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Examples of AI statements
Example 1: 
I acknowledge the use of Grammarly (https://www.grammarly.com/) on 10 February 2024 to check my work using the prompt(s): 
1. Please check the following text for readability, grammar and syntax. 
I confirm that I have not presented any AI generated text as my own work. I confirm that I have copies of my drafts, notes, and other resources I used before, and after the use of AI tools which I may be asked to provide in evidence. 
Example 2: 
I acknowledge the use of SciSpace (https://typeset.io/) on 7 March 2024 to support my research using the prompt(s): 
1. Please provide me with materials on the biology of the liver. 
2. Please provide me with materials on liver cells. 
I confirm that I have not presented any AI generated text as my own work. I confirm that I have copies of my drafts, notes, and other resources I used before, and after the use of AI tools which I may be asked to provide in evidence. 
Example 3: 
I acknowledge the use of ChatGPT (https://chatgpt.com/) on 13 April 2024 to write my notes into submission format using the prompt(s): 
1. Please write up these bullet points as an essay paragraph at university level. 
I confirm that I have not presented any AI generated text as my own work. I confirm that I have copies of my drafts, notes, and other resources I used before, and after the use of AI tools which I may be asked to provide in evidence. 
 
Example 4 - acknowledgement of the use of multiple AI tools: 
I acknowledge the use of SciSpace (https://typeset.io/) on 28 June 2024 to support my research using the prompt(s): 
1. Please provide me with materials on the American Civil War. 
2. Please provide me with materials on the reception of Gone with the Wind. 
I confirm that I have not presented any AI generated text as my own work. I confirm that I have copies of my drafts, notes, and other resources I used before, and after the use of AI tools which I may be asked to provide in evidence. 
I acknowledge the use of Adobe Express (https://www.adobe.com/express/) on 24 June 2024 to edit photographic material: 
1. Remove background from Figure 1. 
I confirm that I have not presented any AI generated materials as my own work. I confirm that I have copies of my drafts, notes, and other resources I used before and after the use of AI tools which I may be asked to provide in evidence. 



Developing leadership at all levels in Wales: Past, present and future

This article analyses the past, current and future position of school leadership development in Wales.  Leadership is recognised as a key player in educational reform with Fullan suggesting that they are “one of the same” (Fullan, 2009 p.95).  For this reason, leadership development in Wales requires further exploration.  First, this article will give a contextual overview of the Welsh education system and a detailed look at the motives for leadership reform. Second, it will offer an understanding of what leadership at all levels of professional development is, outlining the approach Wales and other countries have taken. Third, the article will critically evaluate two current leadership drivers to gain clarity on the realities of leadership development in Wales. Finally, gaps within leadership development will be identified before the potential of this is explored.  This article will demonstrate that Wales has prioritised leadership development in the last ten years, but this is a confusing and incoherent system.  The focus has primarily been on the development of leaders at the point of gaining headship and so neglecting a strategic approach to building leadership capacity at all levels.










Introduction
Two pivotal moments in the evolution of education in Wales were in 2009 and 2012. Wales’s Programme for International Student Assessment (PISA) scores fell considerably short of the OECD’s average scores in all three areas of assessment (mathematics, reading and science). This large-scale digital assessment tool, administered by the Organisation of Economic Cooperation and Development (OECD) is intended to support school leaders to understand their 15-year-old students’ abilities to “solve complex problems, think critically and communicate effectively” (oecd.org). The Welsh Assembly Government, the devolved government of Wales, responded by requesting the OECD to review its educational provision confirming Harris and Jones’ claim that PISA is a “potent policy force” (Harris and Jones, 2017 p.632). Wales was beginning to recognise it was “under-performing significantly” (Rees and Taylor, 2014 p.99).  The subsequent report, “Improving schools in Wales; an OECD perspective” (OECD, 2014) highlighted that significant changes in Wales’s approach to education were necessary. In relation to leadership, it suggested that in countries with effective education systems, leadership is a driver of change declaring it to be “the essential ingredient that binds the separate parts of an education” (OECD, 2017 p.32). The purpose of this article is to explore the effects of school leadership on change using the definition offered by Badawi who suggests that school leadership is the “process of guiding and shaping the educational environment to ensure optimal learning and growth” (Badawi, 2024). Within this article the term “leadership” rather than “school leadership” will be referred to throughout.
In the OECD’s 2014 report the prominence of effective leadership was not evident when referring to the Welsh education provision.  They found that the strategic direction for developing leadership, at all levels, was “weak and under resourced” (OECD, 2014 p.67) confirming Hargreaves and Shirley’s previous research, beyond Wales, which noted leadership as an “afterthought” (Hargreaves and Shirley 2009 p.95) in many reform efforts, rather than a key component in education improvement strategies.
 Although leadership was identified as “weak” (OECD, 2014 p.67), it can be argued that leadership cannot solely be blamed for the disappointing PISA scores. However, it is worthwhile acknowledging the work of Leithwood and Seashore Louis (2011) and Harris (2008) who identified links between effective leadership and student outcomes.  This is not without its complexities and Scheeren (2012) urges educators to be cautious, suggesting that although some studies show an indirect link this has potential to be much lower due factors as the methods and models used to collect data.
Nonetheless, in order to create an effective educational system that could rival other OECD countries, Huw Lewis, Minister for Education and Skills for Wales, 2013 – 2016, launched Qualified for Life – An Education Improvement Plan for Wales (Welsh Government, 2014). Its aim was ‘that every child and young person should benefit from excellent teaching and learning’ (Lewis, 2014) as well as promoting the ambition to improve PISA mean scores to 500, by 2021. This would be driven by four strategic objectives with focus on leadership at “every level” (Lewis, 2014) and a joined up, coherent approach to raising standards.
Taking this strategic objective as a starting point, this article seeks to discuss the approach taken by the Welsh Government to improve the education system by developing its leaders at all levels throughout their careers since 2014. It will do this through an analysis of current key leadership development programmes and a consideration of the future of leadership development.  

Welsh Context - A decade of educational leadership reform
Wales is a small country of some three million people which has a fully devolved and bilingual education system from the UK Westminster government. As previously mentioned, it has undergone several pivotal reviews of its education provision over the past decade. From an operational perspective, it currently has a national tripartite education system. At tier 1 sits the Welsh Government, tier 2, or the middle tier, consists of local consortia, inspectorate and National Academy of Educational Leadership (NAEL) etc... and within tier 3 are primary, secondary, all through, Welsh medium and English medium schools.
A common theme from each of these reviews (OECD, 2014; OECD, 2017) is Wales’s response to their findings and recommendations regarding its approach to leadership. This has led to policy changes that have inspired policies, reviews of the education system and leadership approaches and development of professional learning programmes, all with the shared aim of improving the system at all levels. 
 The OECD’s 2014 report and the implementation of Qualified for Life – An Education Improvement Plan, as mentioned previously, initiated a change in strategic direction for the Welsh Government. This brought higher levels of accountability for school leaders and introduced initiatives such as the Individual Leadership Review Matrix (2014), a set of leadership standards for practitioners to evidence against, and a redevelopment of the National Professional Qualification for Headship (NPQH). However, it was the OECD’s review in 2017 where the “piecemeal” (OECD, 2017 p.9) approach to leadership development was once again highlighted, for Wales. By 2019 the OECD was encouraged by Wales’s efforts in developing leadership but acknowledged that more support was needed (OECD, 2019 p.46). In a wider, international context the “centrality” of school leadership had also become a focus for discussion (Leithwood Hopkins and Harris, 2008/2019; Barber and Mourshed, 2007; Braun, 2008; Mourshed, Chijioke and Barber, 2010). Their research recognised the significant impact leaders could have on effective educational systems and identified leadership as the “sine qua non for success” (Braun, 2008 p.319)   The OECD’s Rapid Policy Assessment (2017) identified that Wales was taking a long-term view of leadership development, but made clear that further policy attention was needed in “making leadership development a prime driver of the Welsh Education strategy” (OECD, 2017 p.32) It called for three developments:
· establishment of the National Academy for Educational Leadership (NAEL)
· further development of The National Professional Teaching and Leadership Standards (standards)
· increasing the professional learning offer for leaders aspiring to move into headship. 
Responding again to the OECDs recommendations, a new National Mission (2017) to improve education, which was reviewed in 2023, was developed requiring schools to be run by “leaders who had an intellectual and practical level of understanding of educational leadership” (Welsh Government, 2017).  This would be a necessity as educational leaders were being asked to play a prominent role in the development of a reformed school-based curriculum known as Curriculum for Wales (2022), a broad framework of experiences, skills and knowledge that would be accessible to all children in Wales.   In 2021 leadership in Wales, was once again under the spotlight when academics Professor Alma Harris, Matt Hutt, Michelle Jones and Julia Longville were asked by Kirsty Williams, the Minister for Education 2016-2021, to strategically review the current leadership provision. Their report, Independent Review of Leadership, published in November 2021 noted that leadership was at the “epicentre” of Welsh education reform (Harris et al.,2021 p.16) and “leadership development, support and training is an important and widely valued aspect of the Welsh policy context” (p.5).  The report called for a review of the National Professional Qualification for Headship (NPQH) and further development of the National Academy of Educational Leadership (NAEL or The Academy).  Both were identified as key leadership initiatives that demonstrate the “priority” Welsh Government had placed at all levels (Harris et al, 2021 p. 12). However, the report also heard directly from leaders within schools who identified the challenges and incoherence of the NPQH and NAEL. For example, “The Academy’s role is indistinct in the mind of the profession” (anonymous leader in Harris et al, 2021 p.35). The report concluded that there was still work to be done to build capacity and effectiveness for an enhanced system wide approach to leadership at all levels.  For this reason, a discussion critically reflecting on the role of NAEL and the purpose of the NPQH follows later in this paper.

Leadership at all levels 
 Leadership development discourse has been prevalent in educational research for many years (Fullan 2003; Hargreaves and Fullan 2012; Preedy, Bennett and Wise 2012; Pont 2008; OECD 2017). It has highlighted the complexities and challenges of enacting policies to generate effective educational leaders. Pont (2020), proposed, in her comparative study of leadership policy, that the focus needs to be on “initial” and “continuing” (Pont, 2020, p.164) development which would professionalise the role.  It is important to define what is meant by the terms “initial” and “continuing” to gain clarity within this discussion. Pont (2020) characterises the term “initial” to mean pre-service training prior to teachers being appointed to headship. Whereas “continuing” (Pont, 2020 p.164) development is viewed as the professional development that happens after gaining headship and would “capitalise on the leader’s experience base” (Pont 2008, p.115).  However, this can be more widely viewed as leadership training prior to any formal or informal leadership role.  This recommendation gives strength to Fullan and Peterson’s argument of “a pipeline of leadership development” (Fullan, 2003 p. 24) and that “professional development activities should be ongoing, career-staged and seamless” (Peterson 2001, in Davis et al., 2005 p.13).
Many countries adopted this approach to leadership development as part of their wider national policies. Victoria, a state in southeast Australia, embarked on a strategic approach to developing leadership at “all levels” (Pont, 2008 p. 114).  Through its programme ‘Learning to Lead Effective Schools, 2006’ which formed part of the national ‘Blueprint for Government Schools, 2003’. A four-phase approach was created with a considered package of nineteen programmes for aspiring leaders, assistant principals and principles.  Each programme was rooted in “research and best practice” (p.114), delivered by higher education institutes and went hand in hand with nationally funded programmes.  The approach sort to create “synergy” (p.114) between leadership development and national priorities. What Victoria neglected was the development of leadership skills of educators in the early stages of their career in an effort to make leadership an attractive option.  Although efforts were made to provide a genuine set of progressive professional learning, Victoria did not fulfil Peterson’s theory of professional learning at all developmental stages of leadership.
In Scotland, a jurisdiction of the UK, consideration was given to this pre-leadership stage, and they took a “broad level” approach (p. 115). Training for headteachers has been mandatory since 2000 and in 2003 Continuing Professional Development for Educational Leader, a framework for leadership development was created.  This aimed to promote professional development rather than the acquiring of school managerial skills.  Progressive training opportunities from project leadership to strategic leadership are offered to teachers early in their career. Although strategic in its approach, it would seem, that it did not survive with the changing demands of Scottland's education.  Chapman and Donaldson (2023) noted that Scotland’s leadership development was not robust enough to build leadership capacity within Scotland’s education system. They urged the Scottish government to invest further in leadership at all levels and in not doing so would be “a huge, missed opportunity in achieving success” (Chapman and Donaldson, 2023 p. 5).

Leadership at all levels - Application to the Welsh context
 In Wales, much has been done to provide leaders with professional development and the Welsh Government has placed emphasis on training opportunities. The effectiveness of these came in to question by Harris (2021) with some leaders stating their professional learning entitlement was “lacking in any deep intellectual foundation,” “very research poor” and “procedural and pedestrian” (Harris et al, 2021 p. 20). Their approach to leadership at all levels would appear to be less strategic than the research informed approach of Victoria and the progressive Scottish approaches. However, Wales does have “initial” and “continuing” leadership development opportunities. The NPQH, can be viewed as Wales’s “initial” professional development (Pont, 2020 p164) offer and is seen as a “quality assurance badge of confidence” (Harris et al, 2021 p.31) by some Welsh leaders. Established in 1998, NPQH, claimed mandatory status for all headteachers in 2004. It consists of two components. The first, a paper-based application demonstrating a candidate's abilities against the National Professional Teaching and Leadership Standards (2017), a set of values and dispositions that underpin the development of the professions, as well as a written synopsis of a leadership task carried out as part of the Aspiring Headteacher Development Programme (AHDP), a yearlong prerequisite of NPQH. The second component is a three-hour assessment centre process led by a panel of serving headteachers. Candidates give two presentations followed by interviews that substantiate their abilities against the teaching and leadership standards, a set of standards that outline the ‘skills, knowledge and behaviours that characterise excellent practice and support professional growth’ (hwb.gov.wales).  Although a national programme, most of the Welsh Government funding for the NPQH goes directly to regional consortia who deliver the preparatory training and host the assessment centre.  The model of NPQH has had many revisions and has recently undergone another major change in a bid to reflect the changing landscape of Welsh education.  Professor Mick Waters identified in his review Learning to be a Headteacher for Wales (2023) that leaders felt there were three main limitations to the programme. Firstly, there was a heavy reliance on The National Professional Standards for Leaderships (2017).  Although these were recognised as important, it was felt they were too heavily relied upon for assessment and should be considered as a “reference point” and not the “core” of the programme (Waters, 2023 p. 16). Secondly, the NPQH’s perspective on leadership was limited and did not go far enough to provide a nuanced approach to leadership that was needed in a time of educational change. Finally, the emphasis for candidates was on reflection of experience and did not equip them with skills and practical insight into leadership and headship.  
Wales’s “continuing” (Pont, 2020 p.164) professional development is realised in the engagement with the NAEL. The Welsh Government followed guidance within the OECD’s 2017 review, Welsh Educational Reform Journey, where they were urged to consider moving forward with the establishment of the NAEL. Formed shortly after in 2018, it is a self-titled “arms length” body whose “primary role is to fulfil the responsibilities set within the context of the Welsh Governments strategic aims” (NAEL).  The body has a board of directors, chief executive as well as employees and voluntary educational leaders through its stakeholders and associate programme.  All of which take responsibility for either leadership development and quality assurance, insight and thought leadership ‘the championing of new directions’ to “transform the way we think” (McCrimmon 2005 p.1064 and p.1065) as well as “developing, articulating and implementing a vision and strategy” (NAEL) and corporate responsibilities.  The “flagship associates' model” (NAEL, 2022 p.1) annually invites senior leaders, from many educational sectors, to join the NAEL. Associates are “immersed in the highest quality professional learning” (p.1) as well as providing their “expertise and knowledge as current educational leaders” (NAEL). To date there have been seven cohorts of twelve associates, not all of whom are school leaders. To reach a national and international leadership audience, the NAEL holds webinars and conferences, writes reviews on current leadership discourse and produces a series of educational podcasts.   

Challenges and complexities of the enacting leadership policy – NPQH and NAEL
Considerations of the effectiveness of both the NPQH and the NAEL will be explored further to bring into focus the realities of leadership development in Wales. Seen as the “epicentre of Welsh education policy” (Harris et al, 2021 p16) many programmes have been developed to give leaders an abundance of professional learning opportunities.  But with this enthusiasm came a “bulking” (anonymous leader in Harris et al, 2021 p9) and disjointed system with little strategic direction or relevance to the changing role of leaders. Strengthening the argument that leadership development can often be seen as a “ship in search of light” (Heck, 2004 p.315). Leaders who took part in the review believed that the NPQH was a process that got leaders to “jump through hoops” and was primarily based on the managerial or functional aspect of leadership. Thus, providing just one element of the role set out in the National Mission but lacking in providing a learning space to nurture leaders who would be “able to set direction or have a sense of mission that has to do with teaching and learning” (Preedy et al. 2012 p. 26).  Leaders stated that NPQH candidates were “thrown in to answer the same questions” (anonymous leader in, Harris et al, 2021 p.32) creating replica leaders with little idea of how to lead within any context with which they are faced with.  Crow (2001) raised awareness of this with his research into socialisation which he characterises as the “process of learning a new role”. He considered that professional learning should have two distinct roles; “organisational socialization” and “professional socialization”. “Organisational socialization” is professional learning for a specific role, and he gives the example of the NPQH and the “professional socialization” of leadership as the “knowledge, skills, and values that an individual will need to carry out the headship regardless of the school” (Crow 2001, p.2). So, it would seem the NPQH develops the organisational aspect of socialisation but not the professional.  Thus, creating a lack of confidence in the NPQH offer to provide effective leadership development for the new type of leaders needed. Harris recommended that a review of the NPQH would be ‘both helpful and timely’ (Harris et al, 2021 p. 14.) Learning to be a headteacher for Wales: a review of the National Professional Qualification for Headship for Wales (Waters, 2023) initiated a change in the processes and training to reflect, as the title suggests, headteachers that can lead schools and systems within a Welsh context. Consultation with recent candidates and leadership coaches, as well as a review of documentation, has led to several crucial changes to the NPQH. These are hoped to “produce synergies and efficiencies” (Harris et al, 2021 p. 38) with leadership policy and wider educational policies to create a “prestigious and trusted qualification” (Waters, 2023 p.21).  As the new NPQH is in its infancy, with the first round of candidates starting September 2024, it is not yet possible to analysis its effectiveness.  Nevertheless, it does show similarities to approaches taken by The Greater New Orleans School Leadership Center where a “critical friend” (Leithwood, Bauer and Reidlinger in Fullan, 2009 p.145) is used to ask provocative questions and support leaders by looking at their context through a differing lens to support.  The changes would also appear to be in line with Waters (2023) recommendations and reflective of the previous candidates' views and that of the leaders from Harris’ review in 2021. This includes a greater focus on mentoring over a prolonged timeframe, collaborative working, emphasis on research informing practice, bespoke professional learning linked to context and opportunities to lead in other settings.

Once gaining headship, leaders are able to continue their professional learning by choosing to engage with the NAEL. The organisation's professional learning offers are designed to develop leaders who are in a formal leadership role, although leaders at all levels can access their online resources. The associates programme has provided a small number of leaders with a high level of professional learning and opportunities to develop a thought leadership approach. This correlates with Crow’s theory of “professional socialization” (Crow, 2001p.2). However, with only a small number of associates and over three thousand leaders in Wales this would seem to be narrowly focused with Harris identifying that there is “clearly an issue of capacity” (Harris et al, 2021, p.34) with the NAEL. Her independent review also highlighted the lack of “visibility” (Harris et al, 2021 p.35) and accessibility of the NAEL with leaders stating that “many headteachers do not know about the NAEL” or its purpose (anonymous in Harris et al, 2021 p.35). As a key driver of one of the National Mission’s objectives, there is value in questioning the reach of NAEL to the leaders within Wales.  Webinars and online professional learning allow for international engagement, but more work is needed to engage with leaders of Wales. This was apparent within the leadership review which identified that the “potential of the NAEL has yet to be fully realised” (Harris et al, 2021 p. 36) 
Leadership at all levels? Potential gaps in leadership development 
Currently, the Welsh national leadership development offer does provide programmes for leaders at the start of their leadership journey including the middle leaders, senior leaders and aspiring headteacher development programmes. However, having completed these myself I found them to often be detached from the realities of the role and episodic in their delivery.  A view that is compounded by the lack of acknowledgement of these programmes in Harris’s review of leadership (2021) and the findings from the NAEL’s and the University of Glasgow policy study, The development of middle leadership in schools in Wales (2020). Professor Christine Forde and Kathleen Kerrigan (2020) found that although Wales’ three main policies, at the time, The Professional Standards for Teaching and Leadership (2017), Schools in Wales as Learning Organisations (2017), A curriculum for Wales (2015) each referred to leadership, they failed to make specific reference to middle leadership.  This approach by the Welsh Government is in contrast to research by Harris (2001), Gurr and Drysdale (2013) and Irvine and Brundrett (2019) who make reference to the crucial role middle leaders play in the education system. This is further strengthened by Reynolds and McKimms view that middle leaders are the “lynch-pin and key change agents” within an education system (Reynold and McKimm, 2020 p. 61). The roles of middle leaders in Wales are wide and with little reference to them in Welsh Government policy it is hard to define them in a Welsh context. This article will use the definition by Irvine and Brundrett who suggest the middle leader role is a teacher who has whole school leadership responsibilities and should not be seen as a teaching position with some leadership duties (Irvine and Brundrett, 2019).  Middle leadership is often the first step into more formal leadership roles and without this role being properly recognised, practitioners may not have opportunities or motivation to develop as a leader thus impacting on leadership capacity.
Furthermore, considerations for leadership at all levels in Wales can be tracked back further than middle leadership. Initial Teacher Education (ITE) providers and local consortia who coordinate the Newly Qualified Teachers (NQT) programme provide training at the very beginning of a teacher's career, in Wales. A commitment to leadership at this level is shown by dedicated leadership strands in the standards. My role as a school-based teacher educator within an ITE partnership and as an NQT induction mentor allow me to support early career teachers. Student teachers are given opportunities to develop leadership skills throughout their programme and must evidence their leadership abilities to gain Qualified Teacher Status (QTS). NQTs gather evidence against the induction standards to complete their NQT year. However, in my experience, leadership is the strand that is less understood by student teachers and NQTs causing a lack of engagement compared to other standards such as pedagogy and collaboration. Positive changes have been made in this field with revised NQT research projects where NQTs lead small scale research that make active changes within their classrooms.  Within the ITE partnership I work, conversations are starting on how we develop student teachers' understanding of leadership in order to see it as a viable career option. Lastly, the introduction of a National (MA) Master Qualification in Education with an option to take a specific leadership route gives practitioners, from early career teachers to senior leaders, the opportunity to engage in a “a truly transformative programme” (hwb.co.uk, 2021).   This is an area that would welcome further inquiry to fully achieve Wales’s vision of developing leadership at all levels.

Conclusion 
This article has aimed to give insight into Wales’s approach to developing leadership at all levels over the past ten years by analysing its leadership development programmes. It has laid out the contributing factors to which leadership reform was based; identified research regarding leadership development; made clear the context of leadership development in Wales with focus on two key programmes and initiatives and considered some potential gaps in Wales’s efforts to achieve its vision for leadership at all levels. 
The Welsh Government has had leadership at the heart of many of its policies since the OECD’s review of the Welsh education provision in 2014 prompted by previously poor PISA scores. It has been dedicated to improving leadership knowing that “strong leadership doesn’t just emerge; it must be developed and cultivated” (Fullan, 2009 p. 195). However, with the continued trend of performing the lowest of all the home nations in PISA, it could be argued that leadership is still not strong enough to be a “key driver education reform” (OECD, 2017 p34) and that further thinking is needed to ensure effective change. Professional learning needs to focus on both the mechanics, skills and attributes of effective leadership to ensure leaders are empowered to make sustainable impact and change.
Professor Dylan Jones was recently commissioned to review the roles and responsibilities of educational partners in Wales. He recommended a move away from the “wider regional model” currently in place (Jones, 2024 p 6). This will greatly impact on leadership development as providers of the national leadership programmes, NPQH and NAEL all sit within this.  It has been suggested that an individual body, such as the NAEL, with a more localised approach, take the lead on all leadership development to ensure leaders are focused and pushing in the same direction.  This has been welcomed by leaders as Harris’s review of leadership three years earlier suggested that the NAEL and regional consortia “appear(ed) to be in competition with each other in terms of leadership support to senior leaders” (Harris et al, 2021p.36). Now is an opportunity for Wales to further step away from a “piecemeal” (OECD 2017, P.9) approach of the past and look closely at its current context and that of the future. It needs to build on established effective systems and look to take a more strategic, developmental approach to ensure coherence in leadership development. All in the knowledge that “change without leadership has no chance of being sustainable” (Hargreaves and Shirley, 2009 p.95)
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