilitator and the leadership scholars in each institution.

	Meet each three months within institution.

	Facilitators


	· key contact person in each institution to facilitate liaison and communication between the institutions in collaboration with the leadership scholars (Project Leader is also the facilitator at Flinders University) 

· work closely with the leadership scholars in all aspects of the Distributive leadership project 


	0.5 days/week. Fortnightly meetings with their scholars; and 3-monthly meetings with the project team

	Deputy Vice Chancellors (Academic)

	· DVCA’s in each institution will,  through their sound understanding of the strategic direction and change environment within their institution, provide support for the leadership scholars and their faculty based initiatives
· Provide mentoring and coaching for the leadership scholars, as a group

	Approx 1 hour per month, meeting with the scholars as a group; attend 1 day of the leadership training for presentations on scholar’s goals 

	Senior academic mentors
	· members of the senior academic staff of the university, who will mentor a scholar within their institution 

	Approx 1 hour per month 

	Leadership Scholars 

- Novice (2009)


	· participate in a 3-day residential leadership training program

· determine their preferred mentor relationship, either with senior academic or experienced 2007-8 scholar
· lead a faculty based initiative in an aspect of change management to improve assessment within the faculty or school (authentic task)
· collect and prepare resources related to their authentic task 
· participate in institutional and cross institutional networks, meetings and support

· provide leadership for planning and developing the 2009 roundtable on assessment, sharing outcomes of their faculty based initiative
· maintain a reflective journal and participate in evaluation processes throughout their faculty based initiative
· write conference papers/ journal articles and submit before end of 2009
· provide leadership for planning and developing the 2010 roundtable on leadership in learning & teaching in HEd

	Teaching release provided by institution for the equivalent of .5 days/week for one year (2009); additional time for leadership training, preparation of materials for publication, participation in evaluation of leadership scholar project processes & outcomes, and  two roundtables 


	Leadership Scholars 

- Experienced (2007-8) 


	· Participate in planning and delivery of the 2009 residential leadership training  program 

· provide leadership at an institutional and national level by mentoring a novice scholar to implement their faculty initiative 
· provide leadership at a national level by advising other institutions during implementation of the faculty scholar model program 
· evaluation of faculty scholar model project processes & outcomes

· provide leadership for planning and developing the 2010 roundtable on leadership in learning & teaching in HEd 

	Selected scholars - up to 2 days in leadership training; 1 hour per month mentoring.

All scholars –approx 4 hrs evaluation; 
and 1-2 days at final roundtable.

	Cascade Partners


	· The University of Canberra and James Cook University have agreed to participate as the two 2009 partners as the faculty scholar model cascades onto two new universities

· Adapt the leadership material for their own context 

· Implement the faculty scholar model program in 2009, including participation in the roundtable on assessment

· Participate in the roundtable on leadership in learning & teaching in HEd early in 2010 
	2009

	Project Reference Group


	· provide monitoring and feedback throughout the project 
· maintain ‘project memory’ and strong links to the first Faculty Scholars Model project (Lefoe, 2006)
· provide advice on evaluation processes
	5 days per annum


Evaluation
The first phase of the project will be evaluated by all stakeholders both during the final stages of the 3-day residential leadership training program and at the end of the first phase. This evaluation will be managed by the Project Leaders and the Project Manager and will involve questionnaires and qualitative interviews to determine individual perceptions of the strengths and weaknesses of the project and the approach.  This evaluation will also lead to a final refinement of the leadership framework.

Also during the first phase, preparation will commence for evaluations to be performed during the second phase. A consultant expert in leadership and its evaluation will be engaged. The consultant will lead the design of the evaluation of outcomes from the current and the precursor Faculty Scholar Model projects (Lefoe, 2006), with input from the Project Reference Group.
In the second phase of the project the evaluation instruments will be developed in accordance with the evaluation design. These are likely to include a survey, questionnaires, focus group interviews with 2007-9 scholars, and interviews with key stakeholders. This evaluation will aim to determine the short and longer term leadership and learning and teaching outcomes for all 2007-2009 leadership scholars and their institutions, and to relate these to the range of leadership activities experienced by the different scholar cohorts.  The evaluations will be performed and data collected and collated. All past participants in the Faculty Scholar Model projects, and key stakeholders from their institutions, will be invited to the final roundtable. The consultant leadership expert will lead this roundtable, with a brief to integrate the previously collected data into explorative debates in order to synthesize further understandings of the nature of leadership development in learning and teaching in higher education.
Dissemination and sustainability 

This project will develop leadership capacity in four participating institutions (Flinders University, La Trobe University, James Cook University and The University of Canberra) as well as maintaining dialogue with the two original institutions (University of Wollongong and University of Tasmania). Outcomes from the project will be disseminated to the wider academic community through the two roundtables: 2009 focussing on assessment and leadership outcomes from the first phase; and, 2010 focussing on the leadership outcomes and outputs from the two projects 2006-2008 and 2009-2010, and comparative effectiveness of the various levels and lengths of engagement by the different scholars and their institutions.
Within participating universities the faculty scholar model is proving to be a sustainable structure and is already embedded in funding structures at Wollongong, Tasmania, Flinders and La Trobe.  In this proposed project the mentoring support past scholars provide to novice scholars, started tenuously in the current project (Lefoe, 2006), is strengthened. Through the sharing of the leadership development framework by mentoring each new generation of leadership scholars we are scaffolding the development of a community of teaching and learning leaders, recognised in this project as the ‘National network of leadership scholars’.
Within the institutions involved, dissemination will also occur across the faculties through the work of the leadership scholars and through institutional workshops and faculty based activities. These grass roots activities are further strengthened through the involvement of the DVCA’s and the Senior Mentors who may also be advocates for the outcomes of the project. 
The outcomes of the project will also be shared more formally through publications and conference presentations.
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