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INTRODUCTION
FROM THE BELMAS CHAIR

Deb Outhwaite
BELMAS Chair

Dear Conference Delegates,

It is my pleasure as BELMAS Chair to welcome you to our 2026 International Conference in Cardiff. As you are aware, 
this is our annual flagship event, welcoming members from all over the world, and bringing us together for critical 
debate, collaboration, and to share our research and practice. I have Welsh heritage, and when I realised that 
BELMAS had never had a conference in Wales… well, here we are! Thank you for travelling so far, you will find a 
warm welcome here.

Wales are ‘doing education’ very differently to England, more in line with what is being done in Scotland. They have Wales are ‘doing education’ very differently to England, more in line with what is being done in Scotland. They have 
both had ‘Donaldson Reports’ for example, and ensuing curriculum change. I am delighted that our conference is 
being ‘kicked off’ by Chan Haughton, to explain to us how DARPL has worked in Wales and elsewhere, as EDI is rolled 
back around the world, it is important that we listen to her message.  

Then our international input on Saturday comes from a longstanding friend of BELMAS, David Gurr, who is on the 
ISLDN Steering Group, and has been on the CCEAM Board, and in charge of their journal, so we look forward to 
hearing what he has to say.  Then on Sunday our panel comprises both Chan and David, along with Alma Harris, hearing what he has to say.  Then on Sunday our panel comprises both Chan and David, along with Alma Harris, 
and Kevin Palmer, to come back to our Welsh theme on what is being done here, and what is working well.  

There is a school visit for the ISLDN group before the formal start of conference on Friday morning, and I would 
like to thank Matthew Evans and Dyfrig Rees at Glantaf School for hosting us in their Welsh medium school.
They will be around over the weekend, so please do say hello and ask questions. If you want to be included 
in the school visit next year, please let our team know.  

For those of you attending your first conference with us, we are delighted to welcome you to engage in our For those of you attending your first conference with us, we are delighted to welcome you to engage in our 
discussions, and there is a special session for you on Friday at 12pm, connecting first-time delegates and 
solo travellers. 

This year, we have consolidated three newer Research Interest Groups (RIGs) in AI, Inclusion Leadership , and 
Leadership for Sustainability. Plus we have just launched a new RIG in Social Theory, alongside our successful 
11 RIGs in other areas in ELMA.  

Alongside our journals, Educational Management Administration & Leadership (EMAL) and Management 
in Education (MiE), we also support members through a wide range of opportunities, including networking in Education (MiE), we also support members through a wide range of opportunities, including networking 
events, awards, bursaries and grants, our blog, and publication discounts though our partners, SAGE Journals.
If you haven't engaged with any of these areas, please do take a look – our small staff team work very hard, 
and we are very grateful.

We are always looking out for new ideas and contributors for our Lunchtime Session series, along with ways to 
raise our profile for researchers in the field.  We renew our Memorandums of Understanding (MoUs) on a 
three-year cycle, and we are delighted at this conference to be welcoming our colleagues from EYUDER in 
Turkey having just signed an agreement with them, as well as welcoming our guests from JASEA in Japan Turkey having just signed an agreement with them, as well as welcoming our guests from JASEA in Japan 
back again this year.

This is my final conference as Chair, and I would like to thank our team, the Board, and our DSA Board for all 
the support that I have had, and formally welcome Steve Courtney into the Chair role from next January 27.

I hope that you enjoy reading our book of abstracts.

Enjoy our special Welsh conference!
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ISLDN Resilience Symposium 1 

 
Friday, 3rd July - 15:30: ISLDN Resilience Symposium 1 (Princes Suite) - Symposium - Abstract ID: 247 

 
 
Dr. Corinne Brion (University of North Carolina, Charlotte), Mrs. Shannon Cox (Montgomery County 
Educational Service Center), Dr. Betty Alford (California State Polytechnic University, Pomona), Dr. Terri 
Serey (California Polytechnic University, Pomona), Dr. Pablo Bezem (Arizona State University), Dr. 
Fernando Valle (Texas Tech University), Dr. Jami Berry (University of Georgia), 
 
School leaders continue to confront increasingly complex and evolving challenges, including shifting 
government policies, climate change, and the integration of new technologies. In several countries, the 
recruitment and retention of school leaders has also become a growing concern. These dynamics 
present an important opportunity to investigate both the sustainability of leadership roles and the factors 
that support resilience. 
 
The International School Leadership Development Network’s (ISLDN) Resilience Research Project responds 
to the complexity of school leadership in the post-pandemic era. Resilience in the school sector can be 
explored through two complementary lenses: first, by examining how leaders strengthen their school 
communities through strategic efforts that build collective resilience; and second, by understanding the 
personal resilience of individual leaders and the conditions that sustain them in their roles. These insights 
are vital not only for the design of school leadership development programs but also for improving the 
support structures available to those currently serving in leadership positions. 
 
This project employs qualitative case study methodology to examine the lived experiences of school and 
district leaders as they navigate and cultivate resilience in complex educational settings. The ISLDN 
Resilience Project Framework is best described as a practice-oriented theory of action grounded in the 
multidimensional resilience framework developed by Chen in 2023. This theory of action illustrates how 
foundational personal resilience contributes to key leadership behaviors that, in turn, produce desirable 
school-level outcomes. The design foregrounds leaders’ voices, drawing out rich, context-specific 
insights into how resilience is experienced, understood, and enacted in response to sustained challenges 
such as policy shifts, crises, and systemic inequities. Case studies are particularly well-suited for capturing 
the nuanced, dynamic, and situated nature of leadership work, allowing for deep exploration of both personal 
and organizational dimensions of resilience. The project is guided by a methodological framework that 
emphasizes collaboration between scholars and practitioners to construct meaning from professional 
practice. This approach draws on the idea that participant involvement can range from maintaining activity 
records to co-authoring interpretive, theory-linked narratives. Such a participatory framework ensures that 
practitioners are not merely subjects of inquiry but are engaged as critical co-researchers, interpreting 
and theorizing their own leadership experiences. 
 
Each case study is co-constructed by a school or district leader and a university faculty member, with the 
practitioner serving as the lead co-author. This design centers the practitioner’s voice while providing 
scholarly support to frame and refine the narrative. The resulting cases reflect both experiential 
authenticity and analytic depth, advancing understanding of resilience not as a fixed trait but as a 
multifaceted and contextually embedded practice. These co-authored narratives will serve both as 
scholarly contributions and as practical resources for leadership development and support. 
 
This paper highlights the resilience stories of one leader from the United States and is one contribution to the 
larger ISLDN Resilience Research Project through which the Network is shining a light on the attributes of 
personal resilience that support explicit leader behaviors which in turn enable leadership outcomes 
supporting stronger learning communities. 
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ISLDN Resilience Symposium 1 

 
Friday, 3rd July - 15:30: ISLDN Resilience Symposium 1 (Princes Suite) - Symposium - Abstract ID: 246 

 
 
Dr. Devery Rodgers (California State University Long Beach), Ms. Hilaleh Hamad (California State 
University Long Beach), Mr. Michael Pile (California State University Long Beach), Dr. Jami Berry 
(University of Georgia) 
 
Paper 1 
This paper explores resilience in school leadership from the perspective of school systems administrators, 
examining how leaders sustain effectiveness amid persistent change, uncertainty, and pressure. Using the 
International School Leadership Development Network’s (ISLDN) Resilience Project Framework (Berry & 
Robertson, 2025), extended dialogue helps examine how district leaders operate at the intersection of 
policy, community expectations, and school-level realities, requiring a form of resilience that is both 
personal and systemic. Drawing on practical experience and reflective analysis, this duoethnography 
highlights the challenges school administrators face, including accountability demands, and the 
emotional labor of supporting principals, staff, students, and families. Using a deductive thematic 
approach to distill the data, the paper argues that resilient leadership is not merely the capacity to endure 
adversity but the ability to adapt, learn, and lead with clarity and purpose over time. Key dimensions of 
resilience are identified, especially cognitive and spiritual resilience. The role of district leadership in 
modeling resilience and embedding it into policies, professional learning, and leadership development 
structures is emphasized. This study shows that fostering resilient school leadership is essential to 
maintaining stability, equity, and continuous improvement in complex educational environments. 
 
Paper 2 
School site administrators are increasingly required to lead amidst sustained uncertainty, overlapping 
crises, and heightened emotional, organizational, and relational demands. In this study, we share a 
narrative interview about the meaning(s) of resilience in a cultural context and within a school site 
leadership role. This project presents a qualitative study that examines how resilience is cultivated and 
enacted by a public high school Assistant Principal in a post-pandemic educational context. Guided by 
Chen’s Multidimensional Resilience Framework and operationalized through the International School 
Leadership Network Theory of Action, this study examines how resilience is cultivated and enacted in 
school leadership practice. Data were collected through four in-depth interviews conducted between 
October 2025 and March 2026. Data analysis follows a deductive thematic approach aligned with six 
resilience domains: physical, emotional, psychological, cognitive, social, and spiritual, enabling a 
systematic examination of how personal resilience informs leadership behaviors and school-level 
practices. Findings from this study may inform leadership preparation programs, district-level policy 
development, and future research focused on cultivating sustainable, trauma-informed, and resilience-
oriented practices that better support school administrators navigating complex educational 
environments. 
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ISLDN Resilience Symposium 2 

 
Sunday, 5th July - 09:00: ISLDN Resilience Symposium 2 (Princes Suite) - Symposium - Abstract ID: 251 

 
 
Dr. Nathern Okilwa (Baylor University), Mx. Effie Mugalo (Kenyan School Leader), Dr. Susanne Sahlin (Mid 
Sweden University), Dr. Pia Skott (Stockholm University), Mx. Emma Rosengren (Swedish School 
Leader), Dr. Sylvia Robertson (University of Otago), Dr. Karen Bryant (University of Georgia), Dr. Kaneshia 
Dorsan (University of Georgia), Ms. Shani Jackson (University of Georgia), Ms. Wendy McDonald 
(University of Georgia), Ms. Tifferney Dodd (University of Georgia), Ms. Ashley Prince (University of 
Georgia), Ms. Veronika Snuggs (University of Georgia), Ms. Jennifer Williams (University of Georgia), Ms. 
Aaronlyn Wright (University of Georgia), Dr. Jami Berry (University of Georgia) 
 
School leaders continue to confront increasingly complex and evolving challenges, including shifting 
government policies, climate change, and the integration of new technologies. In several countries, the 
recruitment and retention of school leaders has also become a growing concern. These dynamics 
present an important opportunity to investigate both the sustainability of leadership roles and the factors 
that support resilience. 
 
The International School Leadership Development Network’s (ISLDN) Resilience Research Project responds 
to the complexity of school leadership in the post-pandemic era. Resilience in the school sector can be 
explored through two complementary lenses: first, by examining how leaders strengthen their school 
communities through strategic efforts that build collective resilience; and second, by understanding the 
personal resilience of individual leaders and the conditions that sustain them in their roles. These insights 
are vital not only for the design of school leadership development programs but also for improving the 
support structures available to those currently serving in leadership positions. 
 
This project employs qualitative case study methodology to examine the lived experiences of school and 
district leaders as they navigate and cultivate resilience in complex educational settings. The ISLDN 
Resilience Project Framework is best described as a practice-oriented theory of action grounded in the 
multidimensional resilience framework developed by Chen in 2023. This theory of action illustrates how 
foundational personal resilience contributes to key leadership behaviors that, in turn, produce desirable 
school-level outcomes. The design foregrounds leaders’ voices, drawing out rich, context-specific 
insights into how resilience is experienced, understood, and enacted in response to sustained challenges 
such as policy shifts, crises, and systemic inequities. Case studies are particularly well-suited for capturing 
the nuanced, dynamic, and situated nature of leadership work, allowing for deep exploration of both personal 
and organizational dimensions of resilience. The project is guided by a methodological framework that 
emphasizes collaboration between scholars and practitioners to construct meaning from professional 
practice. This approach draws on the idea that participant involvement can range from maintaining activity 
records to co-authoring interpretive, theory-linked narratives. Such a participatory framework ensures that 
practitioners are not merely subjects of inquiry but are engaged as critical co-researchers, interpreting 
and theorizing their own leadership experiences. 
 
Each case study is co-constructed by a school or district leader and a university faculty member, with the 
practitioner serving as the lead co-author. This design centers the practitioner’s voice while providing 
scholarly support to frame and refine the narrative. The resulting cases reflect both experiential 
authenticity and analytic depth, advancing understanding of resilience not as a fixed trait but as a 
multifaceted and contextually embedded practice. These co-authored narratives will serve both as 
scholarly contributions and as practical resources for leadership development and support. 
 
This paper highlights the resilience story of one leader and is one contribution to the larger ISLDN Resilience 
Research Project through which the Network is shining a light on the attributes of personal resilience that 
support explicit leader behaviors which in turn enable leadership outcomes supporting stronger learning 
communities. 
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Cartographic Leadership: Mapping Ethics, Territory, and Care in Educational 
Leadership 

 
Sunday, 5th July - 11:50: Interactive Poster Discussion Walk (Whitehall Suite) - Poster - Abstract ID: 19 

 
 
Dr. Alexander Gardner-McTaggart (University of Nottingham) 
 
This poster introduces cartographic leadership as a new conceptual framework for reimagining 
educational leadership beyond the limitations of managerial, output-driven paradigms. Conventional 
models such as instructional and distributed leadership have contributed important insights into the 
complexity of schooling, yet they remain tethered to logics of accountability, performance, and 
technocratic control. Such approaches risk reducing leadership to technical coordination, overlooking its 
civic, ethical, and ecological responsibilities at a time of profound crisis. 
 
Cartographic leadership advances an ontological reframing of educational leadership as a practice of ethical 
navigation through civic, institutional, and planetary territories. Rather than positioning the leader as a heroic 
commander or neutral coordinator, it views leadership as the drawing of ethical maps: modes of orientation 
that are always situated, relational, and historically conscious. Schools, districts, and ministries are 
conceptualised not as bureaucratic units or service-delivery systems, but as territorial ecologies: 
bounded yet porous civic spaces shaped by memory, belonging, and planetary urgency. 
 
The framework is informed by four philosophical perspectives. David Scott’s account of futures past 
highlights the tragic legacies that shape institutions and the ethical responsibility to begin anew in the 
ruins of failed promises. Kwame Anthony Appiah’s rooted cosmopolitanism affirms the possibility of 
ethical belonging that is both locally grounded and globally responsible. Bruno Latour’s terrestrial 
politics foregrounds ecological interdependence, emphasising that leadership must “land” in the 
specificities of place while recognising planetary entanglements. Finally, Rosi Braidotti’s concept of nomadic 
subjectivity challenges the static, managerial leader, offering instead a relational, affective, and processual 
account of leadership as becoming. 
 
By synthesising these perspectives, cartographic leadership offers an alternative to methodological 
nationalism and managerial globalism alike. It reconceptualises leadership as an act of ethical accompaniment: a 
practice of holding open contradictions, negotiating across scales of responsibility, and stewarding plural futures. 
This orientation positions leaders as cartographers of civic and ecological responsibility, capable of 
situating decisions within histories of exclusion and within the pressing demands of the Anthropocene. 
 
The poster will present the core dimensions of cartographic leadership (territorial literacy, ethical mapping, 
affective praxis, and civic stewardship), and outline implications for leadership preparation, research, and 
practice. It suggests that leadership development should extend beyond competency matrices toward 
cultivating territorial awareness, ethical imagination, and ecological attunement. Mapping exercises, 
narrative inquiry, and artsbased methods may offer powerful tools for training leaders to navigate the layered 
geographies of educational life. 
 
In proposing cartographic leadership, this poster seeks to stimulate debate at BELMAS about the future of 
educational leadership theory and practice. It argues that leadership must shift from managerial efficiency toward 
regenerative, civic, and planetary ethics if education is to contribute meaningfully to just and sustainable 
futures. 
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Building a Review Culture: From Mandate to Shared Ownership in Oman’s 
Education System 

 
Sunday, 5th July - 11:50: Interactive Poster Discussion Walk (Whitehall Suite) - Poster - Abstract ID: 65 

 
 
Dr. Thuraya Alhosni (Oman Authority for Academic Accreditation and Quality Assurance of Education) 
 
This paper critically examines the implementation in 2025 of Oman’s National School Evaluation System, 
an initiative designed to embed continuous improvement, shared ownership and professional learning 
into the fabric of school life. Under the guidance of the Oman Authority for Academic Accreditation and 
Quality Assurance of Education, the initiative positions evaluation as a catalyst for systemic learning rather 
than merely a compliance exercise. To explain this vision, the present paper introduces the system 
ambition framework built on four interdependent pillars—namely, clarity (shared understanding of purpose 
and process), fairness (context-sensitive and trust-building practices), capability building (developing 
internal expertise and collaborative professionalism) and pace of improvement (balancing short-term gain 
with long-term transformation). Drawing on the contemporary literature concerning school improvement, 
including models of trust-led evaluation, low-stakes external review, adaptive leadership and networked 
professional learning, this paper situates Oman’s approach within a broader shift away from punitive 
inspection regimes to a trust-led model to increase openness, strengthen school capacity, and align 
accountability with Vision 2040. It explores the early implementation lessons, ranging from enhancing 
reviewer training and public engagement to managing risks such as inspection-related anxiety, compliance 
theatre and system overload. It is posited that the sustained credibility of the new system will depend not on 
procedural control but on cultivating psychological safety, participatory design and an inquiry-driven culture 
across all levels of the education system. 
 
The case of Oman’s National School Evaluation System offers practical insights for other countries 
seeking to reform their education systems by building evaluation models that are inclusive, ethical and fit for 
the future. 
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Distributed Leadership in Chinese Primary Schools 

 
Sunday, 5th July - 11:50: Interactive Poster Discussion Walk (Whitehall Suite) - Poster - Abstract ID: 76 

 
 
Ms. Liu Yang (University of Nottingham) 
 
Recognizing a significant gap in the existing literature on distributed leadership in China, this BELMAS 
Conference paper will report research that explores how distributed leadership is enacted in three public 
primary schools in Enshi City, Hubei Province, China. 
 
Research aims 
This study has three main aims. First, it seeks to provide a Chinese perspective on distributed leadership, 
addressing a gap in the literature predominantly grounded in Western contexts. Second, it aims to explore 
how leaders and teachers perceive the operation of distributed leadership within their schools. Finally, the 
study investigates how school leaders collaborate with various stakeholders to either facilitate or impede 
distributed leadership practices in their schools. 
 
Research Questions: 
The research is informed by five research questions: 
 
RQ1: To what extent is distributed leadership enacted in selected Enshi city primary schools? 
RQ2: To whom is leadership distributed in Enshi city primary schools? 
RQ3: What is distributed in Enshi city’s primary schools? 
RQ4: What are leaders’ perspectives on distributed leadership in Enshi city primary schools? 
RQ5: What are teachers’ perspectives on distributed leadership in Enshi city primary schools? 
 
Methods 
This study adopted a multiple case-study approach to gather data through semi-structured interviews, 
observations of Teaching Research Group (TRG) meetings, unstructured field notes, and documentary 
analysis. The sample includes eleven or twelve key stakeholders from each school: the party secretary, 
principal, vice-principal, three TRG chairs, and six teachers. Data were analyzed thematically. 
 
Findings 
There are three main overall findings. First, the Party Secretary is a distinctive role in the Chinese context, 
with significance influence, and varied relationships with principals across the three schools, leading to 
different distribution patterns. Second, distributed leadership in these schools is predominantly top-down, 
functioning through formal delegation, task allocation, and compliance-based implementation. Leadership 
distribution is structured by hierarchical authority, policy directives, and accountability pressures, which is 
distinct from the collaborative, emergent, and agency-driven forms emphasised in international DL 
literature. Third, teachers are largely recipients of delegated tasks with limited involvement in school-level 
decision-making. Yet, leadership is widely distributed within instructional practice, where rotational lead-
teacher systems, collaborative lesson planning, and iterative lesson refinement enable teachers to exercise 
expertise-based professional influence. 
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Leader Know Thyself: The Liminality of Leadership in a Time of Crisis- A narrative 
review 

 
Sunday, 5th July - 11:50: Interactive Poster Discussion Walk (Whitehall Suite) - Poster - Abstract ID: 95 

 
 
Ms. Orla Jackson (University of Limerick), Prof. Patricia Mannix-McNamara (University of Limerick) 
Dr. Nicolaas Blom (University of Limerick) 
 
School leaders navigating crises occupy profoundly liminal spaces in which professional role, identity, and 
emoptional expectations are destabilised. While literature on crisis leadership, emotional intelligence, 
emotional labour, reflexivity, and gendered identity in education is emerging, the interplay of these 
constructs through a liminality lens remains under-explored. This early-career narrative review asks how 
inherited “legacies” of rational, technical models of leadership constrain how crisis work is understood 
today. 
 
Aim/Purpose: The review examines how emotional leadership, reflexivity, liminality, emotional labour 
(Hochschild,1983), and the gendered experience of school leaders are conceptualised in school-based crisis 
leadership and identifies conceptual, methodological, and practice gaps to inform future research, policy, 
and leadership development. 
 
Methodology: Searches were conducted across ERIC, Scopus, Web of Science, JSTOR, and the British 
Education Index to identify literature related to crisis leadership in education. Search terms focused on 
conceptual clusters including crisis leadership, educational crisis management, liminality and leadership, 
threshold experiences, leadership identity disruption, emotional labour in education, gender and school 
leadership, and trauma-informed leadership. Guided by the principles of Critical Interpretive Synthesis (CIS), 
the search process was iterative, with emerging conceptual tensions prompting additional engagement with 
anthropological theories of liminality and feminist organisational scholarship. Sources were included based 
on conceptual relevance, theoretical richness, and their potential to contribute to a generative understanding 
of emotional and gendered dimensions of leadership during crisis rather than methodological hierarchy. 
Analysis involved close reading and constant comparison, enabling the identification of tensions between 
structure and anti-structure, interrogation of normative assumptions about authority, and the development of 
synthetic constructs that in-formed the conceptual framing of crisis leadership. 
 
Key Findings/Conclusions: Across studies, crisis is experienced as a liminal landscape (Turner,1969) that 
dislocates leaders and prompts identity disruption, ethical tension, and role renegotiation. Effective crisis 
leadership is characterised by authenticity, emotional reflexivity, and relational practice rather than 
purely technical management. Emotional leadership, the intentional, ethical use of emotional labour, 
emerges as a critical yet frequently invisible component of crisis work. The review also highlights gendered 
expectations: women leaders are disproportionately positioned as emotional caretakers, carrying intensified 
relational and pastoral demands alongside conventional accountability metrics. Overall, there is a striking 
absence of empirical work that directly integrates crisis and liminality within school leadership. 
 
Significance/Contribution: Conceptualising crisis leadership as liminal foregrounds the inner, emotional, and 
identity work of school leaders and challenges inherited legacies of heroic or purely strategic leadership. The 
review proposes an agenda for future research that includes longitudinal and narrative inquiries tracing how 
leaders make sense of, and are transformed by, the liminal experience of school-based crises. It argues that 
leadership standards and professional learning should embed reflexivity, emotional intelligence, emotional 
labour, and gender consciousness as core competencies, alongside structured peer supervision and coaching, 
to sustain this emotional labour into the future. 
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The Dynamic Nature of Academic Resilience: A Chronosystem Analysis of 
Protective Factors in PIRLS 2016 and 2021 

 
Sunday, 5th July - 11:50: Interactive Poster Discussion Walk (Whitehall Suite) - Poster - Abstract ID: 276 

 
 
Dr. Fatina Sarsoor (Bar-Ilan University) 
 
This study investigates the dynamics of academic resilience—the ability to achieve high academic outcomes 
despite a low socioeconomic status (SES)—by comparing psychological (student-level) and environmental 
(school-level) protective factors in terms of predictive power between two distinct cohorts: the 
prepandemic Progress in International Reading Literacy Study (PIRLS) 2016 cycle and the postpandemic 
PIRLS 2021 cycle. This approach explicitly models the chronosystem dimension. The resilient student profile 
was initially defined on the basis of a latent profile analysis (LPA), and the influence of the study year as a 
moderator was then examined by reference to a three-level hierarchical logistic regression model (HLM). The 
core finding revealed a dramatic and significant shift in the role of teacher job satisfaction (TJS), which 
shifted from the weakest positive predictor in 2016 (log-odds = 0.0063) to the strongest protective factor 
in 2021 (net effect = 0.0195). This temporal shift, alongside a significant weakening of the influence of liking 
reading (SLR) and confidence in reading (SCR), suggests that during the instability caused by the pandemic, 
dedicated school-level support from satisfied teachers (i.e., the mesosystem) became an indispensable, 
compensatory factor with respect to resilience. The study concludes that academic resilience is a 
profoundly dynamic and context-dependent concept. During systemic crises, the success of 
disadvantaged students relies less on internal psychological resources and more on stable, high-quality 
external support. These findings provide concrete policy recommendations for investing in teacher 
resources as the core support mechanism underlying educational equity during crises. 
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Inclusive Interviewing in Qualitative Research 

 
Sunday, 5th July - 11:50: Interactive Poster Discussion Walk (Whitehall Suite) - Poster - Abstract ID: 297 

 
 
Mrs. Taylor Mowery (University of South Florida) 
 
This poster explores best practices for conducting qualitative interviews with individuals with intellectual 
disabilities, emphasizing the importance of inclusive and ethical research methods. Historically, people with 
intellectual disabilities have been marginalized in research, and their voices often filtered through caregivers 
or professionals. 
 
This literature review identifies three key themes: adaptive interviewing techniques, communication strategies, 
and ethical considerations. It provides insights into how research can be conducted ethically and 
effectively, focusing on the importance of respect, autonomy, and inclusion. The findings aim to guide 
researchers in creating more authentic and inclusive research environments, ultimately contributing to a 
deeper understanding of the lived experiences of individuals with intellectual disabilities. 
 
Drawing on the social model of disability, this discussion challenges traditional views of disability as a personal 
deficit, instead highlighting how societal barriers contribute to disability. By using creative approaches like 
visual aids, simplified language, and tailored communication strategies, researchers can ensure more meaningful 
participation and better capture the perspectives of individuals with intellectual disabilities. 
 
Implications for educational leadership emerging from this research suggest that inclusive interviewing 
offers a powerful means for leaders to more accurately understand the experiences of individuals with 
intellectual disabilities, whose perspectives are often absent from educational research. By adopting flexible 
and ethical qualitative methods, leaders and researchers can broaden who is recognized as a legitimate 
contributor to school improvement discussions. These practices also expand the methodological toolkit 
within educational leadership, promoting research and decision-making that are more responsive to the 
diverse lived experiences of all stakeholders. 
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Discursive Constructions of Teacher Identity in IB Schools in Kazakhstan 

 
Sunday, 5th July - 11:50: Interactive Poster Discussion Walk (Whitehall Suite) - Poster - Abstract ID: 298 

 
 
Mrs. Miramgul Mashtakova (University of Manchester) 
 
This paper examines how teachers working in International Baccalaureate (IB) schools in Kazakhstan 
discursively construct their teacher identities and how these constructions are shaped by the competing 
expectations of the International Baccalaureate Organisation (IBO) and the national schooling field. IB 
schools operate as a sub-field within a highly centralised education system in which teachers are expected to 
meet both state policy requirements and the guidelines set by the IBO. These overlapping expectations create 
complex conditions for teacher identity construction that remain underexplored in the literature. 
 
Drawing on interview data from nine teachers across different IB school types, the study employs 
Fairclough’s Critical Discourse Analysis informed by Bourdieu’s concepts of field, capital, and symbolic 
power. This analytical lens enables an examination of how teachers construct their identities through the 
discourses they use to describe what is valued within their professional context. Four dominant discursive 
themes emerged from the analysis: transformation, dual systems, global opportunities, and values-based 
professionalism. Each discourse foregrounds different forms of capital (pedagogical, institutional, symbolic, 
and moral), and teachers draw on these discourses unevenly depending on their institutional context and 
access to valued resources. 
 
The study demonstrates that teacher identity in IB schools is discursively constructed at the intersection of 
IBO and state expectations. It offers a critical, relational understanding of teacher identity construction and 
highlights how institutional conditions shape the discursive resources teachers mobilise within a highly 
centralised schooling system. 
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Supervision in Schools: a review of the current provision 

 
Sunday, 5th July - 11:50: Interactive Poster Discussion Walk (Whitehall Suite) - Poster - Abstract ID: 318 

 
 
Mrs. Susan Marks (University of Buckingham) 
 
Supervision within school settings is a growing area of professional practice for senior leaders and is 
well-established in allied professions, such as psychotherapy, counselling and social work. Supervision, 
within this study, is defined as a structured, reflective, and relational space in which school leaders can 
process the emotional, ethical, and organisational demands of their role, to enhance professional 
judgement, wellbeing, and leadership capacity. The existing literature shows that this supervision extends 
beyond performance management and mentoring and functions as a confidential space for emotional 
containment, critical reflection and strategic sense-making. As such, supervision offers extensive potential for 
school leaders. However, despite the increased application of supervision in schools, there is a lack of 
definitional clarity or application consistency. This study aims to address this by developing greater clarity 
around current school supervision provision, including who is providing this offer and why, and how providers 
understand the quality of the provision being delivered, with a particular focus on implications for school 
leadership. 
 
The existing literature suggests a notable increase in both the practice and academic discussion of 
supervision in schools, driven by growing concerns around staff wellbeing, emotional labour, safeguarding 
complexity, and leader retention. However, this expansion has occurred alongside multiple and often 
competing definitions. Supervision is variously described as reflective practice, coaching, line management 
support, therapeutic containment, and leadership development, resulting in inconsistent models of provision 
across schools and localities. This lack of conceptual coherence presents a significant problem: without a 
shared understanding of what supervision is, who should provide it, and how its quality should be 
understood, school leaders may experience fragmented or inequitable support. 
 
Informed by Proctor’s Functional Model of Supervision, this study took a qualitative, interpretivist 
approach, focusing on the participants’ subjective meaning-making. Data were collected through a 
questionnaire (n=36) followed by 15 semi-structured interviews with professionals currently providing 
supervision to schools. This included therapists, educational psychologists, and former school leaders. 
This sample provided insight into current practice. Data were analysed using reflexive thematic analysis. 
 
Four themes were identified: 
(1) Supervision as relational and reflective - which highlighted the fluid and context-dependent nature of 
provision. (2) Providers as relational practitioners - which demonstrated how supervision provision is shaped 
by professional and personal histories of providers, with influences from other professional fields. 
(3) Quality as relational impact - this theme highlighted how quality and effectiveness were understood by 
providers, through perceived changes in emotional capacity, communication, and culture, rather than formal 
metrics. 
(4) Leaders as key - this theme demonstrated the importance of leaders in ensuring that supervision had 
meaning, impact and sustainability within school systems. 
 
Overall, this study demonstrates that the provision of supervision in schools is highly varied, based on provider, 
context, and leadership. Despite this, supervision is increasingly valued as a means of supporting 
leaders in emotionally demanding and isolating roles. These findings suggest that clearer 
conceptualisation and more coherent frameworks for supervision provision are required to ensure 
equitable and sustainable leadership support across school settings and to maximise the potential of 
supervision in schools. 
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This design-based research (DBR) study investigates informal teacher leadership within an eighteen-
month design-based professional learning series focused on the Number organizing idea, which includes 
counting, labelling, and operating in the Alberta Education Mathematics Curriculum. Fifty Kindergarten to Grade 6 
teacher leaders from a large Canadian school district joined a partnership of university mathematics educators, 
district leaders, and professional facilitators to address persistent challenges, including whole-number 
bias and limited representational flexibility. The study examines how teachers learned new 
representations and exercised informal leadership by modeling classroom enactments and brokering 
knowledge across schools. It spanned varied school contexts over time in this district. 
 
Guided by the question, “How do teacher leaders appropriate and mobilize Number concepts within a 
design-based professional learning series to support colleagues and build cross-system knowledge?”, we 
draw on data from eight monthly sessions. Sources include 215 documentations of classroom enactments, 
of which 89 are complete artifacts containing task descriptions, student work, and images or videos; triad-
based colleague feed-back during structured sharing protocols; and Mentimeter surveys probing collective 
understandings of multiplication and division. First and second cycle coding in NVivo (Saldaña, 2013) linked 
emergent representational codes (enactive/iconic/symbolic; metaphors of arithmetic: 
count/size/measurement/motion-along-a-path) to leadership themes to identify mechanisms of influence, 
such as modeling shifts and facilitating peer dialogue. Findings reveal three themes of informal leadership 
enactment. First, teacher leaders modeled innovation by designing and trialing activities challenging 
dominant metaphors—e.g., shifting from count-based representations (73 instances) to measurement and 
motion-along-a-path, evidenced by images of enactive tasks like pump-kin seed arrays or map scaling. 
Second, cross-system triad sharing fostered influence through artifact presentation (e.g., fraction 
misconceptions) and feedback, promoting collaborative problem-solving. Mentimeter data (twice as many 
count-based responses to “What is multiplication?”) highlighted shared struggles and teacher leaders’ 
advocacy for representational flexibility. Third, iterative professional learning design and university expertise 
enabled distributed agency, aligning with conducive conditions for teacher leadership (Harris, Jones, & 
Ismail, 2025). 
 
This study contributes consolidated empirical substantiation to the teacher leadership literature, 
addressing gaps in Harris et al.’s (2025) systematic review by providing artifact-based evidence of 
mechanisms linking leadership actions (e.g., sharing best practices; Nguyen et al., 2020) to potential 
change. From a system-wide, longitudinal context, it verifies assumed processes without overclaiming 
outcomes, offering qualitative depth on informal influence in elementary math. Implications include design-
based professional learning design with structured artifact-sharing to bridge practices to broader shifts. 
Limitations include one school division in Alberta, Canada. Ultimately, this work positions design-based 
professional learning as a catalyst for empowering teacher leaders, fostering sustainable improvements in 
math education. 
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A central inquiry in the ISTL II is to identify the knowledge and skills that formal leaders must acquire to 
effectively facilitate and support the development of successful teacher leadership. The present study 
analyzes the management role in the development of teaching leadership in a nursery school as a means of 
overcoming both internal and contextual challenges such as teacher demotivation, increased competition, 
and declining enrollment. 
An instrumental case study was conducted. using a variety of complementary techniques: semi-structured 
interviews, focus groups and non-participant observations. Data analysis was carried out using thematic 
analysis, an inductive, iterative and reflective procedure of differentiation and integration of data with 
increasing levels of abstraction, conceptualisation and possibilities for interpretation. Compliance with 
the relevant ethical standards was ensured. 
 
The analysis reveals an attitude on the part of principals that has proven decisive in promoting teacher 
leadership. This attitude is characterized by the enhancement of teachers’ autonomy, which is based on 
the recognition of their interests and trust in their skills, as well as alignment with the objectives of the 
school. The provision of time and space for collaborative work and personal development was also 
identified as a crucial element. 
 
Teachers’ autonomy to explore and promote new teaching methods, including the creation of their own 
materials, has fostered their commitment and responsibility to the initiatives. The opportunity to assume a 
leadership role in these projects, within an environment characterized by trust and support from 
management, was relevant to the motivation and confidence of the teaching staff. As a result, many teachers 
were recognised as internal leaders in areas related to their interests and specialities, thus consolidating 
their leadership within the educational community. Furthermore, the implementation of regular, 
institutionalized times and spaces for meetings has facilitated a culture of collaboration and support among 
teachers. This cultural shift has not only enabled the development of initiatives but also promoted 
socialization and knowledge transfer among educators. Consequently, the proposals were disseminated and 
adopted by the entire teaching team, thereby expanding their impact and contributing to collective 
strengthening. 
 
These initiatives contributed to the enhancement of students’ academic achievement. Concurrently, these 
measures have been shown to improve the school climate, proactivity, satisfaction, self-esteem, and 
professional learning of teachers. While it would be inaccurate to assert that all teachers at this institution have 
evolved into leaders, it is evident that the management has fostered an environment propitious to their 
growth. Through an analysis of the prevailing attitudes and conditions, it has been possible to identify the 
factors that have contributed to the development of these teachers. 
 
This work suggests an integrated perspective of management leadership and teacher leadership as a 
necessary combination. To exploit its full potential, teacher leadership needs the support of 
management and the right organisational conditions to thrive and be sustainable. Teacher leaders without 
the proper support from management or in an unfavourable organisational context may not reach their 
full potential and may even experience adverse consequences, such as frustration and loss of 
motivation. 
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The relationship between theory and practice in teacher education has become a focus of contentious debate in 
educational research. In Romania, over the last two years, we have witnessed many strategic changes in the 
for-mal education curricula, including significant challenges for the initial teacher training. Romanian 
universities are also renewing their leadership preparation programs to incorporate a practice-oriented 
approach based on new professional standards (2024) and accountability measures. 
 
Our ISTL II action research was developed to inform a developing teacher leadership curriculum. The 
focus was on the knowledge, skills, and personal qualities that are required to serve as an effective 
teacher leader. Representatives from the following roles were invited to participate in the study: teachers, 
principals, teacher educators, school administrators, and policy makers. The representatives 
participated in focus groups and individual interviews. 
 
We found that the challenges in today’s schools are increasingly complex and intense, and put significant 
demands on teacher leaders. Participants found it challenging to improve student learning outcomes while 
balancing their professional growth and their personal lives. They felt it was important to maintain good 
relationships with other educational partners. Teachers also placed greater priority on their students’ 
learning than on their own professional learning. 
 
Policy makers and teacher educators sought to communicate to teacher leaders that their efforts are 
greatly valued. They recognized that teacher leaders helped to maintain a school-wide focus on school 
improvement. In rural communities, principal support for teacher leaders was crucial. Principals were 
valued when they established trust among teachers, students, and community members. They were 
appreciated for encouraging peer coaching and mentoring. In larger schools, it was important that 
principals could understand and be accepted by members of various subcultures in the school 
communities. 
 
The views of teachers and principals in their 50s and 60s were affected by their experiences before 1990, 
when communist leaders in Romania were overthrown. They reported feeling a strong moral responsibility for 
young people in schools while also perceiving insufficient support for educators. Younger teachers 
highlighted the essential nature of principal support in school communities. They also expressed the need for 
mentoring and structured dialogue about teaching and learning. They wanted to participate in professional 
development initiatives and sought greater professional autonomy. 
 
The study findings highlight the importance of continuing professional development for teachers and the 
need to teach leadership skills during initial teacher education programs at universities. The findings will inform 
the development of new teacher leadership components of initial teacher training. 
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This symposium contribution introduces a new methodological approach to educational leadership 
developed in our forthcoming chapter Educational Leadership in the Tragedy of Our Times in this Collected Edition 
(Gurr, Drysdale, Moreno). We argue that contemporary leadership operates within a profound temporal 
and onto-logical rupture shaped by ecological breakdown, democratic erosion, and technological 
acceleration. Existing paradigms are grounded in progress, reform, and managerial neutrality are increasingly 
unable to engage with these conditions. Drawing on Scott’s concept of futures past, Koselleck’s temporal 
categories, Anders’ critique of obsolescence, and Indigenous temporalities, we propose cartographic leadership 
as a methodology for mapping the present honestly and stewardship as an ethical orientation towards 
planetary care and democratic responsibility. Moving away from adjectival leadership, we demonstrate how this 
dual framework opens methodological space beyond transformational or distributed models, enabling leaders to 
read collapse without resignation and act with ethical realism. Our contribution outlines this emerging 
episteme and invites dialogue on rethinking leadership for the “long now” of the mid-twenty-first century. 
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In this paper we consider the rise of the autonomous school in education systems across the world and its 
impact on school leadership. The promise of autonomous schools is that they give headteachers and principals 
the power to act according to their own preferences, free from government control. On the face of it, this 
allows school leaders to balance adherence to national policy with contextualised local needs. Drawing 
first on secondary data we briefly highlight the various forms autonomous schools can take: church 
schools in Hungary, voucher schools in Chile, academy schools in England, charter schools in America, and 
free schools in Sweden, to name but a few. We also consider the nuance of how school autonomy is 
balanced with local and national government within different policy systems. We go on to contest the 
very notion of the autonomous school however, by exploring the idea that although some school leaders 
have ostensibly been granted autonomy in how they run their schools, this is often compromised. The lived 
reality of autonomy can be extremely complex when political, social and economic factors combine to 
restrict options. Furthermore, the benefits of autonomy for school leaders may be outweighed by the 
negatives of accountability that go hand in hand with the model. Using England as an illustrative example 
in what is a global experiment, we explore the increased ceding of school autonomy to new policy actors 
in the form of multi-academy trust (MAT) chief executive officers and government expectations regarding 
curriculum and finance. We conclude that the role of the headteacher is being ‘de-autonomized’ as a 
result. Moreover, we present empirical data from studies of headteachers within the MAT system to make 
a novel argument that their new place in the hierarchy may even be welcomed by some in the face of 
such high accountability and the financial and curricular restrictions they face. This im-pact on 
headteacher disposition is a dramatic reversal of school leader’s professional identity from previous 
generations, with potentially serious implications for the next generation of school leaders and the future 
of school leadership as a whole. We end by considering the various future implications for schools as a 
generation of school leaders who have may have known autonomy, at least to some extent, leave the 
workforce. We con-template what this might mean for the profession worldwide in terms of recruiting, and 
retaining, high quality school leaders. This topic matters internationally because the situation in England 
may serve as a warning to other countries as they consider whether to adapt or increase school autonomy. 
The effect on children’s education of autonomous schools is mixed, possibly benefitting only wealthy 
populations the most, and yet the trend has continued to gather pace. We caution against the ceding of 
autonomy to system leaders and warn that the long-term effects could be not only calamitous but 
irreversible. 
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This paper invites readers to reimagine educational leadership in Higher Education (HE) by advocating for 
compassionate leadership as a human-centred approach that enables staff and student communities to 
thrive in times of uncertainty. Drawing on Jarni and Gurr’s Futures Framework (2024) and Barnett’s concept of 
a ‘feasible utopia’ (2011), we situate our discussion within the context of turbulence and change in HE, 
examining both near and distant futures. Against this backdrop, we propose ways of thinking and practising 
that characterise compassionate leadership and outline the potential outcomes such an approach may 
deliver. 
 
We argue that leadership in HE remains dominated by transactional, hierarchical, and metrics-driven 
approaches. Rooted in industrial-era paradigms, these approaches prioritise control and compliance while 
neglecting relational, cultural, and ethical dimensions—making them inadequate for contemporary 
challenges. Current conditions, often described as VUCA (volatility, uncertainty, complexity, ambiguity), are 
shaped by multiple factors, including technological disruption, ecological crises, socioeconomic and 
demographic shifts, mental health and wellbeing concerns, and threats to financial sustainability. In this 
context of permacrisis, leaders experience tension between advancing values-based leadership and meeting 
policy and performance demands. 
 
We contend that compassionate leadership offers a strategic, relational, and values-oriented alternative. 
Far from being “soft” or sentimental, it provides a lens that can inform leadership thinking and practice at all levels 
within HE. We conceptualise compassionate leadership in higher education (HE) an approach that 
prioritises care, emotional intelligence, and ethical responsiveness (West, 2021; Beresford-Dey et al., 
2024). It involves recognising and alleviating others’ suffering while fostering trust and resilience. 
Authenticity is critical and as Waddington and Bonaparte (2024) caution, compassion must transcend 
symbolic gestures and avoid becoming a rhetorical “buzzword.” Instead, it requires alignment between 
institutional values-based intentions and lived experience of students and staff. We argue that within HE, 
compassionate leadership approaches, can address technical and adaptive challenges—such as 
curriculum reform, technological disruption, and financial pressures, keeping human relationships as a 
central concern. Exemplified during the COVID-19 pandemic, this ethos integrates listening, empathy, and 
emotion work, enabling leaders to navigate uncertainty without retreating from strategic imperatives. 
 
Using Jarni and Gurr’s Futures Framework (2024), we draw on contemporary literature to anticipate near and 
distant future demands on leadership in learning and teaching. In response to these demands, we 
advocate for Barnett’s (2011) notion of a ‘feasible utopia’, grounded in ethical responsibility, and relate this 
vision to the defining features of compassionate leadership. 
 
Our analysis highlights several implications for leadership practice: 
How psychological safety can enable creativity and innovation. 
The consequences for collective resilience and wellbeing among staff and students. 
The relationship between compassionate leadership, technological advancement, and ethical responsibility.  
 
Beyond practice, we propose policy shifts that align HE institutions with sustainability, equity, and global 
responsibility, ensuring that compassionate leadership is championed and embedded, rather than 
tokenistic or rhetorical. 
 
For scholarly enquiry, we identify existing research, outline gaps, and encourage further investigation 
into compassionate leadership, particularly in light of the sustained disruption and turbulence in the HE 
landscape. 
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School leaders today face rising complexity, heightened diversity among students and staff, mounting social and 
political tensions, growing ecological concerns, and the increasing interconnectedness between local and global 
challenges. Traditional leadership models often do not fully equip leaders to respond to these realities 
with ethical clarity, cultural humility, or global awareness. This paper introduces Global Moral Leadership 
(GML), a forward-thinking leadership framework designed to prepare school leaders to navigate these 
demands with integrity, compassion, and a deep sense of responsibility for both people and planet. 
 
GML reframes leadership by centering four foundational dimensions: ethical purpose, cultural and global 
competence, ecological consciousness, and commitments to justice and inclusion. Together, these 
elements support leaders in making decisions that honor human dignity, respond thoughtfully to pluralism, 
and consider the broader, interconnected world in which schools operate. Rather than focusing solely on 
technical tasks or managerial efficiency, GML invites leaders to cultivate moral imagination, engage multiple 
perspectives, and lead with humility and care. 
 
A core contribution of this work is the integration of third spaces into leadership development. Third spaces, 
such as hallways, school buses, parent pick-up lines, staff lounges, community gathering points, and nature-
based settings, represent informal and often overlooked environments where identity, culture, power, and 
belonging are negotiated. These spaces can reinforce exclusion and inequity, but they also hold enormous 
potential as generative sites for dialogue, trust-building, and collaborative learning. Within the GML 
framework, third spaces become powerful pedagogical and relational contexts where leaders can actively 
shape more inclusive and culturally sustaining school communities. 
 
This paper introduces a practical GML Third Spaces Table, a tool designed to help leaders recognize, 
assess, and transform these settings. The tool supports leaders in asking critical questions, cultivating reflective 
habits, deepening ecological and cultural awareness, and engaging others in shared meaning-making. 
Through this process, leaders can intentionally cultivate third spaces as places where belonging, agency, 
and collective purpose can flourish. 
 
Integrating GML into school leadership preparation and professional development requires grounded, practice-
oriented strategies that translate moral purpose into daily action. Leaders can nurture school cultures 
where diverse groups feel safe and welcome by preparing teachers to recognize the social modeling that 
occurs in third spaces and by empowering students and staff to co-design inclusive environments, from 
cafeteria seating to shared outdoor spaces. Regular reflective forums, student-led inclusion initiatives, peer 
mediation programs, and buddy systems further strengthen a culture of belonging. Together, these practices 
help aspiring and practicing leaders enact GML in ways that expand equity, deepen ethical awareness, and 
transform third spaces into sites of connection and care. 
 
By linking ethical purpose with the transformative potential of third spaces, GML equips leaders to uphold 
integrity, foster belonging, and prepare students to thrive as compassionate, critically conscious global 
citizens. 
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Creativity and Early Years Leadership: creating inspiring organizational cultures 
Generations of educators have recognised the value of creativity in terms of intellectual and emotional 
development (e.g. Bruner 1962, Winnicott 1971, Robinson, 2001; Craft, 2008) and so it has long played a 
fundamental role in pedagogies of early years education. Relatedly, we have seen an increasing 
understanding that effective leadership should incorporate the abilities to adapt, innovate and change (e.g. 
Heifetz, Grashow & Linsky 2009). Indeed, more recent thinking on leadership development (e.g. Stoll and 
Robinson 2025) emphasises that traditional approaches that prioritise narrow understandings of learner 
outcomes and management activities are insufficient to meet the increasing demands for agile responses to 
an ever-changing environment. Furthermore, it is understood that leaders must cast their focus beyond their 
settings, and aim to reshape the system around them to ensure greater equity, sustainability and adaptability 
(Stoll and Robinson, 2025). 
 
With the nature of early years education in mind, along with a recognition that the society and the role of 
education within it is shifting and changing ever more rapidly, we propose that creative early years 
leadership could provide a framework for inspiring approaches that think about learning, community and influence 
in new ways. We feel that the early years sector, with its natural propensity to harness creativity, has huge 
potential to reinvent its thinking on leadership to respond to the philosophical and logistical challenges 
of education today. There are two strands to our thinking about creative early years leadership: the first 
is a leadership approach that encourages creative thinking across its community of learners and 
educators in order to ensure innovative and responsive practice and allow the learners to reach their full 
potential, the second is applying the lens of creative thinking to the practice of leadership, rethinking 
relationships and strategic approaches to respond to adaptation and sustainability needs. These ideas 
are not new, the first of these strands builds on our understanding of work such as the CCE’S (2023) A 
Leadership Playbook. The second strand draws from our wider study of leadership approaches including 
transformational, transformative and adaptive leadership. However, it is in the weaving together of these two 
strands within the unique context of early years education that we hope will open up some fresh thinking 
in this area. 
 
Within this paper, we seek to explore our conceptualisation of creative early years leadership and consider 
how such an approach might be situated within the current cultural and policy landscape. We will examine 
some of the major challenges experienced by sector leaders at present and discuss how creative early 
years leadership could be a valuable approach to help overcome them. 
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Critical conversations, system solutions: A policy response to early years leadership and retention 
Recruitment and retention of suitably qualified leaders in Early Childhood Education and Care (ECEC) remains 
a pressing international challenge, with Scotland no exception. Research continues to demonstrate that 
effective leadership is a cornerstone of high-quality provision. Sector leaders balance complex 
responsibilities including pedagogical leadership, operational management, family engagement, and staff 
development. Mentoring has emerged as a critical support mechanism, enhancing emotional wellbeing, 
confidence, and competence for new heads, while nurturing future system leaders. 
 
In the first year, the Early Years Heads Mentoring Programme was established through a partnership 
between a Scottish district and university, drawing inspiration from colleagues in the RoI and from local 
mentoring initiatives for school principals. The programme was designed as an entitlement for all new EY 
heads, supported by full mentor training and ongoing professional learning. Crucially, the design team, 
comprising university researchers, district leaders, and experienced heads adopted an iterative 
approach, ensuring the programme evolved in response to feedback and lived experience. 
 
Now, in its second year, the programme has deepened and expanded. Focus groups with mentors, mentees, 
and members of the design team have provided rich insights into the strengths and challenges of the model. 
These conversations have evidenced impact across six key areas: professional growth, acquisition of new 
skills and knowledge, confidence and wellbeing, motivation and job satisfaction, and, importantly, the 
influence on student learning and wider system development. Mentors themselves have reported that the 
programme supports new heads and creates fresh leadership opportunities, positioning them as system 
leaders who contribute to district‑wide capacity and policy development. 
 
A significant development has been the introduction of group mentoring for deputy heads. This extension of 
the model strengthens the leadership pipeline, ensuring embedded succession planning and that emerging 
leaders are supported earlier in their journey. In this way, the programme is not only addressing immediate 
challenges of recruitment and retention but is also proactively shaping the future of leadership in the 
sector. 
 
The findings to date highlight the importance of mentoring as an entitlement rather than an optional extra. 
Structured support, resourced appropriately, creates spaces for critical conversations that build resilience 
and reflective practice. For policymakers, the evidence suggests that mentoring programmes can 
complement centralised training by offering contextualised, personalised development that is responsive to 
local needs. For the BELMAS community, the programme raises important questions about how partnerships 
can reshape perceptions of EY headship, elevating its status and parity of esteem across the wider education 
sector at a time when recruitment and retention are recognised by the OECD, World Bank, and Scottish 
Government as being at crisis level. 
 
Looking ahead, the programme will continue consolidating its evidence base through longitudinal 
tracking of mentor and mentee progression, expand the deputy head group mentoring strand, and explore 
scalability across other districts and potentially at national level. As such, it offers a compelling example of 
how mentoring can move beyond survival support to become a cornerstone of system leadership and policy 
innovation in ECEC. 
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Supporting Leadership in Early Years in Primary Schools and Universities 
Since Nutbrown (2012) suggested that the content of ITT courses must be reviewed in order to better 
prepare teachers to work with the youngest children, little has changed for the better. Rather than 
encouraging the development of confident, responsible leaders, able to act as epistemic agents who engage 
in inquiry rich practice, successive policies continue to promote conformability and a one size fits all 
approach to teacher education that often fails to meet the needs of those who wish to work in Early Years. 
These challenges are not new, nor, despite the governments renewed focus on the Reception year, do they 
seem likely to go away any time soon. This is problematic for those training to teach, those leading early 
years in primary schools and those leading initial teacher education. This presentation explores how 
professional networks provide communities of practice which both support and sustain those leading 
initial teacher training about early years and those leading early years in primary schools. 
 
Established by a group of Early Years lecturers in 1978, TACTYC (Together And Committed To Young Children) 
provides a community of practice which recognises that high quality teacher education draws on robust 
research and lived experience of professional practice. Recognising that initial teacher training is often 
dominated by research focused on other phases of education, TACTYC promotes early years specific 
professional knowledge and expertise through its journal, webinars and conference, raising the profile of the 
uniqueness of this particular phase. Working alongside the Reception Class Teacher’s Network (RCTN): a 
living research project and thriving grass roots community of practice dedicated to empowering Reception 
Class Teacher’s to develop as inquiring professionals, these communities of practice amplify the voices of 
early years lecturers, teachers and trainee teachers, promoting collegiality fostering and professional 
development within sustainable com-munities of practice (Pascal and Bertram 2013, Wenger 1998). 
 
In this presentation, TACTYC and RCTN invite participants to critically engage with the needs of early years 
lecturers, teachers and trainees as a liminal group within the teaching profession, and to reflect on the 
need to ensure all those training to teach in Primary education are given the opportunity to learn how to lead the 
whole school. 
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This symposium brings together five contributions from across the Commonwealth to examine how educational 
leadership is being reimagined in response to turbulence, uncertainty and systemic change. Collectively, the 
papers argue that traditional leadership models are increasingly insufficient in contexts marked by 
demographic transformation, governance complexity, technological disruption, institutional strain and growing 
demands for sustainable reform. Rather than treating leadership as a stable managerial function, the 
symposium frames it as an adaptive, relational and future-oriented practice requiring ethical judgement, 
strategic responsiveness and renewed investment in leadership development. 
 
The session foregrounds the work of the Commonwealth Council for Educational Administration and 
Management (CCEAM) as a professional and intellectual space through which leadership questions can be 
examined across diverse national and regional settings. The papers span Nigeria, India and broader 
Commonwealth perspectives, while also engaging conceptual debates relevant to international audiences. 
Across these contributions, leadership is considered not only in terms of institutional performance but also in 
relation to public value, democratic participation, generational renewal, professional learning and national 
development. 
 
A central concern running through the symposium is that educational systems can no longer rely on 
inherited assumptions of leadership continuity, policy coherence or organisational stability. Instead, 
leaders must increasingly operate across hybrid structures, respond to socio-political and technological 
change, strengthen collaborative cultures and create pathways for emerging generations to participate 
meaningfully in educational governance. The symposium therefore advances a broader understanding of 
educational leadership: one that is sustainable, system-aware, contextually responsive and capable of 
mobilising both present and future actors in the service of educational transformation. 
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Educational leadership in Nigeria faces unprecedented challenges in an era marked by rapid 
technological change, socio-economic instability, and global disruptions as the COVID-19 pandemic. 
This paper explores strategies for future-proofing and sustaining educational leadership within Nigerian 
schools and higher institutions. Grounded in Transformational Leadership Theory (Bass & Avolio, 1994) and 
supported by the Adaptive Leadership Framework (Heifetz et al., 2009), the paper examines how leaders can 
navigate complexity through vision, innovation, and resilience. Transformational leadership emphasises 
inspiring a shared vision, intellectual stimulation, and individualised consideration, while adaptive leadership 
focuses on mobilising stakeholders to tackle systemic challenges and thrive in uncertain environments. 
Using conceptual and empirical literature, the study identifies systemic issues, including inadequate 
infrastructure, outdated curricula, and leader-ship gaps that hinder progress (Osuya & Osakpo, 2024; Dei, 
2024). Key strategies include integrating technology to enhance educator adaptability (Olasedidun, 2025), 
fostering collaborative governance, and implementing evidence-based policy reforms for sustainable 
development (Ehule & Wordu, 2025). Findings underscore the need for visionary leadership that 
prioritises digital literacy, equity, and stakeholder engagement to build resilient educational systems 
capable of thriving in uncertain futures. Ultimately, future-proofing Nigerian education requires a paradigm 
shift towards adaptive, inclusive, and technologically driven leadership models. 
 
Keywords: Educational Transformational Leadership, Adaptive Leadership, Digital Competency 
Development; Innovation Culture. 
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As India advances towards the centenary of its independence in 2047, the national vision of Viksit India 
(developed India) is placing pivotal emphasis on the transformative power of its youth population. With 
nearly 65% of youth’s population below the age of thirty-five, India stands at a crossroad where its demographic 
can either remain a statical advantage or evolve into a dynamic force of global leadership. The concept of 
demographic dividend has long been used to describe India’s youthful population as an economic asset. 
However, the journey Viksit Bharat (Developed Bharat) demands a paradigm shift from viewing youth 
merely as beneficiaries of development to recognizing them as architects and leaders shaping India’s 
future. The transition of demo-graphic dividend to demographic leadership is central to India’s aspiration 
to emerge as a knowledge driven, inclusivity and globally influential nation. Technological transformations 
further amplify the potential of youth leadership. India’s move to digital infrastructures, Artificial Intelligence, 
Space technology, Bio-technology and green energy unprecedented opportunities for young innovators. 
Youth driven research, start-ups and social enterprises can position India as leader in sustainable 
development and technological advancement by 2047. Therefore, an attempt to focus in this paper how 
the vibrant youth population can frame the road map to fulfill the national aspirations and global 
commitments to build a developed India by 2047. 
 
Key words: Viksit Bharat, National contribution 
 
 
 
 
 
Decolonial pedagogies in educational leadership and other fields 

 
Saturday, 4th July - 09:00: Reimagining Educational Leadership in Uncertain Times: Commonwealth 
Perspectives on Sustainability, Youth and System Renewal (Wedgewood Suite) - Panel Contribution - Abstract 
ID: 348 

 
 
Prof. Carol Mullen (Virginia Polytechnic Institute and State University) 
 
 
This academic review presents decolonial pedagogies used with settler students in educational leadership, 
teacher education, and related educational fields. I draw upon scholarship mainly from Canada to illuminate 
pedagogical pathways for decolonizing education that center critical Indigenous literature and knowledge systems. 
Fifty scholarly sources, coded for analysis, provided context and insights for describing a miseducation–education 
tension, which was unpacked vis-à-vis an indigeneity framework. Results highlight interventions and applications 
for decolonizing/indigenizing colonial education in classrooms and beyond. A call for reflective action supports 
land-based learning opportunities. 
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Educational leadership is increasingly enacted within complex, multi-level governance environments 
shaped by globalisation, policy convergence, and intensifying accountability regimes. Within such contexts, 
leaders operate at the intersection of institutional autonomy, system coherence, and stakeholder 
expectation, often under conditions of structural differentiation and reform volatility. This evolving landscape 
calls for leadership approaches that extend beyond traditional managerial paradigms towards more adaptive, 
system-aware, and ethically grounded practices. Conceptually, this paper draws on the scholarship of 
distributed leadership (Spillane, 2006), system leadership (Fullan, 2010; Harris, 2014), and hybrid 
organisational theory (Gronn, 2008) to ex-amine how leadership is being reconfigured across contemporary 
education systems. These perspectives collectively highlight the shift from leadercentric models towards 
networked, relational, and boundary-spanning forms of influence. Complementing this, insights from 
democratic leadership (Woods, 2005), instructional and transformational leadership traditions (Leithwood et 
al.), and complexity leadership theory (Uhl-Bien et al.) provide a multidimensional lens for understanding 
leadership practice in environments characterised by un-certainty, interdependence, and rapid policy 
change. Governance theory and public value perspectives (Moore, 1995) further illuminate the growing 
tension between institutional autonomy, accountability pressures, and societal expectations within 
diversified post-secondary sectors. Informed by the international policy engagement and professional 
networks of the Commonwealth Council for Educational Administration and Management (CCEAM), the 
paper adopts a reflective comparative policy analysis. It explores three interrelated leadership challenges: 
(1) leading under conditions of system differentiation and institutional hybridity; (2) navigating the 
accountability–autonomy–trust nexus; and (3) building leadership capacity for ethically grounded and 
sustainable reform. Particular attention is given to the risks of “mission overload” in unified institutional 
models and the leadership implications of structural diversification across vocational and higher education 
pathways. The paper argues that future-ready educational leadership must be reconceptualised as a form of 
boundary-spanning system stewardship that integrates moral purpose (Fullan), collaborative 
professionalism (Harris), and democratic engagement (Woods). Such leadership requires not only 
technical competence but also political literacy, ethical reflexivity, and the capacity to generate public value 
across complex educational ecosystems. The discussion concludes by proposing strategic considerations 
for policymakers, institutional leaders, and international professional bodies seeking to strengthen 
governance coherence, organisational resilience, and socially responsive leadership in an era of continuous 
transformation. 
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The Commonwealth Council for Educational Administration and Management (CCEAM) champions 
transformative educational leadership rooted in equity, justice, global awareness, respect, excellence, 
heritage, research, and collaborative networking across Commonwealth nations. In Nigeria, educational 
leaders contend with systemic barriers and demographic pressures, which undermine equitable access 
and quality outcomes. Thus, the study investigated the alignment and applicability of CCEAM’s leadership 
perspectives in the Nigerian context, drawing on the Nigerian Association for Educational Administration and 
Planning (NAEAP) as a key affiliate. Three specific objectives and three corresponding research questions 
guided the study in selected states in South-Western, Nigeria. Utilizing a mixed-methods approach which 
comprised surveys of Nigerian leaders, semi-structured interviews, and analysis of NAEAP/CCEAM 
documents. Quantitative data collected was analyzed using descriptive analysis was used for the 
quantitative data, while thematic analysis was used for the qualitative data. The study established that 
leadership values was in partial resonance with CCEAM values and highlighted significant gaps due to 
resource constraints, negative perceptions of prevailing autocratic/transactional styles, and limited 
exposure to global frameworks. Based on the findings of this study, it is suggested that CCEAM principles 
should be integrated into NAEAP-led professional development and leader-ship training programmes for 
principals and administrators among others The study concluded that adopting CCEAM perspectives is 
capable of enhancing educational leadership in Nigeria, and bridging global ideals with Nigeria’s unique 
challenges can drive sustainable improvements in educational quality, equity, and national development. 
 
Keywords: CCEAM, Educational leadership, NAEAP 
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An Intersectional Analysis of Minority Women Academics’ Career Trajectories and Institutional Responses 
Despite increased attention to diversity, equity, and inclusion (DEI) in higher education, minority women 
academics remain significantly underrepresented and face persistent structural inequities across the 
academic pipeline. While research documents disparities in hiring, tenure, promotion, and workplace 
climate for minority faculty staff broadly, this category is often treated as monolithic. Such generalization 
obscures the fundamentally different ways in which intersecting identities, such as race, sex, gender 
identity, ethnicity, sexuality, disability, age, immigrant status, and social class shape academic career 
experiences. For example, Black women scholars experience unique forms of misogynoir and 
disproportionate service burdens; Indigenous scholars face expectations around community accountability; 
first-generation academics encounter class-based cultural barriers; LGBTQ+ minority faculty face identity 
management pressures; and disabled minority academics navigate both racialized and ableist institutional 
structures. These differences matter because they shape not only individual trajectories but also the 
effectiveness and equity of institutional policies and interventions. Yet higher education institutions 
frequently adopt broad, race-neutral or identity-neutral DEI initiatives that fail to acknowledge these intra-
group differences. To illustrate, in many contexts ‘non-White’ academics are usually referred to as Black or 
Black and Ethnic Minority (BME) or ‘people of colour’. Studies have shown that, in addition to normalising 
whiteness, this blanket categorisation is factually incorrect and misleading as it undermines unique 
identities, histories and experiences of individuals/groups from other heritages and exacerbate 
inequalities. Without an intersectional understanding of minority scholars’ experiences, institutional 
responses risk being insufficient, misaligned, or even counterproductive. This paper will present a nuanced 
understanding of how multiple, overlapping identities shape academic career experiences and how 
institutions recognize, respond to, or overlook these differences embedded in systems of power in both 
Global North/South contexts. 
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Guided by the overarching aim of this study, which is to examine how gender and educational leadership 
are understood within the Chilean educational context, the research aims to address the central research 
question: How are gender and leadership conceptualised in Chilean school settings? This central question 
is further explored through three subsidiary questions: 1) How do school leaders conceptualise gender 
and educational leadership? 2) How do school leaders’ conceptions of gender impact their leadership? 
And 3) how do school teachers and students experience leadership in terms of gender equity? Applying 
Baxter’s (2003, 2008) Feminist Post-structuralist Discourse Analysis (FPDA) as the analytical tool, where 
examining participants’ discourses be-yond content and thematic analysis, to know whether they reproduce, 
resist or negotiate gender dominant dis-courses inside the school context. Further, this research is framed 
within post-structural feminist and gender theories (Blackmore, 1987; Butler, 1990, 1999), drawing on 
both, which nurture and enrich each other. Together, these theories offer greater breadth and nuance to 
issues surrounding gender inequality in education. Consequently, this research intentionally combines 
post-structuralist feminist and gender theories, in which the first focuses on the analysis of “concepts of 
discourse, subjectivity and power” (Blackmore, 1999, p. 16). Post-structuralist gender theories broaden 
the analytical perspective to include the constructions of masculinities, femininities (Skelton et al., 2006; 
Connell, 1987, 2021), and other gender identities. They also incorporate the concept of intersectionality 
(Crenshaw, 1999; Fuller, 2018) into educational leadership, shaping experiences across diverse groups in 
educational settings. I draw on the core idea of southern theory (Connell, 2007), emphasising Chilean 
words and phrases that reflect an epistemology of disobedience. This stance foregrounds the importance 
of knowledge from the Global South, particularly South America, challenging the dominance of traditional English 
translations and the assumption that Northern knowledge is universal. 
 
Collectively, these theoretical frameworks offer a more comprehensive way of examining how leadership 
is discursively produced, how gender is understood, constructed, and experienced across various areas 
and ac-tors within the education system (policy, schools, school leaders, educators, and students), and 
how inequities are sustained and might be disrupted to create more inclusive educational spaces. 
Finally, in the context of Chilean education, and this study, it involves not only exploring how school leaders, 
teachers, and students understand and shape gender identities, but also how policies and discourses from 
policy makers frame gender within the educational sphere. FPDA allows for a critical analysis of how these 
policy discourses are adopted, reinterpreted, resisted, or reinforced through the actions of school 
leaders. This dual perspective uncovers the dynamic interplay between policy-level gender 
constructions, both in textual and spoken forms, and their practical interpretation and enactment by 
school leaders, but also from teachers and students who experience leadership in terms of gender 
in/equity. 
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This paper explores race and educational leadership. The focus is on how significant critical incidents 
shape the thinking of leaders in the context of social justice. The aim has been to analyse the influence 
of race on the way leadership evolves in an educational setting. There is now a more equitable distribution of 
leadership roles amongst diverse groups. However, change is slow, and some systemic problems of 
discrimination appear intractable. These challenges are hidden beneath layers of institutional and structural 
racism (Showunmi & Tomlin, 2022). Underlying and more tacit elements of sexism and racism are embedded 
within behavioural attitudes. Scholarship about leadership and social justice has increased exponentially in 
recent years; even so, the number of in-depth studies on non-Western models of leadership has been 
insufficient. This paper analyses how leadership emerges from the reflections of leaders with a racial 
conscience. There has been resistance to acknowledging how inequality, identity and diversity intersect 
with race, perhaps because of unease. The system claims to promote diversity and inclusion, while 
simultaneously problematising and complicating racialisation by seeking the assimilation of difference into 
an unracialized white norm. The tendency to deny difference rests on dishonest narratives of inclusion and 
rejecting the existence of systemic racism. The status quo remains: whiteness is the gold standard. 
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Male dominated domain of educational leadership poses multiple challenges to women academics raising 
barriers to their career progression and their access to senior leadership positions. These barriers are a 
widely recorded phenomenon across societies and cultures with varying levels of challenges, but in the case of 
Muslim women academics the challenges are further heightened by religious and cultural discourses 
(Shah, 2016). 
 
However, another equally important challenge for women working in educational leadership positions or 
aspiring for such positions is workload issue resulting from combination of domestic and professional 
work - a hidden form of gender discrimination eating up their time and energy. Increasing feminist literature 
discusses home/work (im-)balance and its implications for women’s career progression. However, 
another significant impact of this ‘double burden’ or imbalance that has unfortunately not received enough 
attention is health and wellbeing of women educational leaders, specifically in the case of women in certain 
cultures and communities. This presentation focuses on women educational leaders and educators to 
highlight the challenges to their work/life balance and resulting impact on health and well-being. It 
draws on data collected from a British Academy funded three-year project, researching with women 
academics at different stages of their career in four public universities in Pakistan. The primary focus was 
to investigate their career trajectories but the interview data (forty qualitative interviews), in spite of being 
guided by the research focus, unveiled aspects of work/life imbalance that suggested how their health 
and well-being was being affected. 
 
Wellbeing is defined as the state of being healthy, happy, and comfortable, both physically and mentally 
(NHS 2014). The double burden of women’s combined domestic and professional workload makes demands 
on their time causing higher levels of anxiety, stress, and fatigue. According to a Japanese study, levels of 
stress-related illness are nearly twice as high for working women compared to men (Sato, 2022). It is 
increasingly being acknowledged that double-burden has implications not just for career progressions but 
also for women’s health, happiness and wellbeing, a major disadvantage being lack of time to rest/relax and 
to attend to their health needs as pointed out by many participants. Drawing on the interview data, this 
presentation unveils a neglected field that indirectly has serious implications for women academics’ career 
aspirations as well as for their health and well being. 
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Research on the provision of education tends to focus on urban schools, often generalizing findings to rural 
schools, despite the distinct needs, challenges, and opportunities associated with education delivery in rural 
settings (Larochelle et al., 2014; Mutale, 2015; North Carolina Public School Forum, 2019). Prior studies have 
emphasized the significance of leadership in shaping student outcomes. Leithwood et al. (2004) concluded 
that “leadership is second only to classroom instruction among all school-related factors that contribute to 
what students learn at school” (p. 4), while Chikwature and Oyedele (2018) asserted that leadership is a 
critical determinant of school performance. 
 
Research examining the experiences of female principals in rural districts identified numerous 
challenges rooted in gender stereotypes (Bartling, 2013; 2020; Chikwature & Oyedele, 2018; Dzingirayi & 
Chauraya, 2022; Mabuza, 2025, Melka et al., 2022). These studies also highlight issues such as chronic 
absenteeism among teachers and students, and limited management skills (Duma, 2015), high staff turnover, and 
the prevalence of inexperienced teachers in under-resourced districts (Grissom, 2021, Ncube, 2013). 
Additionally, female principals encounter obstacles such as the questioning of their authority and 
qualifications, perceptions of weakness in disciplining older male students, resistance from male 
colleagues, a preference for male leadership among educators, and a lack of female role models and 
mentors (Helterbran & Rieg, 2004; Makura, 2009). 
 
To better understand the context of rural schooling, I conducted a study that explored the lived 
experiences of ten principals leading rural schools, five in Zimbabwe and five, in North Carolina. The 
primary research question was: What environmental challenges do you face as a rural school leader in 
the delivery of education, and how do these challenges impact student outcomes? Using a qualitative 
approach through face-to-face interviews and employing the ecology of practices framework (Stengers, 
2005) to address environmental challenges in rural schools, I will present the findings of the study. 
Insights contribute to a broader understanding of the intersection of gender and educational leadership 
in under-resourced rural environments. 
 
The generalizability of this study’s findings is inherently limited due to factors related to the methodology. The 
comparison of rural school conditions between Zimbabwe and North Carolina is limited to the specific 
schools that participated. The study relied on self-reported data, meaning the accuracy of participants’ 
responses regarding their lived experiences may have been influenced by biases. These biases could either 
promote or discredit certain narratives, which the researcher had no control over. Furthermore, the study 
was conducted at the beginning of the school year. Results might potentially differ if the study were 
conducted at a later point in the academic cycle. The researcher has an existing connection to two principals 
in North Carolina where the researcher is a former professor, and a former student in one school in the 
Zimbabwe sample, which introduces potential bias. Therefore, the generalizability of the findings is specific 
to these participating schools and populations in similar rural settings and cannot be broadly generalized to 
all rural schools in Zimbabwe or North Carolina. 
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To date, research on teacher leadership has typically conceptualized and understood the phenomenon as 
the influence that certain teachers exert on other teachers and school actors to improve student learning. 
This leadership has derived mostly from studies of education in the global north. 
 
In the socio-educational context of Latin America and Chile, it is possible to identify teacher leadership that 
focuses on other areas of school life that are relevant to teachers and that are also related, albeit 
indirectly, to the educational quality of the school. This is precisely the case with teachers’ working 
conditions. 
 
Based on a study of six public high schools in the Chilean Metropolitan Region, teacher leadership focused on 
working conditions is analyzed, distinguishing this type of leadership from two others: instructional 
leadership, focused on pedagogical teaching/learning processes, and relational leadership, focused on the 
links between members of the school community. 
 
The methodology used sought to study teacher leadership in depth in the six selected cases. To this end, a social 
network analysis was conducted in which all teachers indicated which members of the school they ask 
for advice on instructional, relational, and working conditions issues. Subsequently, individual interviews 
were conducted with those identified as teacher leaders by their colleagues, as well as with teachers 
who did not have a leadership role (followers) and the principal of each school. On average, 20 interviews 
were conducted in each of the six high schools. These were analyzed using content analysis, which allowed 
for the construction of common codes, using ATLAS-Ti software. The four participating researchers 
validated the coding used. 
 
The results show that teacher leaders who focus on working conditions are indeed distinguishable from teacher 
leaders working in other dimensions of school life, such as instructional or relational. In fact, the three 
leadership networks that emerge are different both in their characteristics as networks (density, 
fragmentation, etc.) and in terms of having different specific leaders. The interviews also show that 
leaders focused on working conditions have particular specific values and beliefs, strongly linked to social 
justice, collective action, and the dignity of the teaching profession. They also have specialized knowledge, such 
as that related to legislation and teachers’ labor rights, and often have contacts outside the school who 
provide them with key information on these issues. An important requirement for this type of teacher 
leadership is that those who develop it have the ability to dialogue with school authorities, acting as 
spokespersons for teachers when problems arise in their working conditions or articulating their 
collective opinion on school matters that require their participation. Finally, the practices developed by 
these teacher leaders are sometimes but not always confrontational with the school administration. In 
this sense, there is variation according to the structure and culture that exists in each school studied, 
with the spaces and opportunities provided by the administration to channel teacher participation being 
of great relevance. 
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Teacher leadership has emerged as a significant area of inquiry in educational research, particularly in the 
context of ongoing efforts to promote meaningful and sustainable educational change. In Latin America, 
this field is gaining increasing attention as leadership studies expand beyond formal hierarchical 
positions to encompass distributed and collaborative forms of influence. Despite a rich trajectory of 
research over the past two decades, the conceptualisation of teacher leadership remains ambiguous. 
This study describes teacher leadership as the influence exerted by teachers who do not hold formal 
leadership positions but who contribute to educational improvement both within and beyond the 
classroom. Teacher leaders are thus understood as more than excellent classroom practitioners; they 
are professionals who assume responsibility for academic, relational, socio-emotional, and 
organisational aspects of school life. The growing incorporation of concepts such as inclusion, 
collaboration, and innovation (Hargreaves, 2025) further enriches this evolving framework. Based on these 
characteristics of teacher leadership, the research team presents the life stories of six teachers (four 
from Spain and two from Argentina) who possess the described features. These teachers range from 
novice to highly experienced professionals, working in primary and secondary schools in Argentina and 
Spain. This study forms part of the broader ISTL-II project. It addresses its primary research question: How do 
teacher leaders understand and enact influence in the political and cultural dimensions of their societies? 
Secondary research questions are: 
 
What values and beliefs form the basis of teacher leader identity? 
What are the mutual relationships and influences among teacher leaders, parents, and other players? 
What influences the shape of teacher leader identity? 
 
A qualitative research design was employed to explore how the six teacher leaders in Argentina and 
Spain perceive and enact leadership through their professional trajectories. To create their life stories, 
data were collected through multiple sources to enhance validity and depth of understanding: a semi-structured 
interview (ISTL.1 interview) and two questionnaires—the ISTL-1 instrument and Chen’s Teacher Leadership 
Inventory (2022). Participants were selected purposively to represent a range of experiences and 
contexts within the two countries. Thematic analysis was used to identify core categories and interpret 
the meanings underlying participants’ narratives. 
 
These life stories can illustrate different types of teacher leadership and help to understand its 
characteristics. The study contributes to the ongoing reconceptualisation of teacher leadership in Latin 
America by situating it as a multifaceted, relational, and contextually embedded phenomenon. It 
underscores that effective teacher leadership extends beyond individual excellence to encompass collective 
processes that foster school improvement and educational equity. The findings suggest that policy 
frameworks and teacher education programs should explicitly integrate leadership development, with an 
emphasis on collaboration, inclusion, and innovation as guiding principles. Strengthening these 
dimensions could enable teacher leaders to act as catalysts for educational transformation within their 
communities. Ultimately, the study affirms that recognising and nurturing teacher leadership is essential 
for advancing systemic change across Latin American education systems. 
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Stage I of the International Study of Teacher Leadership (ISTL) began in 2018. It addressed the question 
How is teacher leadership conceptualized and enacted and what are the implications for educational 
stakeholders? One of the major findings was that teacher leadership is a fragile and politicized process, one 
that caused some teacher leaders to be concerned about their professional and even their personal safety. 
 
Therefore, the ISTL team proceeded with Stage II, designed to facilitate understanding of the role of teacher 
leaders in increasingly politicized and rapidly changing contexts. The ISTL II primary research question is: 
How do teacher leaders understand and enact influence in the political and cultural dimensions of their 
societies? Stage II is underway; it consists of an initial scoping review of the political, economic, cultural, and 
historical context of each research team member, followed by a series of qualitative research initiatives 
using methodologies such as narrative inquiry, oral history, definitional ceremony, and social network 
analysis. 
 
This report will share some of the critical insights gained during Stages I and II about conducting international 
studies of teacher leadership. First, the widespread calls for clearer definitions of teacher leadership are 
compelling, but definitions such as the one offered by Friesen and Brown (2022) may be sufficient; that is, 
teacher leaders are “classroom teachers who hold classroom teaching responsibility while also assuming a 
leadership role in improving and strengthening the instructional practices of other teachers in the school 
through mentoring individual teachers and leading the professional learning community” (p. 255). This 
definition recognizes that teacher leadership may not be a discrete construct but is intertwined with school 
improvement and teacher professionalism. It also accommodates a range of descriptors of teacher leaders 
such as advocates, mentors, activists, innovators, and facilitators. 
 
Second, understandings of teacher leadership should be expanded to recognize the influence of organizational 
cultures, power differentials among school community members, and tensions between formal and 
informal leaders. Further, the magnitude of teacher leaders’ influence has changed because of the impact of 
globalization and technology. Also, teacher leadership is context-specific. It reflects the interplay among socio-
political factors such as migration patterns, economics, and historical influences. It is heavily affected by 
governance policies, labour tensions, and unionization. 
 
Essential to the success of an intercultural research team is the process of assembling its membership. 
Participants need more than traditional Western research knowledge and skills. Intercultural competence is 
a priority. Equally important are high levels of social and political acumen that support navigation by team 
members of different definitions of leadership and of culturally-specific conceptualizations of research 
ethics. 
 
Other skills needed include a willingness to interrogate one another’s assumptions, beliefs, and biases. 
Also necessary is the capacity to engage concurrently in research activities while investing in related 
professional learning. Finally, the paper argues that intercultural studies of teacher leadership require 
pragmatic knowledge of how to adapt research designs to local contexts, to co-develop research work 
plans, and to respect deadlines so team members can meet their joint professional and organizational 
research obligations. 
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A dynamic perspective of leadership and influence in higher education through a Third Space lens 
In this paper, I provide an insight into a book chapter which through the temporal lens of hindsight I look back 
over higher education policy that has been a determining factor in the organisational structure, leadership and 
management of universities primarily in the UK. The central policy of interest is the Further and Higher Edu-
cation Act 1992 and the ensuing practices that stemmed from its introduction and implementation. I 
challenge traditional ideas of higher education leadership that has long been couched in hierarchical notions of 
academic dominance. My central argument highlights the interconnectedness of administrative 
management roles in higher education in the university as a complex workplace setting and offers a 
reimagination of educational leadership through a visual representation. 
 
Key concepts employed within the paper include Bhabha’s Third Space, which speaks of two disparate cultural 
identities intersecting and a new composite identity being formed. Further, the paper touches on Whitchurch’s 
adaptation of Bhabha’s original idea to the higher education setting, where she sought to articulate the 
ambiguous professional identity of staff who could neither be classified as academic nor professional 
services but rather operating somewhere in between. Using these ideas as a basis for an expression of 
educational leadership and management in higher education, the paper locates leadership within the 
complex organisation of a university. The apparent binary categorisation of staff into academic and non-
academic groups, driven by sector-wide statistical organisations is problematic, thus in need of evolution 
or even revolution. 
 
In preparation for such change, the ideas in the paper help to take a fresh look at the role of 
administrative managers who are nominally homogenised through the category of professional services staff. 
Looking back at policy and practice that has impacted educational leadership over time, a clearer sense of 
the evolving nature of educational leadership comes into view, with administrative managers who do far 
more than provide support increasingly at the forefront. The framework presented in the paper is a 
means of exploring leadership as influence and the process of influence that flows in reciprocal 
directions. This is an era where online HE provision has ushered in the need for knowledge that crosses 
boundaries of expertise, skills and disciplines, against a backdrop of ever-changing policy which drives 
global and local competition for student enrolments. The result is shifts in educational leadership and 
staffing requirements which continues to accelerate change. Novel consideration of the past such as this 
has the potential to enrich present day and future practice. The paper ends with a future-looking provocation 
which is characterised by greater equity within higher education leadership and management that is far more 
reflective of the valuable contribution any staff member may make through influence and thus leadership. 
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Title: Rethinking international school leadership in the Middle East through Edward Said’s lens: Orientalism, 
Post-orientalism and the ‘Pedagogy of the Other’ 
 
Abstract: In this paper, through a temporal lens of insight, I offer a critical analysis of international 
school leadership using Said’s theory, Orientalism (1978). This study examines Orientalism in 
international schools’ ecologies and leadership practices, arguing that historical outsets still influence the 
present. Said’s post-colonial theory presents a framework through which prevalent assumptions and 
practices in international school leadership can be understood and challenged. By drawing on Said’s 
theory and critical pedagogies driven by his work, such as the “Pedagogy of the Other”, I argue that a 
critical transformative leadership approach can challenge socially and historically constructed 
assumptions and norms. I call for a revival of postcolonial theory in critical education and leadership 
studies, and for methodological regionalism where data generated from several studies in the region can 
provide deeper insights on current educational phenomena, with implications for the broader study of 
international education. This paper draws on data generated from in-depth interviews conducted in Qatar, Iraq 
and Kuwait international schools. The discussion demonstrates that 1) local neoliberal policies and reversed 
orientalism contribute to the formation of modern-day international schools, 2) inter-national school 
leadership in the region is largely driven by and perpetuates an Orientalist stance through its pedagogies 
and practices, and 3) a critical leadership stance is needed to de-essentialise cultural and social 
dichotomies and advance equitable transformations in and through education. 
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what a busy day, 
I’ve been mum, friend, teacher, “but all you do is play”. 
 
A poetic inquiry into the normalisation of early years’ leadership 
Our concerns focus on the current normalisation of early childhood education in England and the 
perceived impact on sector leadership. We define normalisation to mean how policy and practice are 
disequilibrated but accepted as the norm (Archer, 2024). Our narrative tells of how early years’ leaders 
located in communities of practice in northwest England, UK, reflected on leadership in a safe space. Our 
aim is to amplify the voices of early years’ leaders through the theoretical framework of poetic inquiry (van 
Rooyen & d’Abon, 2025) to tease out lived experiences, acknowledge meaning and identify recurring 
themes with a view to encapsulating the educators’ emotional and relational responses to life as an early 
years’ leader. 
 
The temporal lens of hindsight guided us through a political and historical perspective of how a time of in-
vestment in early childhood, from 1997, came to a halt in 2010 onwards and created a situation of chaos and 
hardship (Solvason et al 2025). Competition is fracturing the sector, leading to this increasing disconnect 
between policy and practice. To overcome difficulties created through underfunding, under appreciation and 
the impact of the dissonance between pedagogical theories and political ideologies, early childhood leaders 
seek ways to navigate a stable path through government policy, inspection, and parental expectations. 
 
We chose to break away from the qualitative research methods associated with the Global North and were 
attracted to Poetic Inquiry embracing global resonance (van Rooyen & d’Abon, 2025). Poetic Inquiry is an art-
based research method designed in the 1970’s to allow for ‘ways of knowing and being for marginalised 
populations’ (Davis, 2023). The marginalised population we refer to here are early years’ leaders, particularly 
those in the private sector. The style of poetry we applied is Haiku, a Japanese form of poetry with a 
distinctive and disciplined form. 
Through a series of focus conversations with early years’ leaders our initial provocation was to ask what 
they were most proud of in their setting. We had anticipated that despite the positive tone of the question 
participants would be overwhelmed by the challenge of their work. Unexpectedly the early years’ leaders 
articulated their passion and pride for their work with young children (Haiku 9). We wondered whether 
we ourselves had become complicit to the normalised view of early years’ leadership. 
 
Haiku 9 
professional pride is 
how children at our setting have grown and developed 
 
We conclude that art-based research, demonstrated through the theoretical framework of Poetic Inquiry, seizes 
creative approaches to contribute to the development of leadership in ways that are meaningful, challenge 
the normalised views of the sector and provide some relief to the strains and the stresses of leadership 
roles. This personalised approach demonstrates that rigid leadership frameworks do not necessarily 
work. We continue this research journey and currently attempt to conceptualise Poetic Inquiry as a 
process for meaningful evaluation. 
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Leading Beyond the Horizon: Foresight and Heutagogical Bridges for Neurodivergent Success in UK 
Higher Education Institutions (HEIs) 
This paper positions leadership in UK Higher Education Institutions (HEIs) as the critical driver for addressing 
the awarding gap for neurodivergent (ND) students. Despite widening participation agendas and inclusivity 
policies, persistent disparities in outcomes reveal systemic limitations. Leadership must shift from reactive 
compliance to proactive, future-facing stewardship. In a sector shaped by post-pandemic recovery, digital 
trans-formation, and socio-economic pressures, foresight becomes essential for anticipating complexity and 
designing inclusive futures. 
Adopting a futures-oriented lens, the study theorises leadership as anticipatory and imaginative rather 
than managerial. Central to this conceptualisation is the Heutagogical Bridge (Friedman & Nash-Luckenbach, 
2024), which embeds learner autonomy and self-determination at the heart of institutional design. 
Leadership is framed as the architect of this bridge—connecting present constraints with aspirational 
futures through fore-sight heuristics. Drawing on complexity theory and ecological systems perspectives 
(Butcher & Lane, 2024), the research positions leadership as a systemic actor capable of navigating 
uncertainty while fostering resilience and adaptability. 
 
The argument advanced is that bridging awarding gaps requires UK HE leaders to embed foresight into strategic 
planning. Foresight enables leaders to model multiple futures, interrogate assumptions, and design 
adaptive strategies that honour cognitive diversity. Leadership becomes an ethical and creative endeavour: 
constructing heutagogical bridges that empower ND students through hyper-personalised learning, flexible 
assessment, and responsive support systems. This approach reframes leadership from compliance-driven 
planning to visionary, sector-wide transformation. 
 
Empirical insights derive from a qualitative study (Bhandari & Rainford, 2023) exploring ND students’ 
transitions from Access modules to Level 1 study at The Open University. Using photo-elicitation and semi-
structured interviews, the research captured lived experiences of navigating academic language, 
assessment, and institutional systems. Thematic analysis (Braun & Clarke, 2022) revealed barriers—such as 
rigid assessment formats and lack of personalised support—alongside strategies valued by students, 
including choice-based learning and proactive tutor engagement. 
 
This work contributes theoretically by introducing foresight as a leadership heuristic for inclusive 
transformation in UK HEIs. It advances leadership discourse by reframing ND students as co-designers of 
their learning journeys, challenging compensatory models embedded in Theory of Change frameworks. 
Practically, it offers UK HE leaders actionable insights: 
Embed foresight in institutional strategies to anticipate ND needs. 
Implement hyper-personalised learning and flexible assessment across curricula. 
Foster sector-wide collaboration beyond institutional silos to create a unified UK approach. 
The significance lies in its call for systemic, future-facing leadership that anticipates complexity and 
embraces innovation. By theorising leadership as foresight-driven and student-informed, this research 
discussion aligns with BELMAS’s commitment to equity and excellence, offering a roadmap for transforming 
UK higher education into a genuinely inclusive space for neurodivergent learners. 
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The entanglement of place in the corporatised governance of schools: Thinking poetically with 
Barad. Through the temporal lens of insight, this paper draws on empirical data and analysis to theorise 
how place matters in the corporatised governance of schooling in England. I argue that the places of 
engagement between parents and schools matter in multi-academy trust governance. Employing Karen 
Barad’s (2007) concepts of intra-action and the agential cut I illuminate how human and non-human 
forces entangle to configure parental engagement and bound the roles played by the place[s], parents 
and corporate actors within MATs. Policy assemblages framed by neoliberal arrangements have driven 
the imperative for not only structural reform, through privatization and corporatised structuring of state 
funded schooling in the form of academies, (similar to charter and free schools) and MATs (contractual 
arrangements with provider for a group of schools) but new relationships between MAT governance and 
its parents. The place[s] of parental engagement, through their architectures, apparatus, and material-
discursive practices, are not neutral settings but co-agentic in the enactment of corporatised governance 
policy. 
 
The study situated in three MATs in England draws on data generated through field notes and thirty-one 
enhanced interviews that combined walking tours of places of parental engagement with narratives and semi-
structured interviews. Participants included trustees, chief executive officers, principals, school leaders, and 
parents. Data analysis through a poetic approach provided an analytic process and representational form. 
This design enabled a textured exploration of how participants conceptualised parental engagement and how 
the material, spatial, and affective dimensions of place are entangled in that conceptualisation. Through 
these encounters, the study examined how corporatised logics are materialised in the everyday places where 
school governance policy is enacted. 
 
This paper contributes both methodologically and conceptually to the field. Through its use of poetic 
inquiry as both analytic process and representational form it contributes methodologically. By [re]turning 
to the data, two poetic agential cuts were crafted, a villanelle and a Petrarchan sonnet, to materialise the 
intra-actions of place with corporatised governance policy and practices. The villanelle, with its 
patterned repetition, enacts the cyclical and regulatory rhythms of corporatised governance, while the 
sonnet’s volta (cut) embodies the tension and complexity of MAT governance, between care and control, 
illuminating how places simultaneously enable and constrain relational engagement. This creative approach 
resists the separation of data, theory, and analysis, instead, enacting the entangled, affective, and 
material nature of governance. 
 
Through the lens of insight, the paper situates corporatised MAT governance as materially and discursively 
embodied within place[s], illuminating how corporate governance practices are lived, resisted, and 
reimagined in the everyday. Conceptually, it extends new materialist understandings of governance by 
foregrounding place as co-agentic in the reproduction of power and relationality in the governance of MATs. 
The study is significant internationally where marketised governance, parental engagement, and school 
leadership are shaped by global neoliberal reforms. As countries increasingly adopt corporatised practices in 
the delivery of schooling, this study provides insights into how spatial, material, and relational dimensions of 
governance reproduce or resist managerial ideologies. 
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Revolutionary leadership: Insights into the entrepreneurialism of school leadership in England 
Through the temporal lens of insight this paper interrogates the reconstruction of school leadership in 
England through the prism of entrepreneurialism, situated within four decades of accelerated educational 
reform. These reforms have fragmented the system into over seventy distinct school types, including faith 
schools, free schools, academies, city technology colleges, and multi-academy trusts (MATs). The emergence 
of the MAT Chief Executive Officer (CEO) position foregrounds questions of professional identity and 
entrepreneurial dispositions within educational leadership. I argue that schools increasingly function as 
education service providers akin to small and medium-sized enterprises (SMEs), with entrepreneurial 
praxis at their core. 
 
The paper makes a theoretical and empirical contribution by deploying Hannah Arendt’s concepts of 
natality, freedom, and revolution to theorise the politics of leadership. Arendt’s notion of revolution as 
the creation of the new, rather than mere cyclical change, re illuminates how MAT leadership enacts a 
form of revolutionary praxis. 
 
Arendt’s work is critical because it frames action as the capacity to begin anew—natality—and revolution 
as the rupture that enables new political realities. These ideas illuminate how MAT leadership involves 
creating unprecedented organisational forms and practices, positioning CEOs as agents of 
entrepreneurialism within public education. This includes practices of ‘violence’ in the disposal of 
teachers and the reconstitution of power through entrepreneurial strategies, which simultaneously 
disrupt and generate new institutional realities. Drawing on ethnographic data from the Leadership of the 
Lawrence Trust Project (LLTP) a medium-sized MAT —including observations, shadowing, and interviews with the 
CEO, the analysis reveals how leadership operates as a political act, combining entrepreneurial imperatives 
with the Arendtian condition of natality: the capacity to begin new. 
 
The discussion resonates with leadership practices in U.S. charter schools and Swedish free schools, 
situating the corporatisation of school leadership within a global trajectory of public education reform. By reading 
MAT leadership through an Arendtian lens, the paper reframes educational leadership as a site of political 
action, where entrepreneurial dispositions intersect with the radical potential—and risks of creating 
something un-precedented. 
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This exploratory study examines how middle-tier governments in Latin America define and enact their 
roles and responsibilities, and how these functions intersect with school leadership across different 
governance settings. It draws on a narrative literature review of academic and grey sources in English, 
Spanish, and Portuguese to analyze how intermediary agencies organize to translate national policies into 
specific contexts, while promoting local solutions. The study illuminates how leadership is exercised from 
the middle of education systems and the conditions that enable or constrain their capacity to support 
schools. 
 
In educational governance, the middle tier—regional, state, or municipal authorities connecting central 
ministries and schools—emerged from decentralization reforms of the 1990s (Asim et al., 2023). This layer 
balances administrative control and developmental support, managing resources, promoting professional 
learning, and aligning system goals with local realities (Honig & Hatch, 2004). Yet enduring tensions persist 
due to unclear mandates, limited autonomy, and uneven capacity (Pascual Medina & Orrego Tapia, 2022). 
Initially theorized in Anglo-Saxon contexts (Anderson, 2013), middle-tier governance is increasingly recognized 
in the Global South as a mechanism for fostering system coherence and instructional improvement (Asim 
et al., 2024; Tournier et al., 2023). 
 
Across Latin America, the organization and functioning of the middle tier reflect broader political and economic 
transformations. Federal systems like Brazil and Argentina grant greater subnational autonomy, while unitary 
systems such as Chile, Colombia, and Peru retain stronger central control (Rivas, 2023). These variations 
shape how agencies support schools, yet decentralization alone has not strengthened system capacity or 
improved outcomes (Adelman & Lemos, 2021; Rivas & Sánchez, 2020). Middle-tier governments manage 
resources, support teachers, and supervise schools, but their effectiveness is often constrained by 
bureaucratic overlap and clientelistic politics (Muñoz, 2013; González et al., 2015). 
 
Evidence from Colombia, Mexico, Chile, and Brazil shows a gradual shift from administrative control to 
pedagogical support through mentoring, professional networks, and localized instructional guidance 
(Colbert & Arboleda, 2016; Carnoy et al., 2017). However, limited institutional capacity, heavy 
administrative burdens, and weak strategic planning continue to restrict their leadership function. Many 
middle-tier agencies remain trapped in bureaucratic logics, prioritizing compliance over pedagogical 
guidance, which undermines their ability to promote inclusive governance and sustained school improvement 
across diverse territories (Maquera-Maquera et al., 2023; UNESCO, 2024). 
 
Successful experiences such as Sobral and Ceará in Brazil, Puebla in Mexico, Córdoba in Argentina, and 
Boyacá in Colombia demonstrate that political continuity, capacity building, and data-informed decision-
making can yield significant gains despite socioeconomic constraints (Carnoy et al., 2017; Rivas, 2023). 
These cases show that improvement depends less on autonomy than on multilevel governance bridges that 
foster collaboration, coherence, and accountability. Overall, this study contributes to leadership scholarship 
by conceptualizing the middle tier as a mediating arena of practice that connects policy design with 
instructional work. It argues that strengthening leadership from the middle is essential for advancing 
coherence, capacity, and equity in education systems marked by decentralization, institutional fragility, and 
social diversity. 
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This chapter presents a longitudinal analysis of the Ministry of Education’s School Improvement Networks 
(SINs), established in 2015 to enhance the capabilities of leaders in state-funded schools. Over the past four 
years (2021–2024), we have monitored the functioning of these networks, which bring together the 
principal and curriculum coordinator from schools in a territory and are primarily facilitated by a Ministry of 
Education supervisor. Annual online questionnaires were administered to gauge participants’ perceptions of 
the effective-ness of their network, revealing consistently high awareness of shared network purposes, which 
align with the schools’ improvement needs. The networks have fostered strong knowledge-sharing and 
collaborative practices, though challenges remain, particularly concerning membership stability and the 
ability of members to influence the agenda. Recommendations are made to further enhance the SINs as 
collaborative and action-oriented structures that promote a culture to empower school leaders to adapt to 
evolving educational conditions. 
 
Keywords: school networks, school improvement, professional development, school leaders 
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School Leadership in Latin America: Updating the Knowledge Base 
In this presentation we provide a comprehensive overview of the complex and rapidly evolving field of school 
leadership in Latin America, situating principals’ work within the region’s profound socioeconomic 
inequalities, shifting educational policies, and diverse cultural contexts. We focus on socio-educational 
context, expectations for school leaders, leadership policies, the characteristics and practices of principals, 
and we conclude with suggestions for future research. 
 
The region’s educational landscape is shaped by demographic and economic contrasts: megacities 
alongside rural isolation, widespread poverty, deep inequality, and significant child vulnerability. While 
primary education is nearly universal, major disparities persist in secondary schooling, especially for 
students from poor, rural, Indigenous, or migrant backgrounds. Learning outcomes remain stagnant, with 
UNESCO’s ERCE and PISA data showing severe lags in reading and mathematics. Intra-school factors—
including teachers’ expectations, classroom climate, and student well-being—strongly influence 
achievement. 
 
In this context, expectations for school principals have expanded dramatically. Historically administrative 
figures, principals are now expected to function as pedagogical leaders who mobilize teachers, steward 
school improvement, and address inequities. However, policy frameworks often layer new 
responsibilities on top of existing ones, producing role overload. Emerging tools like hiring standards and 
performance frameworks aim to professionalize school leadership, but it is an open question whether imported 
Anglo-American models adequately address local contexts. Meanwhile, the potential of school level 
leadership is shaped by systems of varying degrees of centralization or decentralization. Exemplary cases—
such as Sobral in Brazil—demonstrate how stable governance, professional teacher development, and 
empowered leadership can transform student learning. 
 
Leadership policies in the region are quite mixed. While some countries use merit-based selection, many rely 
on discretionary or political patronage appointments. Most principals hold permanent contracts with limited 
evaluation mechanisms, and many occupy their role without formal management training. Although in-
service professional development exists, its quality and relevance vary widely, often failing to address rural, 
Indigenous, or high-poverty contexts. Pre-service training is rare and seldom aligned with coherent or 
transparent professional pathway. Innovative models—such as Chile’s improvement networks—offer 
promising approaches to collective professional learning. 
 
In our presentation we will also briefly sketch who principals in the region are and what they do. On average, 
Latin American principals have substantial teaching experience. Many are women, though gender disparities 
persist. Many lead schools serving deeply disadvantaged students, requiring them to address acute social 
crises, violence, migration, and everyday emergencies that shape teaching and learning. 
 
We will conclude our presentation by suggestion new directions for future research. These include developing a 
better understanding of the interactions between leadership and management, the need for and role of 
context-responsive leadership frameworks, the need for stronger policy supports, and the particular 
skills required of school leaders amid conflict—whether rooted in accountability, interculturality, 
violence, or struggles for equity. School leadership in Latin America holds extraordinary potential for improving 
educational quality, but realizing this potential requires coherent policies, strengthened professional pathways, 
and scholarly attention beyond a few well-documented cases. 
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The major changes underway in the world are leading to multiple transformations in school systems. 
Reform objectives range from transformations in school curricula to the use of AI, to accomplishing 
education quality and equity in new social, economic, demographic and environmental realities, all 
posing new challenges for school leaders. Educational and school leadership is increasingly associated 
with the ability to adapt to this changing and uncertain environment and improve school outcomes. The 
chapter focuses on identifying the specific challenges facing educational leaders more globally and how 
these can be considered in Latin America, a region marked by cultural diversity, limited resources, and varied 
socio-economic needs, and ventures into a prospective analysis. It reviews changes in education and education 
policy and practice, the factors behind them more globally, and considers lessons for school leadership 
policy more generally and for Latin America. The chapter reviews global trends around education and 
focuses on its impact on school leadership practices. To this end, the chapter introduces the topic of why 
important for school leadership policy to adapt to the changing and uncertain context; it then reviews broader 
trends that influence education policy and school leadership practice; it reflects through research on the 
importance of contextualisation; it ends with some general considerations for school leadership policy in 
Latin America. 
 
Key words: education change, global trends, school leadership, education reform, Latin America. 
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Relevance to BELMAS 
This workshop addresses a new area of research that taps into the growing interest in wellbeing within 
educational settings (Kutsyuruba, & Kochan, 2025). However, there remains a need to connect wellbeing to 
creativity so that associated gains be capitalized upon in the educational leadership field. 
 
Research Focus and Question 
To explore creativity and leader wellbeing, with relevance to leadership practice and research, the question 
for this workshop is: What forms of creativity and wellbeing might emerge for educational leaders 
where constraints (e.g., timed activity) are present? 
 
Theoretical Framework 
The 4-C creativity framework from educational psychologists (Kaufman & Beghetto, 2013) was adapted for my 
Fulbright-sponsored program. Creativity Under Duress was explored in China, Australia, and Canada. The 4-
C framework, a lifespan view of creativity, proposes that mini-c, little-c, Pro-C, and Big-C reflect aspects of 
creative growth. Mini-c involves personally meaningful reflective practice (journaling, etc.) and Little-c is 
creativity valued by others. Pro-c is creativity at the professional level, and Big-C is eminent creativity. 
 
Method 
The goal of the longitudinal research was to discover whether creativity could manifest in difficult situations. 
College students (152) participated in four creative activities: written response to prompts, personal creativity 
essay, 3D paper poster, and 4-Cs presentation script. Their responses paradoxically showed genuine 
creative engagement despite being timed on the activities. This was the greatest outcome associated with 
revealing creativity in classrooms across different cultures (Author, 2025). 
Application with educational leaders was not possible in these settings, which has inspired me, an educational 
leadership professor, to propose this session (45–60 minutes). It will begin with introductory slides followed 
by a 4-C activity (3D paper poster) that represents the levels of creativity but centers mini-c, which is conducive to 
reflective practice. Discussion will explore ideas from the (rough) artifacts/sketches, then move to prompts 
eliciting reflection on personal creativity and leader wellbeing. I will bring the cost-free supplies (paper, 
markers, etc.). 
 
Findings and Discussion 
Cultures were distinct in the countries to which I brought my program. China understood creativity as 
having collective values; Canada associated creativity with inquiry and justice; and Australia framed 
creativity as environmental and cultural. The 4-C model sparked creative learning where creativity is 
repressed or ignored. Creative artifacts still resulted despite constraints and self-doubt (Author, 2025). 
Mini-c does not require judgment (Helfand et al., 2016), thus the artifacts were creative emergences within 
contexts specific to students’ perspectives and understanding of the 4-Cs. 
 
Significance 
The 4-C framework does not recognize wellbeing in the lifespan concept, which is a contribution this 
workshop will uniquely make. As a lens, welling can be used to consider the creativity framework in deeper 
and more expansive ways for educational leaders. The personal growth, mental health, and happiness 
aspects of wellbeing (Keyes, 2016) may feel elusive in educational worlds subjected to revolutionary change 
and accompanying chaos. Consequently, educational leaders may find value in the 4-Cs and reflective 
learning within a safe group. Creative activities can revitalize creativity-deficit situations, which could 
produce gains for participants beyond the session. 
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Relevance to BELMAS Members 
The focus on leadership development, mentoring, and wellbeing in school settings aligns with BELMAS 
priorities around educational leadership, practice, and improvement. This workshop introduces a research-
based mentoring framework and includes activities integrating developmental mentoring theory to foster 
novice principal’s personal and professional development. By combining Kram’s (1983) psychosocial and 
career mentoring functions with Seligman’s (2018) PERMA model—Positive Emotion, Engagement, 
Relationships, Meaning, and Accomplishment—the study reframes mentoring as a holistic, intentional 
learning partnership using a positive psychology lens. It responds to pressing leadership concerns, such as 
early career burnout and school leader sustainability. 
 
Strength of Theoretical Framework 
The integration of Kram’s mentoring functions with PERMA provides conceptual depth and practical application 
of mentees’ perceptions of their mentoring relationship. Research questions were addressed using 
statewide principal survey data collected yearly at a state administrator conference (2022–2025). 
Actionable mentoring activities were identified that support novice principal resilience by focusing on 
personal and professional development provided by mentors. 
 
Research Questions 
RQ1: “To what extent do novice principals perceive their mentoring relationships as supporting personal and 
professional growth?” A 6-point Likert scale (ranging from “never” to “very frequently”) and 25 questions 
explored the degree to which novice principal mentees perceived their mentoring experiences as contributing 
to their development. Stems included: 
To what extent does your mentor provide personal support? professional support? 
To what extent does your mentor assist with prioritizing personal needs? professional needs? 
 
RQ2: “What PERMA mentoring activities were reported by mentee principals as they developed under 
their mentors’ guidance?” Using a six-point Likert scale and four open-ended questions, researchers 
examined the degree to which mentee principals perceived their mentoring experiences as contributing to 
each PERMA domain. We measured the extent to which mentees perceived mentors as supportive of 
cultivating positive emotions, engaging meaningfully in their roles, developing trusting professional 
relationships, deriving a sense of purpose from work, and achieving personal and professional goals. The 
open-ended questions gathered activities mentees thought useful in the PERMA domains to support 
mentoring for wellbeing. 
 
The open-ended questions were prompted and arranged as follows: 
“What activity could you do with your mentor that would support growth in Positive Emotion, Engagement, 
Relationships, Meaning, and Accomplishment?” [Definitions were provided.] 
Workshop participants will be guided through mentoring activities aligned with PERMA dimensions and Kram’s 
mentoring functions. The activities handbook for this session will include: The Values Bullseye, Major Events 
Lifeline, and Generational Differences. 
 
Significance for Educational Practice and Theory 
This workshop provides field-tested tools for embedding wellbeing into mentoring structures, addressing 
real-world challenges. The framework contributes a new dimension to mentoring theory by operationalizing 
wellbeing through PERMA and recognizing that blending mentoring with wellbeing provides a view from the 
positive psychology balcony. By unifying mentoring and wellbeing, the workshop transcends the transmission 
model of mentoring and promotes a relational, wellbeing-centered approach aligning with leadership standards 
(NPBEA, 2015). Data from novice leaders reveal how mentoring practices that center flourishing build 
leadership identity, emotional resilience, and professional agency. 
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Co-constructing a qualitative inquiry into aesthetic labor: Uncovering 
organizational Norms of fit and belonging in Schools. 

 
Saturday, 4th July - 17:25: (Pembroke Suite) - Workshop/Roundtable - Abstract ID: 35 

 
 
Dr. George Panayiotou (University of Colorado, Denver) 
 
This roundtable invites a conversation on the under-theorized concept of aesthetic labor (AL) and its 
implications for belonging and organizational culture. While AL defined as the labor of managing one’s 
appearance, demeanor, and manner to align with organizational expectations (Warhurst & Nickson, 2020), is 
well-documented in the service and corporate sectors, its application in educational settings remains largely 
unexplored (Black-more, 2010; Yoon et al., 2025). This roundtable session seeks participant feedback to 
shape the direction of a proposed empirical study that investigates how AL is implicitly embedded in school 
leadership decisions, hiring practices, and cultural expectations. Building on literature on teacher wellbeing, 
inclusion, and retention (Mahfouz, 2020; Plust et al., 2021; Swapp & Osmond-Johnson, 2023), this inquiry 
positions AL as an organizational problem. School leaders, often unconsciously, signal aesthetic 
expectations through hiring practices and school branding, which may privilege a particular ‘look’ or ‘style’ 
aligned with dominant cultural norms. This dynamic creates a hidden barrier to inclusion, especially for 
teachers from minoritized or non-normative identity groups who must perform additional emotional or 
aesthetic labor to conform (Lee, 2023; Warhurst & Nickson, 2020). The research problem centers on how 
organizational aesthetic expectations may compromise teacher wellbeing and inclusive school culture. 
This becomes especially salient in highly visible, competitive, or reputationally sensitive schools, where 
branding and “fit” are emphasized (Ball, 2003; Blackmore, 2010). The absence of re-search that explicitly 
names and explores AL in such organizational contexts presents a clear gap this study aims to fill. A two-
phase qualitative research design is proposed. Phase one will use document analysis to examine 
recruitment and hiring policies, job advertisements, and promotional materials from top-ranked public 
secondary schools in the UK. The aim is to surface the presence or absence of inclusive and aesthetic 
language that may signal implicit organizational norms about teacher identity, comportment, or presentation. 
Phase two will involve semi-structured interviews with school leaders and newly hired teachers to 
understand how aesthetic labor is interpreted, enacted, or resisted during hiring and onboarding. This 
roundtable session seeks to engage participants in co-constructing the theoretical and methodological 
direction of this work. Feedback is particularly welcome on the framing of aesthetic labor as an 
organizational construct, the proposed research design, and the conceptual linkage between AL, inclusion, 
and teacher authenticity. Ultimately, this project seeks to initiate a conceptual shift, from viewing AL as an 
individual concern to recognizing it as an organizational challenge with implications for teacher wellbeing and 
inclusion. By critically examining AL in school contexts, this work aspires to inform more ethically grounded, 
inclusive organizational practices in education. 
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Dr. Alyson Lerma (Vanderbilt University) 
 
Executive headteachers, principals, and senior leaders face the ongoing challenge of leading with clarity 
amid complexity. They must sustain instructional excellence, ensure equity, and manage people, priorities, and 
finite resources in dynamic and demanding environments. This interactive workshop offers a practical, 
hands-on experience for leaders seeking to design dynamic and distributed systems that align people, 
pedagogy, and resources with purpose to achieve sustainable improvement. 
 
At the heart of the session is a strategic framework that helps leaders think more intentionally about how 
they make decisions and why those decisions matter. Through this model, participants explore how evidence, 
equity, and collaboration drive both strategic and instructional outcomes. They will then apply this thinking 
through the Resource Opportunity Matrix, a real-world planning tool that reveals how resource allocation, staffing, 
and professional learning connect with a school’s mission and priorities. 
 
The workshop combines reflection, analysis, and discussion to bridge vision and implementation. 
Participants will map their Leadership Ecosystem, exploring how influence and decision-making are 
distributed across teams, and identify leverage points where strategic adjustments can yield stronger 
alignment between teaching quality, culture, and resources. Throughout the session, emphasis will be 
placed on real-world application, translating concepts into concrete actions that can be implemented 
immediately within participants’ own contexts. 
 
Leaders will leave the session equipped with ready-to-use tools, frameworks, and insights to strengthen 
both strategic direction and daily leadership practice. By linking strategic vision to operational realities and 
resource management to instructional purpose, participants will discover actionable approaches for 
building empowered, high-performing organisations that are resilient, equitable, and future-focused. 
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Creative Leadership: Performing Policy - Making Change 
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Dr. Jo Townshend (Independent Researcher), Prof. Vicky Hunter (Bath Spa University) 
 
Context and rationale 
Led by two creative arts practitioners with backgrounds in educational leadership, management and 
governance, design and embodied movement practice, this workshop invites participants to explore an 
evolving workshop methodology that develops new and innovative approaches to creative leadership training 
and development. Through playful creative arts and embodied movement methods we will consider the ways 
in which policy is designed and ‘performed’ in educational settings to provoke a critical re-imagining of 
alternative approaches to systems design shaped by creative leadership. 
 
A well-established field of research has explored how practices of educational leadership shaped by 
managerial, institutional and governmental policies affect the performance of organisations, individuals 
and learning environments (Ball, 2018; Sidebottom, 2019; Gunter, 2022). In a different turn, our 
developing practice-led research approach contributes to the BELMAS ‘Critical Education Policy and 
Leadership Scholarship’ Research Interest Group’s call to advance critical scholarship and create a more 
inclusive and transformative future for education leadership practice and research. We invite participants 
to explore and experiment with the developing creative leadership training methodology shaped by creative and 
embodied practice in which leadership emerges as a communal resource for common good. 
 
The workshop design is informed by ideas and perspectives from the fields of feminist new materialism and 
post qualitative enquiry posited by scholars including Elizabeth Grosz, Donna Haraway, and Karen Barad that 
champion other ways of knowing and knowledge production, to those committed to social, political and 
educational change, Grosz urges us ‘to think otherwise, to become otherwise’ (2011: 87). 
 
Following this call to think, operate and organise ‘otherwise’, the workshop invites participants to examine their 
existing practices, explore alternatives through creative and embodied methods and exchange ideas, skills and 
expertise to identify existing power relations at play and the potential for new modes of educational 
leadership that can bring about systemic change and re-shape equitable and sustainable futures. 
 
Research Questions 
In what ways does the implementation and ‘performance’ of policy inform the management of people, time, 
space, and resources in educational settings? 
How does policy and its implementation inform educational systems design, workload and productivity? 
How might embodied, creative decision-making shape alternative modes of operating through novel and 
innovative systems design? 
How might practices of care, creativity and human-environment reciprocity, inform the design of inclusive 
and equitable workplace cultures, leading to sustainable futures? 
 
Workshop format 
The 60-minute workshop will begin with a short presentation from the workshop leaders. They will share their 
developing research exploring policy-based performance and its implementation in educational settings before 
inviting participants to engage with tasks and activities shaped by the project research questions. The 
workshop will culminate in a group discussion where the workshop leaders will invite feedback from participants 
on the workshop format and its wider impact and potential development for future leadership 
development. 
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Mrs. Nicky Bourgeois (University of Newcastle), Prof. Susan Ledger (University of Newcastle), 
Prof. Jess Harris (University of Newcastle) 
 
United Nations Sustainable Development Goal 5–Gender Equality suggests that without significant intervention, 
it will take 140 years before women have equal representation in leadership positions. In terms of social 
justice, the under representation of women in educational leadership reflects broader systemic issues that 
impact women’s opportunities and limit contributions. Snapshots from the international schooling sector are 
reflected in comparative national settings, such as in Australian independent schools, the United 
Kingdom and seen in OECD and UNESCO reporting. Still, the proportion of women leaders in international 
schools trails behind average Western school systems. 
 
This study critically analyses the experiences of women in senior leadership in international schools and 
examines how the broader ecology of international schooling supports and constrains these pathways. This 
unique context reveals a need for increased recognition, greater advocacy and collective engagement for 
long-term sustainable change to occur for women in this dynamic site. The research examines women’s 
leadership experiences and pathways in international schools offering International Baccalaureate (IB) 
programmes. Specifically designed to embrace the various complexities of international schooling and to 
allow for a multi-perspectival view the study took a bricolage methodological approach to its investigation. 
Data were collected through two distinct data sets: one multi-case study with women leaders in IB 
international schools, and a case study with experts within the broader international schooling sector. The 
workshop shares initial findings from the analysis, comparing lived experiences and a systems viewpoint as 
voiced by women in educational leadership roles and facilitates discussion around leadership pathways 
bridging the research to own contexts and actionable insights. 
 
Our analysis led to the construction of a conceptual framework, which highlights gaps and potential 
starting points for addressing factors that challenge the engagement of women in international school leadership. 
These factors are entrenched across the sector leading to the development of a socio-ecological representation of 
international schooling, including across communities, the ecosystem of individual schools, the built-biome 
around them, and the global biosphere. evidence of an over-reliance on individual women’s agency. The 
timely exploration brings insight into the broader systems, supports, contextual features and constructs 
that act as barriers and facilitators to leadership. 
 
There remains a critical need for structured pathways to support women into senior leadership positions for 
women in international schools. In this workshop we engage with tangible solutions, and uncover silences, to 
promote a shift towards collective agency. By drawing on our conceptual model, we offer a fresh 
perspective on international schooling and a further step towards gender equity in educational leadership. 
Moving from research to practice, our workshop illuminates leverage points, such as heightened awareness 
of unpaid work-loads, utilisation of the IB Educator Network, and career trajectory mapping for moving 
towards equal rights, opportunities and treatment, regardless of gender identity. 
 
Despite the research focus on women in international school settings, the workshop remains an invitation for 
all to help solve an ongoing, complex problem that extends beyond specific contexts and requires a broad 
spectrum of current leaders and researchers to solve. 
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Dr. Anna Mai Rooney (Ireland) 
 
The prevailing negative perception of the role of the Primary school Principal in Ireland set against the 
articulation by so many Principals of their love and enjoyment of the role was the impetus for this study. I 
explore the reasons why Irish Principals appreciate their position and celebrate their achievements while 
highlighting the benefits and the challenges of Principalship. The study also examines the many complexities 
of the role and how both the benefits and challenges can be influenced by effective distributed or 
collaborative leadership. 
 
With a view to understanding primary Principalship further, the circumstances of recruitment to the role 
are interrogated to determine the various pathways to the role and the emotional development of the person of the 
leader is explored with respect to the evolution as Principal. The manner in which recruitment and 
emotional development influences the benefits and challenges of Principalship is investigated as is the essential 
nature of quality professional learning and bespoke system supports. 
 
Framed in an interpretivist paradigm, this empirical study used fifteen semi-structured interviews to 
collect the data which was analysed using thematic analysis to generate the research findings. These 
findings suggest that the benefits of Principalship are not sufficiently showcased or explored in either the 
literature or the professional learning provided for Principals. Secondly, the complexities of the role are well 
documented, and the findings advocate for the potential of effective distributed leadership with a focus on 
the development of the person of the leader to allow complexities to be manageable. Through the lens of the 
newly appointed Princi-pal’s position, the data indicates the much misunderstood circumstances of 
recruitment and their potential to significantly influence the benefits and challenges of the role. Additionally, 
my data points to the importance of bespoke professional learning to address the emotional development of 
the Principal and to guide and support newly appointed Principals, particularly in relation to shadowing, 
hand-over and practice-based programmes. Finally, this study’s findings highlight a significant level of 
disconnect between the Irish education system and the day-to-day lived experiences of primary Principals. 
Accordingly, the study leads me to suggest that the time is right for practitioners, policy makers, and 
educational stakeholders to listen more carefully to each other and to work even more collaboratively 
together to ensure that the role of the Irish primary Principal is made more sustainable, more rewarding and, 
ultimately, more attractive. 



BELMAS 2026 

Page | 52 

Leading Responsibly with AI - An Inquiry Inspired by the TIMEtalk Project 
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Dr. Heathcliff Schembri (Malta College of Arts, Science and Technology (MCAST)) 
 
The rapid diffusion of artificial intelligence across educational systems has exposed a widening gap 
between technological capability and leadership preparedness. While tools capable of generating 
historical narratives, cultural representations and personalised dialogues are increasingly accessible to 
schools, the leadership infrastructures required to regulate their use remain comparatively underdeveloped. 
This workshop invites participants to interrogate this gap through a leadership lens, drawing selectively on 
insights generated through the TIMEtalk research fellowship (an initiative exploring AI-driven historical 
avatars in primary education) without centring the session on a single national context. 
 
The workshop positions AI in cultural and heritage education as a domain that crystallises core leadership 
challenges: epistemic authority, representational ethics, curricular coherence, professional agency and 
the governance of innovation. By foregrounding these challenges, the session reframes AI as a 
leadership problem concerning institutional risk, cultural responsibility and the stewardship of 
knowledge. 
 
The session opens with a brief analytical stimulus outlining the leadership tensions surfaced through the 
fellow-ship’s co-design and evaluation phases, particularly around safeguarding, bias mitigation, historical 
specificity and the negotiation of professional judgement. This framing is deliberately concise, intended to 
prompt leaders to reflect on how their institutions currently conceptualise legitimacy, responsibility and 
accountability when adopting emerging technologies. Participants then engage in guided small-group work 
structured around four leadership dilemmas: 
 
Governance and epistemic authority – Who authorises AI-generated narratives of cultural heritage, and with 
what oversight? 
Professional autonomy and organisational readiness – How can leaders protect pedagogical judgement in 
contexts where AI can outpace workforce preparation? 
Curricular integrity and system alignment – What principles should regulate the integration of AI outputs into 
knowledge domains tied to national identity? 
Community trust and ethical communication – How should institutions articulate the purposes and limits of AI 
use to families and communities? 
 
These dilemmas are designed to elicit critical reflection, cross-contextual comparison and theoretical 
generativity rather than straightforward solutions. 
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Mrs. Logayna Sadig A Kerwat (University of Birmingham), Prof. Aziza Mahomed (University of 
Birmingham), Dr. Daniel L. Donaldson (University of Birmingham) 
 
This interactive workshop is designed to explore the critical relationship between higher education institutional 
strategy and the feedback students receive on their assessments. Based on findings from the Agile Feedback 
for Lean Learning (AFLL) research project, the session introduces participants to a prototype feedback tool 
designed to generate comments and reports that are linked with distinct institutional missions and values. 
 
The session centres on realistic, anonymised student submissions and the AI-generated feedback produced 
for six distinct university profiles (e.g., research-intensive, teaching-led, digital-first). Participants will be 
seated in small groups with tailored case materials placed on tables prior to the session—including printed 
feedback samples, vision statements, and a brief evaluation rubric. 
 
Attendees will: 
Evaluate how well feedback reflects the institutional vision. 
Judge feedback clarity, structure, usefulness, tone, and strategic alignment. 
and finally, 
3- Reflect on how leadership priorities are—or aren’t—made visible through assessment practices. The 
workshop encourages collaborative and critical engagement with questions such as: 
How can feedback systems reinforce strategic leadership goals? 
What does “value-aligned” feedback look like in practice? 
What risks emerge when AI-generated feedback is misaligned or misused? 
 
The session is grounded in phase one of the AFLL study, which collected survey data from students, 
assessors, and academic leaders across UK HEIs. Phase two—currently is a work in progress WIP—involves 
testing feed-back generation using LLMs-based tools trained on large knowledge base, including but not 
limited to: strategic documents and learning outcomes. 
 
This workshop contributes to BELMAS conference themes/RIGs of: 
Leadership for Learning and Improvement/ Governance, Strategy and Accountability/ AI and Educational 
Leadership/ Bridging Policy and Practice 
 
Participants will leave with a deeper understanding of how leadership can and may play a more active role in 
shaping assessment culture, and how tools like AFLL could support or challenge institutional goals and 
therefore ranking standards. 
 
Note: No prior AI expertise is required. The workshop is suited to educational leaders, policy researchers, and 
anyone interested in assessments, feedback, quality assurance, and institutional strategy. 
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Dr. Tiffany Newsome (Western Carolina University) 
 
Artificial Intelligence (AI) is constantly transforming human workflows and productivity in the education field. 
While the concept is not entirely new (dating back to the 1950s with robots (Haenlein & Kaplan, 2019; Wang, 
2017), “the ability of machines to do human-like task and engage in human-like conversation” is constantly 
evolving (Hargrave et. Al, 2024, p.2). Thus, researchers in educational leadership and school 
practitioners can capitalize on new frameworks for learning that build capacity for AI usage in their leadership 
contexts. Moreover, the rapid growth and continuous improvement of technology presents educational 
leadership pro-grams with new opportunities for program redesign and innovation (Fusarelli & Fusarelli, 
2024). Recent political changes and economic developments put principal preparation programs (PPPs) at 
risk for budget cuts, which ultimately jeopardize students’ ability to participate in full-time principal 
internships (Drake, 2025). This is especially true for those who live and work in under-resourced school 
districts. The internship is vital for student growth, especially since students benefit from high quality, 
“hands-on, authentic” experiences (Drake & Bastian, 2024). 
 
This hands-on, interactive workshop is designed to stimulate discussion, curate collaboration, and build 
capacity amongst researchers and practitioners on the ethical use of AI in educational leadership preparation 
programs across national and international contexts. Previous efforts to integrate AI in education focus on e-
training, automation, student feedback, etc. (Chiu et al., 2023; Fusarelli & Fusarelli, 2024). However, 
participants in this workshop will explore how AI might improve the overall graduate experience, both in 
coursework and the principal internship experience. I will introduce and utilize the REPACT framework, a 
model that was recently developed for helping educational leaders critically think through the successful and 
careful integration of generative artificial intelligence (GenAI) into program curricula (Langran et al., 2025). 
Participants will get to experience first-hand what scaffolding and decision-making could look like in their 
own individual contexts. Moreover, participants will learn specific ways to utilize GenAI to scaffold and 
support students during their principal preparation experience. For example, participants will learn how to 
evaluate and write prompts that will yield life-changing results. The goal of this workshop is to leave with 
tools that can be implemented right away as educational leaders make decisions on when and where to use 
AI appropriately. 
 
Workshop Learning/Objectives 
Participants will: 
 
Understand a practical decision-making framework for AI use in educational leadership programs. 
 
Apply the framework to real dilemmas. 
 
Learn ethical prompting strategies that leaders can model and teach. 
 
Workshop Outline and Activities 
Duration: 60 minutes 
Welcome & Purpose (3 mins): Introduce the session objectives and their relevance/urgency in the field. 
Framing the Context (5 mins): Brief overview of AI’s increasing role in leadership prep and policy in 
educational leadership 
Introduce REPACT Decision-Making Framework (12 mins): 
Provide an explanation of the Framework and model its utilization for leadership programs. 
Small Group Application with Ethical and Effective Prompting Mini-Lesson (20 mins): Participants use AI tools 
to respond to real leadership scenarios. 
Collaborative Debrief (10 mins): Groups present outputs and discuss ethical, equity, and advocacy 
implications. 
Questions and Answers (10 mins) 
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Dr. Mariela Rodriguez (The University of Texas at San Antonio), Dr. Cynthia Gallardo (Texas A&M 
University International), Dr. Evangeline Aguilera (Trinity University), Dr. Juanita Santos (The University 
of Texas at San Antonio) 
 
Engaging with local schools and school districts is an important partnership between these educational 
organizations and local universities (Walsh & Backe, 2013). In this workshop, examples for developing and 
sustaining long-lasting school-university partnerships will be a central focus. A key curricular connection is 
the development of aspiring leaders within culturally and linguistically diverse schools. This workshop will 
offer opportunities for participants to engage in conversations about the ways that effective school-university 
partnerships help to strengthen the leadership development of aspiring school leaders. 
 
Four presenters from three different universities in the southwestern United States will discuss the value 
of on-going school-university partnerships for school leader preparation (Clifton & Jordan, 2024). They will 
share the inception of the partnerships and the key components that keep them thriving. Each presenter 
works with various school districts along the US-Mexico border. Thus, the training of aspiring school leaders 
to lead with cultural sensitivity is key (Kilag et al., 2024). The roles that principals play in providing inclusive 
leadership within schools comprised of culturally diverse students are critical (Garcia-Jimenez et al., 2025; 
Viloria et al., 2025). Supporting school leaders’ development of cultural competence (Eden et al., 2024) can 
have affirming results with the students that they serve. Each presenter for this workshop will outline the 
ways that their programs support the growth of aspiring school leaders, and maintain the instructional 
leadership practices that make current school leaders adept in their work with students from diverse ethnic 
and linguistic backgrounds. Cultural competence aids in helping school leaders to make informed decisions 
related to curriculum and resource allocation for culturally and linguistically diverse students. 
 
Then the effectiveness of long-standing partnerships will be presented through the domains of a conceptual 
framework developed by Farrell et al (2022) for research practice partnerships. Through this lens, workshop 
facilitators will share research-based aspects of the partnership while incorporating practical applications 
that others can follow. In addition to the discussion utilizing that framework there will be opportunities during 
the session for participants to share examples of the ways that they have developed school-university 
partnerships. Possible outcomes for workshop participants include beginning or expanding school-university 
partnerships with a focus on developing the next generation of school leaders in evolving cultural contexts. 
Such components include open communication, collaborative projects, and a shared vision for the future. 
These leadership practices enhance the role of instructional leaders so that inclusive partnerships support 
long-lasting community-building (Redondo-Sama et al., 2025). 



 
 

THEATRE 
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Social segregation between schools: a mixed methods analysis of the impact of 
free schools in England. 
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Dr. Rob Higham (UCL Institute of Education), Dr. Golo Henseke (UCL Institute of Education), 
Dr. Ruth McGinity (UCL Institute of Education) 
 
We present the first major analysis of the impact of free schools on social segregation, across the first 
decade of the free school policy. We analyse quantitatively whether free schools were associated with 
changes in the likelihood of students meeting peers from the same background as themselves at school. 
We also report on nine local case studies incorporating interviews with the headteachers of each free 
school and a sample of neighbouring schools. We draw on these cases to help interpret our quantitative 
findings, including in relation to school leaders’ perceptions of local mechanisms influencing changes in 
segregation. 
 
Theoretically, the opening of free schools could influence social segregation in several ways. Structurally, the 
provision of a new school could reduce the constraints families face in attending their first preference 
school, by providing more and closer places (Burgess et al. 2019). This could widen the options available for 
families and, where this facilitates families to choose less segregated schools, social segregation could 
reduce locally. However, new and different choices could increase segregation where families have 
preferences for peers with similar backgrounds or associate social composition with academic quality 
(Greaves 2023). Segregation could also increase where free schools engage in, or incentivise existing 
schools to pursue, more intense forms of social selection (Gewirtz et al 1995). 
 
This paper addresses two main research questions. First, has the opening of free schools been associated 
with any increase or decrease in social segregation in the surrounding area? Second, how have choice 
and competition been manifested in local markets in which a free school opens and to what extent do 
school leaders perceive this has influenced changes in the segregation of students between schools? 
 
To answer these questions, we first developed a dataset from the School Census. The dataset encompassed 
the academic years 2011 to 2020 and included student- and school-level data. To measure segregation, we 
developed linear regressions using the variance ratio index. We also developed robustness checks using the 
dissimilarity index. 
 
We found that whilst the trend in England has been toward decreasing social segregation, local areas in 
which primary free schools opened saw an opposite trend with modest increases in segregation for students 
speaking English as an Additional Language, Black and Asian students and White British students (WBri). In 
the secondary phase, we found increases in segregation were not statistically significant on average, but 
there was increased segregation for WBri students in rural areas and areas with low ethnic diversity. 
 
Drawing on our interviews with school leaders, we identify local mechanisms perceived to influence 
increases in segregation. We show these relate in part to different ways in which specific free schools created 
new options for parents from particular social groups to choose schools that were more homogenous than the 
local area. This included not only perceived “white flight” but also ‘self-segregation’ by minority ethnic 
parents (Lubienski et al 2021). We also discuss the perceived influence of school differentiation and 
(c)overt social selection. We conclude by setting out policy recommendations stemming from our 
analysis. 
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Dr. Andew Miller (University of Newcastle), Prof. Jess Harris (University of Newcastle) 
 
Schools in areas of low socio-educational advantage face persistent challenges in driving reform. While research 
clearly demonstrates that leadership is critical within these contexts, evidence of how leaders achieve 
whole school improvement is limited. 
 
We report on a prospective case study in one school that achieved significant and sustained 
improvement to move from low performance to being recognised among the state’s top performers in value-
added growth. The reform process was co-designed and implemented through a partnership between 
school leaders and the re-search team. Central to this approach was a focus on the pedagogical core, 
operationalised through Quality Teaching Rounds professional development to strengthen teaching practice 
and professional community. Complementary strategies targeted school culture, staff engagement, and 
equity, including initiatives such as pro-viding laptops for all staff and students and supplying uniforms for 
every student to foster belonging and engagement. 
 
Grounded in theories of transformative and instructional leadership, this case offers insight into leadership 
strategies that brought about simultaneous cultural and pedagogical reform in a challenging context. The 
study employed a mixed-methods, longitudinal design over four years, enabling iterative cycles of data 
collection and analysis to inform leadership decisions. Data sources included staff interviews, lesson 
observations, and surveys, with findings shared biannually in partnership meetings to support adaptive 
implementation. This collaborative design ensured that reform strategies were responsive to emerging 
challenges and opportunities, sustaining impact over time. 
 
Analysis highlights the dual priorities required for transformative leadership in disadvantaged contexts: 
improving instructional quality while building relational trust and community engagement. The case 
demonstrates that: 1) comprehensive, equity-driven reform can yield significant academic and social 
outcomes when leadership integrates pedagogical improvement with strategic actions that enhance 
school culture and inclusion; and 2) partnership with an external agency to support the school’s focus on 
teaching and learning and evaluative decision making bolstered the schools instructional and 
transformational leadership capacity. 
 
In considering the implications for broader equity-based impact, efforts to adapt the partnership 
approach to simultaneously engage larger numbers of schools are discussed. The research team engaged 20 
disadvantaged schools from across the State to test the feasibility of an adapted partnership model for 
supporting schools to implement the tested model of pedagogy focused professional development. 
Interview and implementation data demonstrates that the partnership approach supported instructional 
leadership at the schools. Additional scaling of this program of work to longer equity-focused partnerships (3-4 
years) and longitudinal evaluation is detailed. 
 
The findings from this series of studies have important implications for educational practice, policy, and theory. 
They provide evidence of how leadership, when enacted through collaborative and data-informed 
processes, can overcome entrenched disadvantage and deliver sustained improvement. For policymakers 
and practitioners, the study underscores the need for systemic support for schools undertaking similar 
transformation. For scholars, it contributes to leadership theory by illustrating how transformative and 
instructional practices intersect to drive equity-focused change in challenging contexts. 
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Over the course of several decades, researchers have distilled extensive evidence on the nature and 
impact of successful school leadership. This work has included a series of systematic reviews and meta-
analyses which have informed policy across many school systems worldwide; for example, in terms of the 
content of leadership standards and training programmes. These developments have led to claims that there 
is now a global consensus on successful school leadership, suggesting there is ‘one best way’ to do it. 
Certainly, the systematic reviews and meta-analyses do acknowledge that leaders must be skilled at 
adapting any generic skills and qualities to the specifics of their context, but such considerations appear 
secondary. Meanwhile, leaders commonly express frustration that the generic nature of leadership 
training bears little relevance to the diverse and complex realities of leading schools in practice. 
 
This paper explores these issues, drawing on findings from a study of sustainable school leadership across 
the UK. The research sought to understand: i) how England, Scotland and Northern Ireland recruit, train and 
retain school leaders, ii) how well these approaches take account of individual, local and systemic needs and 
sustain-ability. The three-year mixed methods comparative study (2023-26) included: literature reviews; 
interviews with policy makers and leadership experts; secondary analysis of existing datasets; place-based 
case studies in seven localities (132 interviews) and a UK-wide surveys (n=1624). 
 
The paper is informed mainly by the seven place-based case studies, which it assesses through the lens of place, 
arguing that this offers a much richer conceptual framework for understanding leadership than the 
current focus on context. 
 
The lens of place allows us to see that every school is unique, shaping the kinds of leadership required. This 
is about far more than whether a school is urban or rural, primary or secondary, high or low performing, or 
serving a more or less disadvantaged community. Rather, schools operate within places that are complex, 
evolving and shaped by multiple features and flows, including: geography and distinctive topographies; 
communities which are imbued with personal and social histories, stories and meanings; places are 
connected at different scales – the nation state, the region or local authority area, the school catchment and 
so on – which overlap and can change; places are framed by different policies (transport, housing etc) which 
often interact. While some aspects of modern places might seem like a Russian Doll - every high street with 
its replica McDonalds - places also generate their own distinctive responses to these national and global 
developments, making each locality unique. 
 
The paper concludes that rather than assuming there is ‘one best way’ to lead schools, or that contextual 
aware-ness can be tacked on late in the day, leadership development must help leaders to work in ways 
which seek to understand and respond to place-based realities, even while working to influence and shape 
these in pursuit of educational equity and improvement. 
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MATs are charitable companies with governing structures of Members and Trustees. The next level of 
governance includes committees and Local Governing Bodies, which are advisory only. Only two parents, 
elected from among all the schools in a MAT, are required to sit on academy trust boards, which can create 
disconnect from the local school communities in a MAT. Challenges exist in securing and managing skilled 
LGB members within MATs. MATs have moved towards a minimum of ten schools, which can see LGB 
members number over 200 people. Lastly, the LGBs are focused on the school they are advising on, which 
can result in dissonance between school actions and MAT priorities. 
 
This paper presents a qualitative case study of one large MAT constituted of 27 schools (19 primary and seven 
secondary) as it restructured its governance model to create hub advisory boards (HABs) to replace LGBs 
from 2023. Five HABs were set up to advise on groups of five or six primary schools and one or two secondary 
schools. The MAT believed that the change would allow them to secure more effective governors, manage 
these governors more easily (to support training and development) and enable these governors to understand 
and apply the needs of the MAT to school contexts more objectively. The research question was ‘In what ways 
does a governance hub model meet MAT local advisory board level governance requirements effectively?’. 
 
Surveys with both closed and open questions were used to establish baseline understanding of the HAB 
and governance responsibilities by the Executive Leadership Team, Trustees and the newly appointed HAB 
members, with two follow up surveys to explore change in this understanding as the model embedded into 
practice. School leaders were surveyed after six months and 18 months of the HAB model, parents and 
carers after 18 months, to give these groups time to reflect on the governance change in comparison to 
the previous LGBs. Secondary publicly available documentation for the MAT and constituent schools was 
used to establish a rich MAT profile for the survey findings, which were analysed using descriptive statistics for 
quantitative data and thematic analysis for qualitative data. 
 
Findings suggest that the HAB model offers an efficiency in governance for the MAT and is perceived as 
effective by Executive Leaders and most Trustees, creating opportunities for collaboration, partnership, 
shared vision and commitment to school improvement. However, the majority of HAB members after 18 
months reported not understanding MAT leaders’ expectation of the HAB were and a ‘confidence 
recalibration’ in their governance skills confidence. Poor communication between schools and parents was 
seen as a barrier to confidence in governance. School leaders reported ineffective engagement of HABs with 
school stakeholders after 18 months and were concerned that decisions were therefore poorly informed. The 
findings suggest that the HAB model, or its implementation, despite wider MAT benefits may be hindering 
meaningful school level collaboration with pupils, parents, teachers, and the wider community, potentially 
minimising their voices in shaping school-level decisions effectively. 
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The integration of Artificial Intelligence (AI)-enabled Education Technology (EdTech) tools is currently 
impacting the teaching and learning process in a unique way. When comparing it with any significant 
EdTech influence on educational change, the influence of AI is not additive, but rather ecological 
(McGuire, 2020). Generative AI (GenAI) is creating an entirely new interacting environment within learning 
spaces (Dempere et al., 2023). Teachers, Educational leaders and administrators face intense pressure 
to adopt these tools, often blending technological innovation with social progress (Selwyn et al., 2025). 
 
The prevailing techno solutionist discourse surrounding AI-enabled EdTech suffers from a superficial, 
instrumentalist view, assuming technology is “just a tool.”(Rose, 2012). This perspective fundamentally 
shuts down necessary critical inquiry. Due to this, educational leaders often frame the integration of AI 
through vague or closed questions (e.g., “Does technology make a difference in education?”), or questions 
that carry heavily embedded assumptions about progress and efficiency (Postman, 1993). This failure to 
critically question the underlying political ideologies and values means they overlook the deep and 
uneven psychological, social, and institutional problems created by GenAI (Selwyn, 2014). As Neil Postman 
observed, students often “enter school as question marks and leave as periods,” reflecting a schooling 
system that values answers over deep questioning. 
 
This proposal draws on the philosophical and sociological lens of Media Ecology, which studies the 
interrelationship between media, culture, and consciousness (McGuire, 2020). The framework utilizes the 
work of Postman and critical sociological insights from Neil Selwyn to shift focus from the technology to the 
environment of its effects (Postman, 1993; Selwyn, 2014). 
 
By adopting this philosophical and sociological perspective, leaders can exercise technological modesty, 
recognizing that innovation does not equal progress (Postman, 1993). Leaders will be equipped to critically 
analyse the bias and ecological effects of AI. This will enable them to make thoughtful and informed decisions 
that are effective but also ethically sound and contribute to the social purpose of education. 
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This study explored the impact of artificial intelligence (AI) on secondary education in the Republic of 
Korea (hereafter Korea) and examined how leadership practices were evolving across AI-integrated 
educational settings. Advanced technology has been continually reshaping the educational landscape, 
influencing not only teaching and learning but also the relationships, expectations, and cultural conditions that 
shape everyday professional life in schools. AI, as the most recent and significant development in this 
ongoing transformation, increasingly affected how staff communicated, collaborated, interpreted 
information, and understood their roles within the wider school community. The strong technological 
infrastructure of Korea provided a valuable context for understanding emerging patterns of leadership 
practice associated with AI integration. 
 
The research was guided by three questions: 
 
How have headteachers’ leadership practices evolved in AI-integrated educational settings? 
How have middle leaders’ leadership practices been reshaped within AI-integrated educational settings? 
How have teachers’ leadership practices changed in AI-integrated educational settings? 
 
These questions focused on lived professional experience and on the ways in which leadership was shared 
and enacted across different organisational levels. 
 
A qualitative approach was employed to capture the depth and complexity of practitioners’ perspectives. Semi-
structured interviews were conducted with headteachers, middle leaders, and teachers to elicit individual 
experiences, challenges, and reflections on AI integration. Following these interviews, mixed-role focus 
groups brought together participants from different organisational levels, enabling them to discuss their 
views collectively and respond to each other’s interpretations. This format allowed cross-level dialogue, 
revealing how perspectives converged or diverged and how shared understandings were negotiated. The 
combination of in-dividual and group data provided rich insight into how practitioners made sense of 
technological change and how leadership practices were being reshaped within evolving organisational 
cultures. 
 
AI-integrated education reshaped leadership practices across all organisational levels. Headteachers 
assumed expanded technical and strategic responsibilities, managing infrastructure, interpreting policy 
directions within a centralised system, and establishing standards for ethical and sustainable AI use. Middle 
leaders used AI to refine planning and evaluation while supporting teachers’ confidence and coordinating 
new forms of CPD. Teachers benefited from AI in lesson planning, materials creation, assessment, and 
feedback, particularly when supported through PLCs. However, they also faced additional demands, 
including time-intensive training, promoting academic integrity, and developing students’ digital literacy within 
AI-enhanced learning environments. 
 
The study concluded that AI integration was reshaping leadership practice across all strata of school 
organisation. Implications included the need for leadership preparation programmes to incorporate AI-
related competencies, for policy frameworks to support ethical and effective use of AI in schools, and for 
school systems to adopt coherent strategies that strengthened leaders’ capacity to navigate rapidly evolving 
technological environments. 
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Artificial intelligence (AI) and social justice leadership (SJL) have emerged as diverse research topics in 
educational leadership, shaped by distinct technical, historical, and sociocultural trajectories. Yet, as 
scholarly discourse increasingly pivots toward the democratization of AI in education and challenges hegemonic 
“learnification” paradigms (Arar et al., 2021; Banoğlu et al., 2025; Mullen & Edens, 2026; Zhong & Zhao, 2025), this 
shift foregrounds the urgent need to interrogate AI’s implications for SJL within educational settings. 
 
Despite the challenge of defining SJL, it is the advocacy for enhanced opportunities and outcomes for 
marginalized groups across intersecting axes of race, class, gender, disability, and other identity markers 
(Theoharis, 2007). Within this context, Martin Buber’s notion of the “dialogical space” is employed to identify 
AI-informed daily communication—a kind of intellectual commons where principals, teachers, and students 
engage in critical, collective inquiry and co-leadership (Wegerif & Major, 2019). Distinct from conventional 
notions of digitalised AI-human interactions, this concept envisions AI as an enhancer of human-to-human 
dialogue, amplifying the communicative capacities and relational connections among the diverse actors of 
parent, school, teacher, and student communities. In this way, AI serves not as an interlocutor but as a 
mediating artefact of SJL that fosters human agency, shared identity, deeper collaboration, transparency, and 
participatory leadership across educational landscapes. 
 
Guided by Cultural-Historical Activity Theory (CHAT), we extend this concept to examine the integration of AI 
within educational leadership activity systems, with a focus on the pursuit of social justice. Through the 
lens of CHAT, we position generative AI as a mediating artefact of the proposed “dialogical space” geared 
toward social justice, challenging deterministic leadership narratives and advocating for its re-mediation 
to inform and contextualise equitable praxis. In this way, SJL is reconceptualised through AI-mediated 
activity systems wherein subjects (principals, parents, teachers, students) collectively pursue the object 
of socially just education. AI emerges as a promising artefact to mediate this activity, yet simultaneously 
introduces quaternary contradictions—conflicts between the values of care, dignity, and criticality, as 
well as the techno-managerial logics inscribed in AI technologies (Zimmerman et al., 2024). 
 
To address these tensions, we propose a CHAT-informed re-mediation framework in this paper. This entails 
the co-configuration of tools, where stakeholders collaboratively redesign AI systems to prioritize 
transparency, equity audits, and the amplification of student agency; the transformation of rules, establishing 
ethical guidelines through dialogic engagement, tension identification, and actively resisting the tide of 
standardization; and a reimagined division of labour, positioning students as co-leaders in AI governance 
to redistribute power and redefine authority in educational contexts. 
 
By leveraging contradictions as generative catalysts for expansive learning cycles, this framework moves 
beyond rhetorical critique, enabling educational communities to harness AI in ways that decolonize 
human-AI relations and advance social justice leadership through tangible, collective action (Chang & 
Glass, 2022). Ultimately, such re-mediation aligns AI with the emancipatory aspirations of education, 
cultivating institutions where educational leadership is democratized, critical, and irrevocably just, where 
the artificial is tricked into serving the genuine pursuit of social justice in the face of capitalist marketing 
strategies. 
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Background 
School governors represent one of the largest groups of volunteers in the UK and play a central role in the 
leadership, accountability, and strategic direction of schools. Their responsibilities have expanded 
significantly, with growing expectations to act as both critical friends and strategic leaders. Recruitment has 
gradually shifted away from a stakeholder model towards one that prioritises external expertise and 
professional skills. This change raises important questions about whether governors receive the training 
they require to perform their roles effectively, particularly within an increasingly complex and high-stakes 
educational landscape. 
 
Aims 
This study set out to examine the role of training in enabling effective governance. The research aimed to: 
 
Investigate governors’ and senior leaders’ perceptions of current training provision. 
Assess the extent to which training enhances governors’ confidence, clarity of role, and strategic 
contribution. 
Develop conceptual frameworks that inform more effective training design and delivery. 
 
Methods 
A mixed-methods approach was adopted and conducted in three phases. The first phase involved a national 
survey of governors (N=171), distributed through local authorities, independent support services, schools, 
and targeted online forums. Survey responses explored the adequacy, quality, and accessibility of 
current training provision. Documentary analysis of training materials from local authority and private 
providers complemented this dataset. 
The second phase consisted of semi-structured interviews with 17 governors and 3 senior leaders. These 
interviews provided insight into how training was experienced, the challenges governors encountered, and 
the perspectives of senior leaders on governor effectiveness. 
The third phase drew on thematic analysis of the interviews. Nine themes were generated, including 
boundaries, challenge, clarity, mentoring, support, and training. Collectively, these themes highlighted both 
the perceived strengths and the limitations of current training. 
 
Findings 
The study found that while the quantity of training available was generally regarded as good, concerns 
about quality and relevance were widespread. Many governors described training as overly generic, lacking 
practical examples, and with little contextualisation. Induction training was seen as vital for building a 
foundation of knowledge, but participants stressed that it needed to better reflect the realities of 
governance practice. 
Senior leaders emphasised the importance of training in clarifying the boundary between strategic and 
op-erational responsibilities. This clarity was viewed as essential for reducing tensions and ensuring 
governors maintained a focus on their appropriate role. Both groups called for training that strengthened 
confidence, developed contextual understanding, and enabled reflective dialogue. 
Two conceptual models were generated from the findings: The Four Steps to Effective Governor Training and 
The BRIDGE Model (Building Readiness and Integrating Development in Governor Education). Together, these 
models propose a structured pathway for enhancing governor development. 
 
Implications 
The research highlights a continuing gap between the availability of training and its effectiveness in practice. 
It calls for a renewed focus on quality, advocating for training that is contextual, practice-based, and 
responsive to the challenges of governance. By embedding opportunities for applied learning and strengthening 
induction, governors can be better equipped to act strategically, confidently, and effectively. 
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Parent-school relationships are often celebrated rhetorically yet seldom examined as leadership 
practices that shape curricular coherence, organisational authority and the everyday routines through 
which reform is enacted. This study investigates a four-year reform initiative (2021–2025) in an independent 
school in Malta with a parent-teacher foundation, analysing how parental participation becomes 
consequential within decision-making and how governance arrangements mediate both the possibilities 
and the limits of such involvement. Adopting an ethnographic stance, the study traces the re-engineering 
of the school’s internal rhythm through a shift away from high-attendance, low-impact events towards 
bounded, repeatable routines that integrated parental insight directly into planning, communication and 
transition practices. Co-design workshops, human library sessions, revised teacher-cluster planning 
meetings and structured feedback loops were sequenced intentionally to ensure that external 
perspectives entered the spaces where decisions were deliberated and implemented. Consequence 
was defined as an observable, durable adjustment to a routine or resource rather than the volume of 
activity. This repositioned parents as co-enactors, rather than as visitors, within the school’s operational 
tempo. 
 
The findings reveal a dual dynamic. On the one hand, structured participation strengthened relational 
trust, clarified pedagogical language and supported smoother progression between phases. On the other, the 
school’s parent-founded governance model introduced inherent tensions: blurred boundaries between 
advisory and decision-making roles; pressures on teachers’ professional autonomy; competing 
expectations among families and periodic overreach that risked diverting leadership attention from educational 
priorities. The study demonstrates that consequential engagement requires more than participatory 
enthusiasm. It demands governance clarity, communication protocols and a leadership approach that is 
receptive yet firm in preserving the integrity of professional judgement. 
 
The contribution lies in offering a theoretically grounded, practice-sensitive account of how 
leadership can recalibrate parent-school partnerships through a combination of routine-level redesign 
and governance boundary-setting. The study suggests that engagement becomes educationally meaningful 
when parental views are intentionally included into the institutional routines through which curriculum, 
assessment and communication practices evolve. When schools cultivate structures that enable families 
to contribute substantively and transparently to these processes, participatory cultures are strengthened 
in ways that support both collective agency and coherent educational practice across varied contexts. 
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This paper is inspired by and critically revisits the pioneering work of Henry Morris, Secretary for Education for 
Cambridgeshire (1922–1954), whose 1924 ‘Memorandum’ – a remarkable think piece, arguably laid the 
foundations for community-centred and lifelong education. The author contends that Morris’s vision, which 
positioned education as a co-operative, community-driven endeavour remains profoundly relevant. The 
author draws upon extensive senior leadership experience within Cambridgeshire’s community education 
sector, including his role of Vice-Principal for Community Education at a flagship Village College, to 
illuminate and develop the practical and philosophical dimensions of democratic community education. A 
form of education that, historically, was well understood, publicly funded and enabled to flourish. 
 
The paper is structured in four parts. First, the paper provides a conceptual and insightful overview of 
Morris’ concept of education. Education that is co-operative and co-created by the community and, 
moreover, one where there is no school-leaving age since education is imaginatively reconstructed so that 
it becomes co-terminus with life. Education is associated with all those activities which go to make a full 
life – art, literature, music, festivals, local government and politics. The community school is designed to 
become a training ground for democracy realizing its social and political functions and, intellectually, 
becomes one of our freest institutions. In this rich environment, the community school (Morris called 
them Village Colleges) becomes a centre of unfettered initiative that creates and supports cultural 
communities. Importantly, it is contended that education would not merely be a consequence of good 
government but more that good government a consequence of good education. Second, the paper provides 
analysis and discussion of community-centred and democratic governance and leadership. A refreshed 
governance architecture, not least when viewed alongside contemporary academized models, is argued to 
be an essential step in fostering meaningful education practice. Third, the paper interrogates the decline 
of liberal community education, attributing its demise to neoliberal policies, marketisation, 
corporatisation and the ascendancy of performativity metrics. Finally, the paper contends that innovative 
educational reforms often represent a reworking of foundational educational principles. It proposes a 
template for institutional renewal, advocating for the reintroduction of democratic community education 
as a practical reality rather than a utopian ideal. 
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This study investigates secondary school students’ perceptions of school principals’ communication skills 
and examines continuity and change in these perceptions across two data collection periods (2023 and 
2026). The study adopts a qualitative phenomenological design to explore how students experience and 
interpret communication with school leaders in different school contexts. 
 
The study group consists of 10 students from Anatolian, Science, Vocational, and Imam Hatip high schools. 
Maximum variation sampling was employed to ensure diverse student perspectives. Data were collected 
using a structured open-ended interview form developed by the researcher and validated by field experts. 
The same instrument was previously administered in 2023, enabling a longitudinal comparative analysis. 
Data were analysed through content analysis involving systematic coding, categorisation, and theme 
development. 
 
Preliminary findings indicate strong thematic continuity in students’ perceptions of principals’ communication 
practices across both periods. Students consistently describe principals as approachable, calm, and 
supportive, emphasising respectful communication and a willingness to listen. However, hierarchical 
distance and generational differences remain persistent themes shaping communication dynamics. 
 
While the 2023 findings highlighted communication anxiety, hesitation, and perceived authority distance, 
the 2026 data reveal a more nuanced picture in which students more frequently report comfort, trust, and 
accessibility in their interactions with principals. In addition, the 2026 dataset introduces an emerging 
theme of indirect access to principals, where students often communicate through intermediary 
administrative staff, indicating a structural layer that mediates communication experiences. 
 
This study contributes to educational leadership literature by offering a longitudinal qualitative 
comparison of student voice in school leadership communication. It highlights both continuity and subtle 
change in relational dynamics over time and underscores student voice as a critical dimension in 
understanding leadership communication practices in schools. 
 
Keywords 
Student voice; school leadership; principals’ communication; secondary education; qualitative research; 
longitudinal study 
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This study explores how national education reforms in Bahrain have supported innovative school 
leadership practices within a centralized system. Drawing on theories of transformational and 
instructional leadership, this paper investigates the extent to which reform initiatives have fostered 
innovative practices among school leaders. Using qualitative document analysis, the study examines 
three primary sources: leadership program handbook from Bahrain Teachers College (BTC), School 
Improvement Program (SIP) documents, and school review evaluation reports issued by the Bahrain Quality 
Assurance Authority (BQA). A deductive coding frame-work was applied to assess how leadership innovation 
is promoted across these reform components. Findings reveal that Bahrain’s reform agenda increasingly 
aligns with efforts to support leadership innovation through professional learning, collaborative networks, 
and performance-based accountability. However, limitations in school-level autonomy and inconsistencies in 
implementation constrain the full realization of leadership innovation. The study also highlights the 
importance of leadership self-efficacy and system coherence in enabling sustainable innovative practices. 
Implications point to the need for reform efforts to go beyond structural alignment by fostering trust, agency, 
and contextual responsiveness among school leaders. The paper offers practical insights for policymakers and 
leadership developers in similarly centralized or reform-driven systems seeking to build innovative and 
adaptive school environments. 
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Research Aim 
This study seeks to elucidate the current situation in which headteachers’ leadership standards do not 
sufficiently respond to policy developments aimed at realising children’s rights in Japan, and to explore 
possibilities for transforming them. 
 
Child-related policy changes introduced in 2023 and the upcoming regulations on safeguarding children’s 
rights require schools to realise children’s rights and ensure their safety. However, although headteachers 
effectively interpret the principles of child participation, they lag behind in practical skills and institutional 
standards. 
 
This study examines why leadership standards have failed to keep pace, drawing on academic research, 
policy analysis, local authority surveys, and interviews with superintendents of education. The study 
proposes new standards that incorporate ethical leadership, to effectively advance the safeguarding of 
children’s rights within schools. 
 
Research Background and Context 
In 2023, Japan implemented the Basic Act on Children. The Ministry of Education, Culture, Sports, Science and 
Technology (MEXT) has been incorporating student voice and participation when revising school rules. 
Furthermore, the country is scheduled to introduce legislation in 2026 to prevent sexual violence against 
children. The nation has witnessed widespread sexual violence cases perpetrated by teachers against pupils, 
significantly undermining public trust in teachers. 
 
In Japan, where efforts to realise children’s rights have long been inadequate, these reforms signify progress 
in advancing children’s rights within schools. It calls for transforming Japan’s educational leadership to 
effectively realise children’s rights. For instance, while headteachers may understand the importance of 
valuing children’s opinions and participation, they typically lack the skills needed to genuinely respect those 
opinions, leading to disappointment among parents and pupils. 
 
The advancement of policies aimed at realising children’s rights has outpaced updates to leadership 
standards for Japanese headteachers. This study analyses why leadership standards have failed to keep 
pace with the realisation of children’s rights within the school system, and examines how headteacher 
leadership can be transformed. 
 

Research Design 
The research design is as follows: 
- First, academic research on Japanese headteacher leadership standards will be organised from both 

theoretical and empirical perspectives. 
- Second, MEXT policies concerning headteacher leadership will be systematised and the reasons why 

leadership pertaining to the realisation of children’s rights, notably ethical leadership, is not positioned 
within Japanese policies will be examined. 

- Third, a survey involving 121 major Japanese municipalities will be conducted to examine whether the 
perspective of realising children’s rights has been incorporated into the headteacher leadership 
standards that MEXT requires to be revised. 

- Fourth, interviews will be conducted with superintendents of education in leading municipalities to 
consider how transformative headteachers’ leadership can be achieved to realise children’s rights in 
schools. 

 

Research Questions 
The research questions are as follows: 
Why have Japan’s headteacher leadership standards failed to keep pace with the realisation of 
children’s rights in schools? 
How can Japanese headteachers achieve transformative leadership? 
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University leadership preparation programs have been criticized for being too theoretical or taught by 
professors who have little to no school leadership experience. Intentional collaborative planning and 
design with practicing leaders and higher education faculty creates an authentic educational leadership 
partnership. 
 
Since 2015, the University of South Carolina College of Education’s Education Administration program has 
engaged in two district–university partnerships. The first partnership ended, while the second remains 
ongoing. The initial partnership faced several challenges: multiple and evolving goals, distance and time 
constraints, funding limitations, personnel and leadership transitions, and the COVID-19 pandemic. Other 
studies have identified similar obstacles to sustainability, including insufficient infrastructure or funding, the 
time required to build trust, a lack of complex or shared focus, and poor communication. 
 
The second partnership was built around a shared goal: the district needed to develop leadership capacity to 
fill 100 administrative positions within five years, and the university sought to redesign its curriculum to reflect the 
evolving roles and responsibilities of school leaders. Initially, this collaboration began as a transactional 
partnership with a district-specific cohort in the educational leadership preparation program. To create a 
rigorous, coherent, and relevant curriculum, “those who prepare new administrators and those who supervise 
principal practitioners must work together to redesign preparation programs and develop ongoing support 
systems for practitioners”. The goal is to combine the expertise of both entities to co-design effective 
leadership programs tailored to the district’s unique needs. Researchers found that principal preparation 
programs co-designed by school districts and institutions of higher education better prepared graduates 
for leadership roles. 
 
To have a viable relationship, the partnership needs to develop a shared mission, vision, and understanding 
and link theory to practice. Over time, the partnership must evolve and have continuous improvement. To 
determine if the partnership is working for both organizations and meeting the individual goals, there 
needs to be evaluations of the partnership. Effective partnerships have three levels of participation: “top-
level leaders” (deans, superintendents), “frontline leaders” (senior faculty, seasoned principals), and “bridge 
leaders” (coaches, mentors, thought partners). Another element of fortifying sustainability is leadership. 
 
To remain sustainable, the partnership must progress beyond a transactional arrangement to a 
collaborative model grounded in joint ownership, accountability, reciprocity, and mutual benefit. Trust 
serves as the foundation for co-constructing a partnership that builds leadership capacity. This 
presentation documents the deliberate steps taken and the systems established to sustain this 
partnership over time, highlighting strategies that promote long-term collaboration and institutional 
commitment. 
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Background. School-university partnerships (SUPs) aim to foster collaboration between school districts, 
local educational authorities, and universities (typically Colleges of Education) to address a variety of issues, 
including teacher and school leader preparation, professional development for practicing educators, and 
projects focusing on problems of practice such as improving PK-12 student learning outcomes (Clark, 1999; 
Teitel, 1999). In the United States (USA), SUPs have been supported by policymakers, foundations, and 
professional associations. For instance, the Carnegie Foundation sponsors the National Center for School 
University Partnerships, which supports educational improvement through partnerships with schools, 
districts, universities, and community-based agencies. In 2005, the National Association for School-
University Partnerships was established to improve student learning, prepare educators, engage in reciprocal 
professional learning, and conduct shared inquiry. The association sponsors an annual conference; 
publishes professional journals; and supports research on effective partnership structures and systems, 
equity and social justice, and the national teacher shortage. 
 
Although SUPs initially were established to reform teacher education programs in the USA, many other 
countries are now promoting partnerships between university faculty and school-based practitioners (Acquaro 
and Bradbury, 2023). In the United Kingdom, partnerships conduct and disseminate research examining 
teachers’ classroom performance and student learning outcomes (Brackenbury et al., 2022; National Co-
ordinating Centre for Public Engagement, 2017). The School-University Partners Initiative funds secondary 
schools and universities to establish strategic and sustainable initiatives; this initiative has engaged over 
600 schools, 3600 teachers, and 2000 university staff (National Co-ordinating Centre for Public 
Engagement, 2017). 
 
Purpose. Given the preponderance of SUPs around the world, the purpose of this study was to examine 
the perspectives of graduates of a long-standing partnership between a university school leadership 
preparation program and a local school district. There is scant evidence of the long-term effectiveness 
of SUPs for leadership development because most studies only examine students’ perspectives during or 
at the conclusion of their involvement (e.g., Merchant and Garza, 2016). Therefore, this investigation 
examines the Bayside School District-North Coast University (pseudonyms) leadership preparation partnership, 
focusing on graduates’ retrospective accounts of their preparation experiences. The partnership aimed to 
increase the district’s pool of high-quality school leadership candidates by offering a master’s degree 
with principalship certification with selective cohorts of students. 
 
Design/methodology/approach. Two main research questions guided this qualitative study: (1) What 
are the benefits of participating in the Bayside-NCU leadership preparation partnership? and (2) What are 
the challenges of participating in the Bayside-NCU leadership preparation partnership? Focus groups were 
conducted with 31 program graduates. Their responses were analyzed guided by research questions around two 
concepts: benefits and challenges. 
 
Key Findings. Benefits included engaging in influential tasks and activities, altering their perspectives and 
practices, and sustaining cohort relationships; challenges were coping with work-life balance, course 
demands, and program expectations. 
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This paper centers on two elementary school leaders in the United States and their journey of 
transforming the school culture of teaching and learning mathematics. Through the utilization of Schön’s 
Reflective Practice Theory focused on “reflection-in-action”, the paper highlights the process applied in 
developing teacher and leader capacity to use metacognitive strategies when choosing instructional 
approaches to promote students’ epistemic mathematical sense-making at high levels (Eklund et al., 2023; 
Visser, 2010). The paper closes by affirming what Schön describes as the “remarkable ability of (teachers) to 
recognize more in the consequences of their moves than they have expected or described ahead of time” 
(Schön, 1992, p. 7). The challenges highlighted and the theoretical and contextualized framing of those 
challenges are closely related to the 2026 BELMAS theme of “Reflective Practice” in that the leaders’ journey 
and their leadership of others’ journeys offer insight into how we might navigate the dichotomy of traditional 
and innovative analysis tools to engage teachers in reflective practice, deepening their content knowledge 
and strengthening effectiveness. 
 
The three-step process outlined in this work is an action research project implemented in real time. Using 
literature on teacher reflection, mathematical practices, and Webb’s Depth of Knowledge, the principals 
developed a reflection protocol centered on a math task analysis tool to guide collegial conversations 
among teachers and leaders within a PLC (Gun & Bosse, 2025; Webb, 1977). The goal is to implement 
teacher practices that increase student engagement in high-level tasks. Phase 1 of the project, The 
Creation of the Explore/Apply Reflection Tool, is complete. In this phase, the authors examined student 
achievement data and disaggregated the assessment item types that were most problematic. The authors 
determined that students’ underperformance on the selected items was due to a lack of engagement and 
exposure to high-cognitive-demand tasks. Specifically, items aligned with Standards of Mathematical Practice 
that require students to “construct viable arguments”, “model the mathematics”, and “use appropriate tools 
strategically” were problematic (National Council of Teachers of Mathematics, 2014). During this same phase, 
the leadership team, comprised of six grade-level lead teachers, collaboratively examined the school’s 
previous year’s math achievement data and determined that teachers needed a reflection tool to 
support and sustain improvement. 
 
Phase 2 of the process, Utilizing the Explore/Apply Reflection Tool, is ongoing and includes teachers’ use of 
the tool before, during, and after task facilitation. This format increased collective efficacy, strengthened a 
common understanding of content and instructional knowledge, and promoted equity. 
 
The final phase, Calibration Walk-throughs, engaged teachers and principals in walk-throughs to calibrate 
understanding and measure implementation. The shared process of reflection on mathematical instruction 
resulted in increased implementation of higher-cognitive-demand tasks and greater student access to more 
complex mathematical reasoning. The disruption of procedural-based math instruction at the research site, 
an elementary school, enhanced teacher effectiveness, perpetuated continuous quality improvement, and 
established a teaching and learning culture that fosters joy for mathematics among all students. 
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Current political crises in the United States have underscored the fragility of social systems, particularly 
in the realm of education. Early childhood intervention (ECI) and children with special educational needs 
and disabilities (SEND) have been uniquely impacted. Disruptions to routines, service provision, and family 
support systems under the current administration have highlighted the critical need for resilient, adaptive 
leadership that focuses on the pivotal role of leadership in navigating crises within the ECI, SEND context. 
 
A core aim of this session is to examine international educational leadership, specifically within the United 
States, by exploring how the current US political climate affects diverse families of children with disabilities 
as they access early intervention services or seek necessary resources. We will also discuss experiences of 
higher education faculty, particularly as they navigate crises stemming from the political climate, power 
dynamics in funding structures, and challenges involving international students/scholars and global 
collaboration. Guided by the Education Crisis Framework (ECF) (Shapiro, 2025), which is a two-part model 
designed to help educational institutions respond to crises, the discussion will emphasize both the decision-
making model, which centers on community understanding, trust, and compassion, and the action model, 
which focuses on immediate response, communication, and long-term planning. 
 
Through the lens of the ECF, we will highlight effective strategies and innovative approaches employed by 
leaders in both early intervention programs and higher education contexts to navigate these challenges, 
including examples of successful crisis management, family engagement, and collaborative partnerships. 
Across both domains, emphasis will be placed on ways to connect with families who have children with 
disabilities and equip higher education faculty with the skills needed to support and sustain their 
teaching, service, and research agendas properly. 
 
Significant to educational practice, this session explores international leadership and the dynamics of early 
childhood education leadership during political crises, focusing on the unique challenges and opportunities 
leaders in this field face. Drawing on recent political changes in the US, we analyze how early childhood 
leaders have navigated uncertainty, maintained communication, supported educators, and maintained trust 
within their communities. We will identify key leadership strategies that foster resilience and innovation, 
emphasizing empathy, collaboration, and community engagement. We will highlight how effective leadership 
not only supports educators and staff but also promotes a sense of security and continuity for young children 
and their families. By examining these practices, we aim to provide insights for current and future leaders, 
equipping them with the tools to thrive in crisis situations while prioritizing the needs of children and families. 
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This paper presents findings from the initial stages of our leadership in early years network development 
project, funded by a BELMAS Research and Development Grant. Leadership in early years care and education 
remains an under-developed and under-researched area, particularly regarding the types of support 
sector leaders need. As a research team, we have been addressing these issues through the BELMAS 
Leadership in Early Years Education RIG, the Reception Class Teacher Network and the new University of 
Worcester Leadership in Early Years Education SIG. Our long-standing personal connections to the sector 
inform our aim to understand what a supportive network of academics and leaders could contribute to the 
wellbeing and long-term success of EY leaders, their organisations and the children within them. 
 
We recognise that EY leaders require specific skills and attributes to meet the complex demands of their 
roles. We therefore believe that a bespoke and creatively constructed approach could offer significant 
benefit. This work is particularly timely given the anticipated expansion of the sector, including the 
increased places and workforce requirements over the coming years (DfE 2024, Nesta 2023), changes that 
will necessitate the growth of leadership capacity. 
 
The intended outcomes of the project are to: 
Build a wide network of early years leaders locally, regionally and nationally. 
Develop an understanding of leadership development needs across the sector. 
Establish a collaborative community of leaders and academics. 
Co-create activities and resources that foster sustained leadership and development. 
Disseminate findings to colleagues and through published work. 
 
The project will enter its first phase in early 2026, using focus groups to explore early years leaders’ priorities 
for leadership support and development, and their perspectives on how the network might unfold. Focus 
groups are frequently used in Constructivist Grounded Theory (Charmaz and Belgrave 2012): we have 
chosen this as our methodological approach because it foregrounds the participants’ perspectives and 
empowers them to shape that direction of the research (Miller 2023). Our intention for the network is to 
respond to need, not impose our priorities. 
 
Our primary concern is that leaders in the early years care and education sector feel part of a supportive 
group, where they can share ideas and concerns, while accessing up-to-date information and practices for 
leadership development. We recognise that cultivating early years leadership fosters the growth of a highly 
skilled sector, enhancing future opportunities and life chances for children nationwide. We anticipate that 
the affective impact of the network may be as helpful as the development aspect, owing to our understanding 
of the feelings of isolation, disempowerment and being under-valued experienced by many leaders in the 
sector. We hope that developing the network by listening to leaders will enable them to take control of the 
narrative, articulate their needs for leadership development and co-create opportunities and resources for 
their leadership growth. This paper will explore the needs and ambitions for the project expressed by the 
participating leaders and discuss how we are using that data to shape network activities for the forthcoming 
academic year. 
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Parental engagement is foundational to children’s holistic development, yet its effectiveness is deeply shaped by 
the leadership practices enacted within early childhood education (ECE) settings. In the United Arab Emirates, 
particularly in Abu Dhabi, where national reforms and quality frameworks are rapidly strengthening the ECE sector, 
there is limited empirical understanding of how school leaders actively cultivate parental engagement and 
influence parents’ attitudes toward early learning years. This study addresses this gap by examining leader-ship 
strategies that support meaningful engagement of families and contribute to positive parental perceptions of early 
childhood education. 
 
The study focuses on two central research questions: (1) What leadership strategies do school leaders use to 
engage parents in early childhood education, and how do these strategies support young children’s holistic 
development? and (2) How can leadership approaches foster enthusiasm and positive attitudes toward schooling 
among parents and children, and how can their impact be assessed? These questions are situated within Abu 
Dhabi’s ECE priorities and informed by national evaluation frameworks that emphasise family–school 
partnerships, inclusive cultures, and evidence-informed practices. 
 
A mixed-methods multiple case study design has been developed for this research, drawing on interviews with 
early childhood leaders and surveys with parents across diverse public and private ECE institutions in Abu Dhabi. 
By triangulating leaders’ perspectives with parental perceptions, the study seeks to illuminate both the strategic 
intentions behind engagement efforts and the ways in which these practices are experienced by families. Data 
collection will take place early next year; however, the conceptual framing and existing literature allow for the 
identification of anticipated findings. Leaders who enact relational, inclusive, and transformational practices are 
expected to cultivate school cultures that build trust, strengthen communication, and encourage shared 
responsibility for children’s learning. Strategies such as two-way communication, culturally responsive family 
events, transparent curriculum sharing, and structured home-learning routines are anticipated to foster parents’ 
confidence, enthusiasm, and sense of belonging. Positive parental attitudes are also expected to align with 
leadership behaviours that respect cultural diversity, respond to parent concerns, and involve families 
meaningfully in decision-making. Variations in parental perceptions across school types and regions in Abu Dhabi 
are anticipated, reflecting differences in leadership preparation and institutional conditions. These insights 
underscore the need for leadership capacity-building in the early childhood sector, particularly within rapidly 
evolving educational contexts. 
 
This study aims to contribute theoretically and practically by offering a leadership-focused conceptualisation of 
parental engagement within early years contexts in the UAE. Its anticipated findings are expected to inform 
leadership development programmes, strengthen the design of family–school partnership initiatives, and provide 
policy-relevant insights aligned with national ECE frameworks. By addressing the role of leadership in shaping 
parental attitudes, the study makes a timely contribution to global and regional discussions on strengthening early 
childhood education systems that are effective, inclusive, and culturally grounded. It directly aligns with the 
BELMAS themes of Leadership in Early Years Education and Inclusion Leadership through its focus on meaningful, 
culturally responsive parent engagement, and it also supports comparative dialogue with other international early 
years contexts. 
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In the context of 21st-century globalization and the knowledge economy, social emotional competencies 
(SEC) have emerged as a critical dimension of non-cognitive skills, playing a strategic role in individual 
development and national competitiveness. However, evidence from international assessments indicates 
that students from disadvantaged socioeconomic backgrounds face systemic barriers in accessing 
educational resources, resulting in delayed SEC development. These disparities reflect structural inequities 
rooted in intergenerational resource transmission and class stratification. While existing literature 
predominantly examines socioeconomic divides in cognitive abilities, research on non-cognitive skill 
disparities remains limited, particularly regarding the multidimensional interplay of family capital and 
compensatory mechanisms across ecological systems. This study integrates Bourdieu’s capital theory and 
Bronfenbrenner’s ecological systems theory to analyze how multidimensional family capital—economic, 
cultural, and social—shapes SEC development. Leveraging data from a large-scale survey called Survey on 
Social and Emotional Skills from OECD 2019, we employ hierarchical linear modeling and shapley 
decomposition to explore the synergistic effects of family capital and validate cross-level moderating 
mechanisms between home and school environments. Results reveal significant socioeconomic 
stratification in SEC outcomes, with cultural capital emerging as the most influential dimension, followed by 
economic and social capital. Family-level factors, such as warm parenting practices and frequent parent-
child interactions, demonstrate potential to mitigate resource constraints, while school-level interventions, 
including collaborative climates and targeted SEC curricula, show compensatory effects for disadvantaged 
students. The findings advocate a tripartite intervention framework: families should prioritize nurturing 
cultural practices and emotional support; schools must cultivate II ABSTRACT inclusive environments and 
integrate SEC training into pedagogical practices; policymakers need to institutionalize equity-oriented 
resource allocation and home-school collaboration. Theoretically, this study advances the discourse on non-
cognitive stratification by conceptualizing family capital as a multidimensional construct and identifying 
actionable pathways to disrupt intergenerational disadvantage. Limitations include regional generalizability 
constraints and measurement gaps in capturing latent cultural dynamics, underscoring the need for future 
longitudinal and cross-cultural research. 
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Schools are grappling with the tension between fostering technology-enhanced learning and managing the 
distractions, risks, and inequities associated with mobile device and social media use. In Alberta, a 
provincial region in Canada, this tension has recently been formalized through a ministerial order requiring all 
school districts to develop mobile device and social media policies that promote a “distraction-free learning 
environment”. This policy-driven solution includes expectations for how districts define social media; outline 
progressive discipline processes; articulate roles and responsibilities for staff, students, parents, and other 
stakeholders; and establish explicit exceptions for students requiring mobile devices for medical 
purposes or diverse learning needs at the discretion of school leaders. 
 
This presentation reports on a mixed methods study currently underway that examines how four Alberta school 
systems are interpreting, enacting, and implementing policies in response to the new ministerial 
directive. Drawing on an analysis of district policies and administrative regulations, the research explores both 
the nature of the policies and how exceptions are framed. The presentation addresses two guiding 
questions: 
 
What is the nature of mobile device and social media policies across four school systems? 
How are policy and regulation exceptions handled for students with medical or diverse learning needs? 
 
The provocation of the conference theme invites a deeper interrogation of the purposes underlying policy-
driven solutions. While the ministerial order positions educational leadership as a mechanism for creating 
distraction-free learning spaces, our analysis suggests school and system leaders are being asked not only to 
regulate student behavior but also to balance competing purposes: ensuring safety, fostering well-being, 
enabling equitable access to learning supports, and navigating community expectations around technology’s 
role in schooling. These purposes often intersect in policy language that emphasizes compliance, risk 
mitigation, and shared responsibility. However, the practical implications for students can be ambiguously 
interpreted across systems. 
 
Preliminary findings show variation across districts in how terms are operationalized. Some districts 
adopt broad, restrictive definitions that position leadership as protecting students from harm, while 
others frame policies around developmental appropriateness, digital citizenship, and inclusive learning 
design. Exception clauses offer further insight into educational leadership purposes: in some policies, 
principals are positioned as gatekeepers making individualized decisions and in other policies principals 
act as instructional leaders ensuring equitable access to assistive technology. 
 
This presentation contributes to ongoing dialogue about the purposes of educational leadership by 
illustrating how policy texts both reflect and shape conceptions of who educational leadership is for, and 
what it is in-tended to achieve. Participants will gain insights into emerging trends, tensions in policy 
implementations, and implications for educational leaders navigating the complex interplay of governance, 
inclusion, and technology regulation. 
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Studies on inclusion have grown significantly in recent years, unveiling the importance of schools as 
equitable spaces (Booth & Ainscow, 2015). However, this would not be possible without the implication of 
educational leadership (Ainscow, 2020) to develop school models that value and reify diversity (DeMatthews, 
2020) beyond statements and discourses. 
 
This presentation seeks to further knowledge production on inclusive leadership (Ryan, 2011) which has 
been recognized as a potentially transformative answer to segregation. Despite its importance, there is still 
the need to identify specific practices that help practitioners to engage in profound transformation in the 
Chilean context. In this context, the relations between leadership and inclusion have been vaguely 
explored (Leiva et al., 2024) while policies have already been designed and implemented. Therefore, there is a 
lack of pertinent frameworks. This reinforces the international trend to confuse practices with values and 
personal dispositions, whereas inclusive leadership also implies distributing power to foster cultural change 
(Gómez-Hurtado et al., 2021; Thompson & Matkin, 2020). 
 
A multiple study case with an ethnographic approach (Patton, 2002) was carried out with the purpose of 
understanding and analysing leadership practices developed in seven schools with an inclusive orientation in 
Chile. Participant school where selected based on the scores from a questionnaire standardized in the 
Chilean context (LEI-Q) and approached in a qualitative study where interviews, participant observation and 
document analysis took place progressively. Data was organized, categorized and triangulated to ensure 
validity and reliability, and ethical procedures were realized. 
 
Findings reveal that leadership practices are composed by their personal resources such as ethics, 
empathy, and critical positioning; developing an inclusive school culture rooted in affection and care; 
promoting collective self-training processes for both teaching and non-teaching staff; fostering school 
participation with a pedagogical emphasis; and engaging into students’ needs from collaborative 
processes. These practices provide a possible framework that incorporates the cultural, organizational and 
relational dimensions of inclusive leadership, and contribute to the conceptual development or this approach into 
the international research field. Regardless of that, the study still shows how these practices are far from 
technical, since they require a political statement from practitioners so that school change is profound 
and ethical (León, 2012). Additionally, the distributed and pedagogical aspects of inclusive leadership need to 
be constantly aligned with an inclusive perspective to prevent their instrumentalization into models that only 
seek improvement of academic results in neoliberal contexts. Finally, the identification of practices is 
not absent of tensions for school leaders, such as participation and family engagement, whose voices are 
yet to be considered in future research, turning leadership for inclusion into a collective and democratic 
movement. 
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Focus of Enquiry 
This study investigates how instructional interventions - specifically multi-tiered support systems (MTSS) in 
U.S. elementary schools - are shaped by deficit-based discourse that perpetuates harmful narratives about 
Black students. MTSS is a framework designed to provide academic and behavioral support “for all students” 
to ensure their success (Florida Department of Education, 2011). Yet, in practice, it often disregards 
students’ cultural assets (Fallon et al., 2023), undermining its stated goal of reducing the achievement gap. 
 
Grounded in the researcher’s lived experience as a Welsh, Black, female immigrant and daughter of 
uneducated Caribbean parents, the study highlights the transformative potential of asset-based discourse. 
Family and mentors modeled language that countered deficit narratives, that rewrote her perceptions of 
self and shaped her academic and leadership success. As Wright (2022) observes, leadership often 
normalizes dominant voices when cultural diversity is excluded. This study explores a constructivist ontology 
of “smartness” that emphasizes asset-based approaches, emphasizing the researcher’s the researcher’s 
experiences mentoring novice educators via reflexive engagement. 
 
Theoretical Frameworks 
The study employs Holland et al.’s (1998) “figured worlds” framework, which poses that identities are formed 
within everyday contexts. Within MTSS, power structures - particularly policies enacted by school 
leaders – determine how interventions are implemented and sustained. For Black students, these 
interventions often reflect a post-positivist paradigm that enforces a “one size fits all” model, critiqued 
by Malone et al. (2021), resulting in inaccurate assessments of student ability. 
 
Methodologically, the study uses critical discourse analysis (CDA) to examine MTSS policies across districts. 
Data include observations of professional development and implementation processes, transcribed using 
Jeffersonian Notation (1984) from monthly MTSS meetings. Wetherell’s (2001) concept of “discursive 
practices” guides the identification of language patterns that shape social action. Semi-structured interviews 
with instructional leaders and reflexive thematic analysis further illuminate how discourse influences 
practice. 
 
Significance for Educational Leadership, Policy, and Theory 
Initial observations suggest that while MTSS frameworks successfully identify students “in need,” they 
struggle to engage those same students in ways that close achievement gaps (Fallon et al., 2023). Shifting 
toward asset-based discourse emphasizes the importance of self-awareness and critical reflection in 
leadership, particularly for those guiding diverse educational spaces. 
 
This research contributes to educational leadership scholarship by challenging leaders to adopt asset-based 
language and by influencing the discursive practices of novice teachers and teacher leaders working in 
diverse communities. Though in its early stages, the project has been shared through a TedTalk-style 
presentation and is envisioned as the foundation for a doctoral dissertation. It aligns with the Race and 
Leadership RIG by centering lived experience and critical analysis of race, ethnicity, and educational 
leadership, fostering dialogue on dismantling deficit discourses and building asset-based systems of 
support. 
 
Such systems, at the primary level, negatively impacted the researcher’s perceptions of her own academic 
ability, yet asset-based discourse enabled her to realize her potential. Embedding asset-based language within 
MTSS processes could extend this transformative reach to similar Black students, dispelling stereotypes held 
by those in authority and those under their authority. 
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There is growing literature that OERs (Open Educational Resources), being openly accessible and free of 
charge, enhance the quality and inclusiveness of education by breaking down financial barriers, ensuring that 
stake-holders in education, regardless of their location or institutional resources, can access high-quality 
teaching materials to manage complex value-based problems that school leaders need to address. This 
paper reports findings from a study that supports school leaders in navigating the vexing tensions they face in 
school leadership. 
 
South Africa and Rwanda continue to face significant challenges in ensuring equitable access to high-
quality school leadership education at the postgraduate level. This paper presents findings from an 
ongoing research project aimed at addressing these challenges by introducing innovative pedagogical 
strategies and integrating digital technologies into postgraduate leadership curricula. The initiative seeks to 
enhance the responsiveness of leadership education to the evolving demands of schooling and the 
broader educational landscape shaped by Generative AI. 
 
Central to this project is the incorporation of self-directed learning (SDL) methodologies, Open Educational 
Resources (OERs), and Open Educational Practices (OEPs), which collectively promote lifelong learning and 
democratize access to quality education. The pedagogical rationale is grounded in the urgent need for a 
paradigm shift in leadership education, from traditional, lecture-based instruction to student-focused, active 
learning approaches. 
 
To evaluate the impact of this intervention, a capacity-building program was implemented involving 40 
students enrolled in a Master of Education (M.Ed.) in School Leadership at a South African university and 
30 students in a comparable program at a Rwandan university in Kigali. Over three months, participants 
engaged in an in-service training course focused on SDL-based methodologies, the integration of OERs, and 
the establishment of OEPs. 
 
The program’s effectiveness is being assessed through a mixed-methods approach, combining pre- and 
post-intervention testing. Quantitative data were collected via Likert-scale questionnaires, while qualitative 
insights were obtained through semi-structured interviews. Preliminary findings suggest a strong interest among 
participants in adopting innovative learning modalities, including enquiry-based learning, problem-based learning, 
augmented reality, and OEPs, to enhance their capacity as pedagogically responsive leaders. 
 
The study is framed within Engeström’s Activity Systems Model, derived from Cultural Historical Activity 
Theory (CHAT), which provides a lens for examining the systemic tensions and contradictions that hinder effective 
leadership practice. Through this framework, the research explores how capacity-building experiences, 
particularly those involving enquiry-based learning and OERs, can equip school leaders with the tools and 
artifacts necessary to navigate and resolve the complex, ‘wicked’ problems inherent in contemporary educational 
environments. 
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This study seeks to explore how Early Career Teachers (ECTs) understand and conceptualise educational 
leadership roles, including their own leadership aspirations. With principal leadership significantly 
influencing teacher retention (Kim, 2019) and evidence suggesting ECTs can function as teacher leaders 
when supported (Muijs et al., 2013), understanding ECT perspectives on leadership demands, 
aspirations, and career trajectories is crucial for retention and succession planning. Forming part of a 
wider international research project examining early career teacher (ECT) experiences globally through the 
International School Leadership Development Network (ISLDN). The England-focused strand will be conducted 
using semi-structured interviews with ECTs in their first two years of teaching, this research will investigate: 
leadership demands placed on early career teachers, how ECTs conceptualise leadership career 
trajectories and their own leadership aspirations, and the adequacy of support for those with leadership 
ambitions. Findings will contribute to international comparative analysis within the ISLDN project while 
informing development of more effective support mechanisms for aspiring teacher-leaders in England. 
The study will provide evidence-based recommendations for school leaders and policymakers regarding 
leadership development pathways, potentially reducing early career attrition and developing sustainable 
leadership succession strategies. Additionally, it will highlight the importance of nurturing leadership identity 
early and ensuring equitable access to leadership opportunities across diverse school contexts and settings. 
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Purpose and focus 
From a teachers’ perspective, this paper explores how good school leadership is understood in everyday 
school life. Dominant models of “effective” and “successful” leadership often define good leadership 
through outcome-oriented frameworks centred on student achievement, which can obscure the 
organisational and relational conditions that shape teachers’ work. By foregrounding teachers’ voices, the 
paper develops an empirically grounded, bottom-up analytical lens on school leadership that illuminates 
what teachers themselves view as good leadership practices, and how these practices help create 
organisational environments where teachers can thrive and perform at their best. 
 
Design and methodology 
The study draws on 22 semi-structured interviews with teachers from four Danish public schools. These 
schools are situated in a national context known for egalitarian organisational cultures and relatively flat 
leadership structures, yet also characterised by growing reform and accountability pressures. The four 
schools were selected to capture variation in socio-economic composition and municipal governance. 
Interviews focused on teachers’ everyday work and their experiences of leadership presence, 
expectations, support and autonomy. Using a reflexive thematic analysis, the data were coded and 
developed into themes that capture how teachers talk about and make sense of leadership. The analysis 
resulted in a clear framework il-lustrating how teachers understand leadership practices that are meaningful 
and supportive in their daily work. 
 
Findings 
Teachers’ understandings of good school leadership converge around three interrelated dimensions: 
grounded support, organisational clarity and negotiated autonomy. 
 
Grounded support refers to leaders’ practical understanding of teaching, enabling them to offer credible 
recognition, visible presence and protective support in challenging situations. 
Organisational clarity reflects teachers’ need for coherent expectations, clear communication and 
consistent guidance about what it means to work well within their school, including how external demands 
are translated into realistic local practices. 
Negotiated autonomy describes leadership that provides professional freedom within clear boundaries, 
shaped by mutual trust, shared responsibility and a willingness to intervene when needed. 
 
Together, these dimensions show that good school leadership is experienced as a balance between 
structure and flexibility, support and expectation, proximity and professional space. 
 
Contribution and significance 
The paper offers a teacher-informed analytical lens that directs leadership attention toward the everyday 
organisational and relational conditions that matter for teachers’ ability to work well. It shows how 
leadership practices that combine grounded support, organisational clarity and negotiated autonomy create the 
conditions for professional agency, well-being and high-quality teaching. These perspectives connect with key 
elements in instructional, transformational, empowering and distributed leadership, demonstrating how a 
teachers-focused perspective can strengthen educational leadership theory and practice. Furthermore, the 
paper provides practical insights for leadership preparation, school development and policy aimed at 
strengthening forms of leadership that prioritise teachers’ working environments. 
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In Japan, the Special Measures Act for Educational Public Servants was partially amended in 2016. This 
amendment was made from the perspective of realising a new form of teacher learning: one that proactively 
embraces changes in the school education environment, exercises initiative, and enables lifelong learning 
throughout a teaching career through individually optimised learning and collaborative learning. 
Consequently, local authorities, as the appointing bodies for teachers, are now required to establish 
development indicators for head-teachers and teachers, and to develop systems, including training plans, 
based on these indicators. 
 
Furthermore, the 2012 amendment to the same Act reorganised the content of the development indicators, 
defining the qualities and abilities commonly required of teachers under five pillars: (1) essential 
competencies for the teaching profession, (2) instructional guidance, (3) student guidance, (4) support 
for children requiring special consideration or assistance, and (5) effective use of ICT and educational data. 
Additionally, the law stipulated the fundamental principles for guidance and advice on enhancing 
professional qualities through the use of training records, as a mechanism to realise new learning 
opportunities for teachers. It further clarified the qualities and competencies required of headteachers, who 
bear significant responsibility and roles in the professional development of their staff, including enhancing 
the qualities of their teachers through such guidance and advice, utilising training records. It also explicitly 
stated that indicators for headteachers should be established separately from those for teachers. 
 
In contemporary Japan, mechanisms are being established to clarify the competencies that should be 
developed in teacher professional development and to systematically cultivate these competencies. This 
presentation, therefore, focuses on educational leadership theory to analyse Japanese teacher 
development indicators, identifying what kind of educational leadership is required and the characteristics 
of the training programmes through which it is cultivated. 
 
The research methodology employs text mining techniques to identify the characteristics of educational 
leadership described within these development indicators. The analysis focuses on the development indicators of 
one metropolitan area and six prefectures, along with four government-designated cities, within the Kanto region. 
Subsequently, local authorities showing a tendency to emphasise educational leadership through text 
mining will be selected as case studies. The teacher training programmes of these local authorities will be 
analysed to identify their characteristics. 
 
Through this process, the aim is to clarify the characteristics of professional development for teachers in 
Japan from the perspective of the educational leadership theory underpinning teacher training in the 
country. 
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The objective of this educational leadership study is to explore how district leaders navigated the leadership 
challenges presented by the COVID-19 pandemic. 
 
The pandemic created an unprecedented global crisis, disrupting education systems worldwide and 
literature on the educational impacts is evolving. International research on educational leadership during 
COVID-19 predominantly focuses on the principal’s role. Less studied is the vital role played by district 
leaders, such as super-intendents (or executive headteachers), who managed multiple schools and were 
responsible for implementing critical directives from public health. Despite this burden, there were high 
expectations for district leaders to employ effective adaptive leadership techniques that were streamlined yet 
transparent, evidence-based yet inclusive, and minimized distress while mobilizing collective action. 
 
The role of the district leader is complex, bridging governance directives and the operational realities of 
schools, and aligning local policy with broader educational mandates. Comparative studies in Sweden, the UK, 
Finland, Norway, and Denmark suggest that globalization is contributing to the changing nature of superintendent 
leadership, including increased responsibilities of political navigation and strategic decision-making. Despite their 
pivotal role, research on district-level leaders and their decision-making practices remains 
underexplored. 
 
Also underexplored is leadership in times of crisis, which requires distinct knowledge and skills beyond 
traditional models. Persistent upheavals demand a new approach, with scholars identifying Ronald Heifetz’s 
adaptive leadership as particularly well-suited for unpredictable situations. The adaptive leadership 
framework emphasizes navigating complex challenges through evidence-based knowledge, collective action, 
empowerment, trust-building, and distress regulation and thus provides a prescriptive to analyze pandemic-
era leadership behaviors. 
 
This narrative inquiry study focuses on how superintendents in Ontario, the province with the longest 
school closures in Canada, navigated the pandemic’s leadership challenges. Using the theoretical 
framework of adaptive leadership and grounded in constructivism and phenomenology, this narrative inquiry 
method was chosen for its ability to explore rich, contextualized stories, capturing both the events and emotional 
nuances of leaders’ actions. 
 
Findings revealed that district leadership during the pandemic did not always align with optimal adaptive 
leadership behaviors. While districts worked tirelessly and succeeded in mobilizing collective action, this 
often came at the expense of relational aspects such as regulating distress. 
 
Key findings: 
 
Prolonged Hierarchical Approach: Districts reverted to top-down leadership that persisted even after 
stabilization. Trust was eroded, and anxiety increased. Superintendents felt the process should have been 
more transparent and inclusive to mitigate hardships. 
Importance of Relationship Building: Superintendents emphasized fostering relationships and offering 
kindness and care as key to building trust and regulating distress. They believed a district-wide approach 
prioritizing well-being was lacking. 
 
In summary, this study contributes to international literature on district leadership and demonstrates how 
adaptive leadership can serve as a useful model for leaders in turbulent times. We have likely not seen our 
last global crisis, and without evidence-based protocols to learn from, education systems risk being caught 
unprepared. Moving forward, if the lessons learned help educators and policymakers to proactively refine 
leadership strategies to prioritize a flattened hierarchy and to foster relationships, future outcomes can 
hold greater promise. 
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In this paper we present data and analysis from a project investigating the role of Regional School 
Directors in England (DfE, n.d). The school system in England has embraced the notion of school 
autonomy in a ‘depoliticised’ (Courtney and McGinity, 2020) environment which privileges system 
leadership and the notion of a ‘self-improving school led system’ (Greany and Higham 2018). Central to this 
is the rise of academies, which are independent state funded schools, and multi-academy trusts which 
are funded by government to run two or more schools. The premise of academies and MATs is that they 
are free of local government controls in a middle tier which has been ‘hollowed out’ (Wilkins 2017 p.171). 
However, the UK government has also sought to maintain hierarchal control over the school sector in 
England through organisations such as the school inspectorate OFSTED and other performance 
measures which have come under much scrutiny. Coming under less scrutiny until now are relatively new 
policy actors in the form of nine Regional School Directors. The accelerated rise of MATs following the 2010 
Education Act led to difficulties due to the geographical displacement of schools within MATs. Schools 
previously were administered by a geographical Local Authority, hence the creation of new actors in the 
middle tier, Regional School Directors (initially called Regional School Commissioners). Operating across 
different areas of England, Regional School Directors are senior civil servants with a background in education and 
are therefore ostensibly non-political appointments. In their role they have power to address underperforming 
academies via brokering or re-brokering into perceived successful multi-academy trusts. Drawing on a corpus 
of Department for Education policy documents, ministerial speeches, parliamentary discussions and 
Education Committee reports we consider the role of the Regional Schools Directors more fully. Data and 
analysis shows that Regional School Directors act as boundary spanners supporting a neo-liberal agenda in the 
English school system in a manner which is sometimes at odds with the official rhetoric. We call for greater 
scrutiny of these policy actors, who wield an unaccountable form of ‘soft power’ over the schooling system. 
This work is important for the educational leadership field because it illustrates one way in which the work 
of school leaders, academy headteachers and multi-academy trust chief executive officers is increasingly complex 
as they navigate the current policy landscape. Academic research in this area is vital so that education leaders 
can be adequately prepared for the new realities of their roles. The conclusions we draw from this first 
stage of our data collection and analysis are important internationally because, we argue, Regional School 
Di-rectors are a new form of policy actor, which have arisen in a system which promotes school autonomy 
on the surface while other policy levers are constructed to compromise that autonomy. This is important 
not just for England, but for other countries globally who might adopt autonomous school systems. 
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Purpose: This study examines district leaders’ actions and beliefs in partnering with external 
organizations to support students and staff in their schools in the context of Covid-19. The descriptive 
component of the study details the sorts of organizations that district leaders partner with, and the 
purposes of those partnerships. The analytic component of the study explores the potential and realized ethical 
tensions produced via external partnerships for care. We examine the way that district partners describe the 
distal and proximal antecedents of ethical conduct in partnerships, as well as the dimensions of ethical 
conduct themselves. 
 
Design/Methodology/Approach: This study is a secondary analysis of qualitative data derived from a 
national US study of caring district leadership. The sample included 44 school district leaders from 27 school 
districts across the United States. One emergent theme from the original dataset focused on partnerships 
with external and intermediary organizations. The data was re-analyzed using descriptive coding and values 
coding. 
 
Findings: District leaders most often partnered with mental or behavioral health providers, universities, 
and local non-profits. The primary purposes of these partnerships were to provide mental and behavioral 
health services for students and/or staff, support for social and emotional learning programming, and 
medical/dental services. The level of environmental turbulence, goal congruency, and opportunism presented 
potential ethical tensions for district leaders. Furthermore, many of the partnerships described by district 
leaders were produced out of opportunism and personal relationships. The potential for ethical tensions were 
higher in complex, political relationships than in simple, transactional relationships, but most partnerships 
were perceived by district leaders as being “all or nothing” - either the district partners with the available 
organization, or the provision of resources or services offered by the partnership simply is not replaced. 
 
Originality/Value: This is the first study to formally explore how district leaders leverage external partners in 
their efforts to care for and support students and staff. Understanding both the type and extent of these 
partnerships and the tradeoffs inherent within them offers insight into how external organizations shape 
human relationships in schools. This study also sheds light on the ways that responsibility for care and 
wellbeing is conceptualized and distributed across school district organizations, and the way leaders erect 
boundaries to their responsibilities. 
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This funded project explores the career trajectories and leadership aspirations of self-defined minoritised 
academic and professional services staff in higher education institutions in Birmingham (UK), Dubai (UAE), and 
Illinois (US). It addresses the following research questions: 
 
How are minoritised staff defined, and what characteristics shape their identities across three contexts? 
How do minoritised staff construct their professional and personal identities? 
How do they visualise their career trajectories through arts-based methods? 
What institutional barriers need to be removed, and what resources are required to support their advancement and 
leadership goals? 
 
The meaning-making process of identity among minoritised staff is highly complex, shaped by emotion, internal 
dialogue, and reflection (Appiah, 2007; Sokol, 2009). To explore these experiences, the study employed two arts-
based methods: photo-elicitation interviews and collaging (Tian, 2023). Participants first reflected on their 
professional and personal identities in interviews using self-selected photographs. They then created collages to 
visualise their career trajectories and highlight the leadership opportunities and resources they had—or lacked. In 
total, 62 interviews, 31 collages, and over 120 photographs were collected from 31 participants. 
 
A visual-narrative analytical approach was used to examine the interplay between visual and verbal data. Findings 
revealed several key themes: 
 
First, the meaning of “minority” is highly context-dependent. Participants described minority identity using a variety 
of intersecting factors, which were not always viewed as deficits. In the UK, participants often identified as 
minoritised based on immigrant status and ethnicity, with additional references to gender, sexuality, and 
neurodiversity. In the UAE, all participants were considered international staff, and ethnicity and nationality were 
the most common indicators. Interestingly, Muslim participants reported feeling more accepted in the UAE than in 
previous non-Muslim contexts. In the US, being a first-generation university graduate emerged as a strong marker 
of minority status, along with refugee backgrounds, ethnicity, and family origin. Some also discussed disability, 
gender, sexuality, and religious or political dissonance within their communities. 
 
Second, participants’ minority identities were shaped through constant interaction with surrounding social 
structures. There is no singular narrative of what it means to be minoritised in higher education. Many participants 
highlighted the cultural capital they bring to universities and challenged dominant narratives that depict them 
through lenses of oppression and deficit. 
 
Third, some participants expressed frustration at being pigeonholed into stereotypical roles or diversity-related 
responsibilities. 
 
Fourth, institutions need to diversify job descriptions and cultivate more inclusive environments, particularly for 
neurodivergent staff. 
 
Fifth, clearer and more transparent career pathways are needed for professional services staff, whose progression 
is often limited to short-term secondments. 
 
Sixth, bespoke leadership programmes designed for minoritised staff were generally well-received, especially 
when paired with networking, mentoring, coaching, and secondment opportunities. 
 
Finally, the phenomenon of “mission gaslighting”—expecting excessive workloads or personal sacrifices under the 
guise of institutional commitment—was flagged as harmful to wellbeing and sustainability in career progression. 



BELMAS 2026  

Page | 87 

Navigation of the leadership labyrinth of female executives within higher 
education institutions 

 
Saturday, 4th July - 09:00: Session 2D - Power, Culture and Gender in Higher Education (Harlech Lounge) - 
Theatre - Abstract ID: 31 

 
 
Prof. Rajkumar Mestry (University of Johannesburg), Mrs. Lee-Anne Govender (University of 
Johannesburg) 
 
The higher education landscape of knowledge production is profoundly shaped by historical, cultural and 
institutional factors, with significant implications for women in senior leadership roles. Undeniably, the 
legacy of apartheid in South Africa has left persistent disparities in higher education. Although government’s 
post-apartheid policies aim at redressing past imbalances, challenges for women leaders persist. The glass 
ceiling metaphor saw women rising in leadership, yet they were prevented by barriers that allowed women to 
perceive senior positions in higher education but never attained them. 
 
The spotlight is now shifted from the glass ceiling metaphor to reveal the silent metaphor of labyrinth. 
This paper explores the lived experiences and career progression of female executive leaders as they have 
navigated the labyrinth to executive leadership positions in higher education institutions (HEI). In this 
vein, the main research question was: What are the lived experiences of female executives navigating 
the leadership labyrinth in higher education institutions? The sub-questions included: 
 
What were the barriers experienced by female executives in their career progression? 
What were the driving forces and strategies employed to navigate women’s pathway to executive leadership? 
How can women’s career progression and ascension to executive leadership positions be strengthened? 
 
This study was theoretically anchored in selected components of Bandura’s Social Cognitive Theory (SCT) and 
Crenshaw’s Intersectionality framework, both of which offered complementary lenses for interpreting the 
career narratives of female executives in South African higher education. 
 
Using an interpretivist paradigm and a narrative inquiry design, we captured rich, first-hand accounts of female 
executives as they reflected on their lived experiences and narrated their career progression towards 
executive leadership. Purposive sampling was used to select vice-chancellors, deputy vice-chancellors, 
registrars, and executive deans from seven universities. Semi-structured interviews were conducted to 
obtain data from participants. Using Braun and Clark’s thematic analysis, four themes emerged: Initial 
experiences upon entering higher education; Navigating leadership pathways: Trials, triumphs and 
transitions; Pillars of leadership excellence; and Reflection of the executive leadership journey. 
 
Key findings revealed that many women leaders held limited expectations to enter executive leadership 
positions. However, their expectations grew as they gained experience and progressed through the ranks 
in their careers. During their leadership journey, the executives encountered a variety of challenges 
which included structural and institutional obstacles, as well as cultural and societal biases. Addressing the 
barriers to women’s leadership in knowledge production requires a multifaceted approach, including policy 
reforms, institutional support, and cultural transformation. By dismantling systemic inequities and 
fostering an inclusive environment, South Africa can harness the full potential of its diverse population, 
ensuring that women play a pivotal role in shaping the future of knowledge and leadership. Women perspectives 
and experiences are crucial in addressing complex societal issues, and their leadership can drive 
transformational changes in HEIs. Enhancing women’s participation in knowledge production not only 
promotes gender equity but also enriches the academic landscape leading to more comprehensive and 
innovative solutions to societal challenges. 
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There are powerful intersections between gender, culture, organisational expectations, and shifting 
societal norms that affect women’s leadership in higher education. In spite of the increased recognition 
of women’s contributions to educational leadership in global discourse, the lived realities of women 
navigating senior positions within complex institutional landscapes, particularly in non-Western and 
emerging higher education systems, remain poorly explored. In this paper, narrative inquiry is utilised to 
illuminate how women leaders interpret and negotiate power, construct their professional identities, and 
respond to gendered organisational dynamics within universities. 
 
A conceptual framework is applied to this research, which gathers in-depth narrative accounts from 
women occupying formal leadership positions across the various units in higher education. A key component of 
this re-search approach is ensuring that participants’ voices are considered and that their stories about their 
leadership journeys, the tensions they experience, and the strategies they use to navigate culturally embedded 
expectations are given priority. Through open-ended conversations and reflective dialogues, participants 
describe leadership as a relational, emotional, and value-driven practice shaped by institutional 
structures, cultural norms, and personal commitments to student and organisational well-being. 
 
There are three interrelated lenses that guide the analytic process. The first examines how women perceive and 
exercise influence within hierarchical systems shaped by deep-rooted gender norms. Participants’ accounts 
reveal the subtle negotiations involved in asserting authority, gaining credibility, and sustaining ethical decision-
making in environments where leadership is often coded as masculine. The second lens focuses on identity 
construction, tracing how women leaders make meaning of their evolving identities while balancing 
professional responsibilities, cultural expectations, and personal values. Their narratives emphasise the 
dynamic nature of identity as it is continuously shaped by experience, reflection, and interaction. The third 
lens explores gendered organisational realities through micro-practices that reproduce or challenge gendered 
power structures, including emotional labour, role intensification, relational expectations, and the invisible 
work performed to maintain institutional harmony. 
 
As a result of their diverse narratives, women describe leadership as both empowering and challenging. In 
addition to articulating experiences of resilience, relational strength, and moral meaning, they also 
acknowledge moments of marginalisation, cultural tension, and institutional resistance. There is a 
growing consensus that informal networks, mentorship, and community-building are essential resources for 
professional development and support. Collectively, their stories foreground leadership as a process 
negotiated at multiple intersections of power, identity, gender, culture, and organisational change. 
 
The purpose of this study is to contribute to educational leadership scholarship by providing contextual in-
sights that challenge universal assumptions about women’s leadership experiences. By examining 
leadership through narrative inquiry, the paper reveals the complexity of women’s sense-making processes 
and expands understanding of how leadership is enacted in culturally specific contexts. Consequently, the 
findings are of practical significance for leadership development programmes and policy development in 
higher education, as well as equity-driven reforms aimed at fostering more inclusive leadership cultures. 
Ultimately, the paper advocates leadership models that recognise and honour diverse identities, respect 
lived experience and recognise the gendered aspects of organisational life. 
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This narrative inquiry explores how a Muslim female educational leader in Qatar narrates her leadership 
experiences at the intersection of gender, culture, and Islamic values. Despite increasing global attention to 
women’s leadership in education, the voices of Muslim women leaders, particularly those navigating 
Islamic socio-cultural contexts, remain significantly underrepresented in educational leadership 
scholarship. This study responds directly to this gap by examining how a female leader in higher 
education constructs, interprets, and makes meaning of her leadership through personal stories, 
professional experiences, and religious identity. 
 
Using narrative inquiry as the methodological framework, the study draws on three in-depth semi-structured 
interviews, researcher fieldnotes, and multiple non-participant observations conducted across different 
professional settings. The aim was to co-construct a detailed narrative case that foregrounds the leader’s 
voice, honors the cultural and organisational contexts of her work, and illuminates the complexities she 
negotiates as a woman in a leadership role. The analysis is informed by Islamic leadership theory, 
particularly concepts such as amanah (responsibility), ihsan (excellence), shura (consultation), and the 
centrality of ethical accountability to God. These concepts serve as analytical lenses that help interpret how 
the leader makes sense of her practice, decisions, relationships, and leadership challenges. 
 
The narrative reveals leadership as a deeply relational and ethical endeavour. The participant frames 
leadership as “a social activity,” emphasising collaboration, trust-building, and the empowerment of team 
members rather than command-based authority. Her stories highlight how she constructs leadership as 
service and responsibility, drawing on Islamic principles that emphasise justice, honesty, and accountability. 
Through her narrative, leadership emerges not as a fixed set of behaviours but as a fluid, contextually 
responsive process influenced by her team members’ needs, organisational structures, and the demands of 
higher education. 
 
Gendered tensions feature prominently in her account. She describes leadership as “tough” for women, 
reflecting both structural and cultural barriers that shape women’s access to leadership roles and their 
everyday experiences within them. She recounts challenges such as gendered expectations in the workplace, 
perceptions of overqualification, the pressure of balancing professional and family responsibilities, and social 
scrutiny rooted in cultural norms. At the same time, she articulates a strong sense of agency, resilience, 
and purpose derived from her faith, upbringing, and commitment to her work. Her narrative demonstrates 
how Islamic values can serve as a source of strength, clarity, and ethical grounding for female leaders navigating 
complex professional landscapes. 
 
This research offers valuable insights into the lived realities of Muslim women leaders in higher education and 
contributes to expanding global understandings of gender and leadership beyond Western-centric 
frameworks. By positioning leadership through an Islamic lens and centering the narrative of a female leader 
in a Gulf context, the study deepens theoretical and practical discussions on culturally situated leadership, 
faith-informed leadership identities, and the experiences of women who lead in Islamic educational 
environments. It advances a more inclusive, intersectional, and contextually nuanced understanding of 
educational leadership, making it highly relevant to ongoing BELMAS conversations on gender, culture, and 
social justice in educational leadership. 
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When COVID-19 forced schools online, leaders had to rethink everything, not just technological accessibility, 
but how to support students’ whole development in virtual spaces. In this paper, we aimed to explore how 
schools made online and hybrid education work after COVID, not by focusing on one role, but seeing how 
leaders, teachers, students, and families moved together. Using the Science of Learning and Development 
(SoLD) as our lens, we reviewed 27 peer-reviewed studies to map how recent research on post-COVID K-12 
online learning aligned with the five principles of the Science of Learning and Development (SoLD). 
 
We organized findings around SoLD’s five principles: positive developmental relationships; environments of 
safety and belonging; rich learning experiences and knowledge development; development of skills, 
habits, and mindset; and integrated system of support. We analyzed how each study addressed these 
principles across different stakeholder groups. Using this lens, we identified which developmental needs 
were prioritized in practice and which were consistently overlooked. 
 
Across the reviewed studies, most post-COVID K-12 online learning research emphasized instructional 
design and technology integration rather than the developmental conditions that support learning. Teachers 
focused on lesson redesign, scaffolding, and feedback routines to improve engagement. Students gained 
more flexibility and autonomy through self-paced learning. However, systematic approaches to safety, 
belonging, or integrated supports remained rare. Overall, the literature placed greater emphasis on 
accessibility, self-regulation, and instructional design, with limited attention on relationship-building or 
socio-emotional development, and almost no evidence of coordinated systems of support. 
 
These findings indicate a significant shift in educational leadership. As online and hybrid education become 
lasting features of K-12 schooling, leaders will need to think beyond access and delivery toward building the 
relational, emotional, and systemic conditions that promote learning to flourish. The analysis of the SoLD 
frame-work in this paper provides a developmental roadmap for educational leaders, reminding us that 
leadership in online learning is not only about access or technology, but also about creating a relationship, 
environment, and support for students’ whole development. 
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Marshall and Anderson (2009) observed that teacher leaders promote “social justice through personal 
intervention, program creation, or by extending the curriculum; or simply taking up cases to get just and 
equitable treatment for individual students” (p. 11). Likewise, Bradley-Levine (2011) identified teacher 
leaders as disrupting “systems of power and authority within schools” through the development of critical 
consciousness (p. 249). Mundorf et al. (2019) provided a definition of teacher leadership for equity and social 
justice, identifying value-centered commitments, including “naming systemic injustices and challenging 
such injustices both inside and outside of school” (p. 77). 
 
Indeed, equity and social justice-oriented teacher leaders adopt both culturally-relevant instruction and 
democratic classroom practices in which students are empowered to make valuable contributions (Bradley-
Levine, 2022; Jones, 2009; Mundorf et al., 2019; Pantic, 2017; Picower, 2012). Additionally, these 
teacher leaders reject traditional school power structures, which limit participation in decision-making, to 
not only uncover but also to remedy “institutional inequities within the school” (Bradley-Levine, 2011; 
Bradley-Levine, 2022; Krovetz & Arriaza, 2006; Marshall & Anderson, 2009; Mundorf et al., 2019, p. 78). 
Finally, teacher leadership for equity and social justice requires teachers to work beyond the classroom and 
school to support systemic change (Haywood-Bird & Kamei, 2019; Niesz, 2018; Picower, 2012). For instance, 
they collaborate with their colleagues and stakeholders alike to “advocate for change at the district and 
state level” (Bradley-Levine, 2022; Donnelly et al., 2019; Marshall & Anderson, 2009; Nowell & Been, 2018, p. 
6; Stern & Brown, 2016). 
 
Through this paper, the author will share the findings of a case study (Creswell & Poth, 2018; Stake, 1995) 
exploring teacher leadership for equity and social justice. Participants for the study comprised successive 
cohorts of in-service teachers who completed a one-semester course from 2018 to 2025. Using Wiens et 
al.’s (2025) teacher leadership survey, the author examined the extent to which teacher leaders report 
practices related to equity and social justice since completing the course. Administered once during the 
2025-26 academic year, the survey includes one factor measuring equity leadership consisting of five items: 
(a) Explore and challenge inequity in the educational system, (b) Build alliances that advocate for best 
practice in socially just classrooms, (c) Collaborate purposefully with individuals and groups from other 
cultures, (d) Explore implicit biases in working with others, and (e) Devise solutions to challenges faced by 
historically marginalized students. In addition to these items, respondents were asked to share examples 
from their work related to equity and social justice through open-response questions. Findings indicate the 
potential for teacher leader development in support of leadership for equity and social justice, as well as 
areas of challenge for teacher educators and school leaders. The concluding section will examine 
implications for school leaders who wish to support teacher leadership for equity and social justice. 
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School improvement initiatives in any education system, particularly those characterized by centralized 
governance structures, require teachers to move beyond their prescriptive classroom roles and engage as 
proactive agents of change. Despite the acknowledged importance of distributed leadership, the 
psychological mechanisms that motivate teachers to contribute to school-wide reform efforts remain a 
crucial, under-investigated area, especially in non-Western contexts. This study addresses this theoretical 
and practical deficit by examining the intricate structural relationships among Teacher Self-Efficacy (TSE), 
Motivation-to-Lead (MTL), and teachers’ Contributions to School Improvement (CtSI) within the context of 
Türkiye’s public schools. 
 
The research is guided by a dual theoretical framework that merges Albert Bandura’s Social Cognitive 
Theory with the foundational principles of the Emergence of Leadership Theory. We posit that a teacher’s belief in 
their professional capabilities (TSE) is the essential antecedent that channels through specific leadership 
motivations to drive organizational engagement. 
 
The study aims to provide empirical answers to the following research questions: 
 
1. Does teacher self-efficacy directly predict teachers’ active contributions to school improvement 
initiatives? 
2. To what extent do the distinct subtypes of motivation-to-lead—specifically affective-identity, non-
calculative, and social-normative MTL—mediate the relationship between self-efficacy and contributions 
to school improvement? 
 
Employing a cross-sectional quantitative design, the data were collected from a large and diverse sample of 
1,023 teachers working in various public schools (preschools, elementary, secondary, and high schools) 
across a major metropolitan province in Türkiye. The data were rigorously analyzed using Structural Equation 
Modeling (SEM) and advanced bootstrapping techniques to test the hypothesized direct and indirect effects. 
 
The analytical findings provide strong support for the proposed model. TSE was confirmed as a 
significant, positive predictor of CtSI. Furthermore, the mediation analysis revealed that affective-identity 
MTL (leading because one enjoys the role) and social-normative MTL (leading out of a professional duty) 
are the most potent mechanisms through which self-efficacy translates into action. Conversely, the 
effect of non-calculative MTL (disregard for costs) was significantly weaker. This key finding underscores 
the notion that in centralized systems with high administrative barriers, the impetus for teacher 
leadership is rooted more deeply in intrinsic motivation and ethical responsibility rather than simply 
overlooking organizational costs. 
 
The significance of this study is threefold: Theoretically, it validates a critical model of teacher leadership 
emergence within a centralized educational system, extending the generalizability of existing Western 
frameworks. For Practice, it provides school leaders with tangible leverage points, suggesting that 
professional development must focus on fostering efficacy and cultivating a culture that reinforces 
professional duty and intrinsic leadership identity. For Policy, it indicates that successful systemic reform 
policies must acknowledge and actively support the psychological drivers of teacher agency, rather than 
solely relying on administrative mandates. 
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Mental health challenges remain a significant and persistent public health issue in Wales, with one in five 
adults experiencing common conditions such as anxiety or depression. Those living in the most deprived 
areas and marginalized communities are disproportionately affected and often face limited access to 
psychological therapies and wellbeing support. 
 
In 2024, the facilitator, in their Higher Education Institution (HEI) leadership role, launched a strategic 
initiative to improve access to psychological therapies and wellbeing services for marginalized groups in 
Wales. Grounded in HEI’s commitment to civic engagement and research-informed practice, the project 
convened a multi-stakeholder consensus event using Nominal Group Technique and World Café 
methodologies. This process identified priorities for addressing inequality and improving access to mental 
health provision, including pathways to training, education, and qualifications for a more diverse workforce. 
 
Findings revealed systemic barriers such as cultural competence gaps, limited workforce diversity, 
inadequate funding, and insufficient co-production in service design. To address these challenges and 
ensure lived experience shaped priorities and outcomes, a steering group was established comprising 
representatives from education, housing, health, the third sector, community organizations, and experts by 
experience. This group informed several initiatives, including community-led projects that employed creative 
methodologies to foster trust, articulate complex experiences, and generate actionable, contextually relevant 
solutions. From this a “line of communication” was developed to disseminate the findings within and beyond 
communities and to service providers and policymakers, through for example, showcase events and a 
collaborative podcast series. This approach disrupts traditional hierarchies in knowledge production and 
offers a replicable model for embedding public engagement into research and education. 
 
The learning from this process highlights that meaningful co-production requires time, trust, and 
humility, to dismantle power paradigms and build relationships with historically marginalised or under 
represented communities. The challenge for educational leaders is how to adopt this approach 
authentically—avoiding tokenism—while generating robust, diverse civic partnerships that deliver tangible 
benefits now and in the future. This workshop invites active participation and collaborative insight to 
deconstruct this shared ethical dilemma. 
 
Workshop Overview 
This interactive workshop provides participants with hands-on experience in creative methodologies for com-
munity co-production. It will explore ethical challenges and demonstrate how these approaches can 
generate actionable, community-led insights that can drive sustainable change and widen participation, 
influence curriculum design, and enhance graduate outcomes—positioning higher education as a catalyst for 
innovation and social justice. 
 
Learning Outcomes 
Participants will: 
 
Experience and reflect on how creative methods can encourage expression, deepen insight, and foster 
collaboration. 
Examine challenges and ethical dilemmas in engaging marginalized or underrepresented groups 
through participatory approaches. 
Contribute to a wider dialogue on authentic co-production and social justice as a foundation for educational 
leadership. 
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Digital reforms have placed platforms and AI‑related tools at the core of school leadership work, 
intensifying quality assurance (QA) demands and reshaping possibilities for school improvement. In small, 
centralised sys-tems such as Malta, a college‑based island state, these dynamics are particularly acute. 
This paper reports the questionnaire phase of a broader study that extends a prior PhD reconceptualisation 
of school e‑leadership and uses Bronfenbrenner’s ecological systems theory to examine how e‑leadership 
is enacted across macro, meso and micro levels. 
 
Building on earlier PhD work that reconceptualised e‑leadership in physical schools as a blended, critical 
practice – integrating face‑to‑face and digital interactions, accentuating harm mitigation and distributed 
necessity rather than techno‑optimism – this phase investigates how that conceptualisation plays out 
system‑wide under current reforms. An online survey was distributed to heads of school and Senior 
Leadership/Management Team members across Maltese state primary, middle and secondary schools. The 
instrument explored: 
 
(1) frequency and purposes of digital tool use in leadership (MIS, dashboards, communication and 
collaborative platforms); 
(2) leaders’ confidence in digital and data‑use competencies; 
(3) perceptions of how digital systems support QA and internally driven school improvement (teaching and 
learning, inclusion, ethos); 
(4) ethical tensions and working conditions (work intensification, “always‑on” expectations, surveillance, 
data privacy and fairness); and 
(5) emerging knowledge and use of AI‑related tools in leadership work. 
 
Guided by Bronfenbrenner’s ecological lens, the analysis distinguishes between macro‑level policy and 
QA regimes (Ministry expectations, national digital strategies), meso‑level structures (college networks 
and their mediation of QA and digital practice) and micro‑level realities in individual schools. Preliminary 
findings suggest that at the micro level, leaders use digital systems extensively for administrative tasks 
and to satisfy macro‑driven QA reporting. In contrast, digital support for improvement in pedagogy, inclusion 
and ethos re-mains fragmented. At the meso level, colleges often act as conduits amplifying macro 
accountability pressures, with less consistent support for developmental uses of data. Many leaders report 
high digital workload, moder-ate confidence in data interpretation and limited space for collaborative, 
improvement‑oriented sense‑making. Consistent with the PhD reconceptualisation, the survey indicates that 
e‑leadership in this turbulent context is experienced as a blend of enabling and constraining forces: digital 
tools increase visibility and coordination but also intensify work, reduce autonomy and raise ethical concerns 
about surveillance and trust in small communities. AI awareness is emerging but uneven; some leaders 
experiment cautiously with AI‑enhanced tools to save time or explore patterns, while many express 
strong reservations about bias, transparency and data protection. 
 
The paper will present key survey results mapped onto the ecological framework, showing how macro 
policies, meso-college structures and micro-school practices interact to shape – and sometimes distort 
– e‑leadership for quality and improvement. It will show how these findings refine the earlier 
conceptualisation of school e‑leadership as blended, critical and ethically charged, and how they inform the 
selection of contrasting college–school clusters for subsequent qualitative case studies. In doing so, the 
paper contributes to BELMAS de-bates on sustaining leadership, reconceptualising digital reform and 
nurturing development‑oriented, ethical e‑leadership in small island systems. 
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Research Focus: This paper reports findings of a research project funded by the Spencer Foundation and 
led by four researchers in three public universities across Canada (Western Canada, the Prairies, and East-
Central Canada). The project utilized one-on-one and small group conversations to take a decolonizing, 
transnational gaze into the work and wellbeing of Black school leaders in British Columbia, Ontario, the 
Prairie Provinces Alberta, Manitoba, and Saskatchewan in Canada, and Grenada and Jamaica in the 
Caribbean. Our research team comprised two Black Caribbean female (principal investigator and co-
investigator), a white female (co-investigator), and an Asian male (co-investigator) scholars. 
 
Theoretical Framework: We drew from Pirbhai-Illich et al.’s (2023) decolonizing education framework to 
apply a decolonizing, transnational lens to colonially entrenched racial inequities in the work of Black school 
leaders across the Canadian and Caribbean sites of our study. We also mobilized Dei’s (2016) decolonizing, 
anti-racist scholarship to identify and interrogate what we advance are racial inequities perpetuated in and 
through en-during colonial understandings, structures, and ways of knowing and doing relative to educational 
leadership. We situated these as the overarching colonial regimes subjugating Black principals and in 
conversations with these school leaders, problematize how these arrangements adversely affect their work 
and wellbeing in the different geographical and social contexts. 
 
Findings: Across the Canadian sites, subjugations of Blackness pervaded: Blackness performed, 
homogenized, isolated, and restrained. More specifically, anti-Black racism, microaggressions, whiteness, 
exclusion/erasure, performativity, and hypervigilance were dominant subtexts in Black school leaders’ work. 
Recruitment, hiring, and promotion practices worked to gatekeep Black applicants. Black leaders described 
deliberate and political negotiations of their identities and leadership in schools, including the policing of 
Black hairstyles and clothing and their ongoing political resistance and acquiesce to white stereotypes of 
Blackness. Also prevalent were expectations of free Black labour, particularly around equity, diversity and 
inclusion (EDI) work in leaders’ schools and school boards. 
 
In Grenada and Jamaica, Blackness and Black leadership were tied to Christianity and a Christian 
education, sexism and patriarchy were rife in principal recruitment, hiring, and promotions, and many 
school leaders echoed a strong ongoing defence of coloniality. Further, intersectionalities including 
class, gender, religion, and skin tone contextualized participants’ experiences and realities in both sites. 
 
Significance: Our findings illuminate entrenched colonial regimes still subjugating Black school leaders’ 
experiences, both in former colonies such as in the Caribbean but also in Global North spaces such as Canada. 
These shared stories are a counternarrative to dominant, albeit incomplete, discourses relative to school 
leadership and an important step in disrupting colonial practices and norms. In the final section of our 
presentation, we push our findings towards inviting and holding a more strengths-based discussion, one of 
fostering wellness, in articulating some possibilities and promises for Black joy and Black school leader 
thriving. We argue that the intentional celebration of Black identity, voices, and contributions are integral 
counternarratives to ongoing and intensifying systemic oppression and trauma. 
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Jamaican education policymakers and school administrators frequently disagree regarding policy 
development and implementation. This fraught relationship tends to result in poorly articulating policy 
processes that negatively impact students, with poor and Black students being disproportionately affected. 
In this presentation, I explore this phenomenon using my research on stakeholder relationships in Jamaica’s 
education policy process. Drawing on semi-structured interviews with Jamaican education policymakers, 
secondary-level public school administrators, and education researchers, I analysed their responses 
alongside the 2018 National Stu-dent Dress and Grooming Policy Guidelines. In so doing, I highlight how 
colonial legacies, like conflicting ideas of power and religious influence, affect education policy in 
postcolonial contexts. 
 
Despite adequate stakeholder engagement being necessary for policymaking, my findings reveal a pattern 
of power contestation between the Education Ministry and grant-aided schools. This conflict results in a 
lack of meaningful engagement, which allows racism, sexism, and classism to persist in local education 
policy. This research has implications for education policymakers and stakeholders in Jamaica and other 
postcolonial contexts. It highlights the need for inclusive and participatory policymaking processes that 
centre the needs and experiences of marginalised students. Furthermore, it contributes to broader 
conversations about the nexus between colonial legacies, education policy, and social justice. 
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In this paper, I challenge how the term “relationships” is conceptualized in frameworks and literature that 
inform Black women principals’ professional identities and argue for an acknowledgement of micropolitics 
as a necessary component for understanding how principals decode “relationship discourses”. By examining 
the narratives of seven Black women principals in Ontario Canada, this paper reveals key insights for 
advancing leadership frameworks used in school leader preparation programs and ELA discourse to meet the 
race-and-gendered needs of Black women principals as they construct their professional identities and lead 
schools. 
 
Guided by the research question; how do Black women school leaders perceive and understand 
“relationship discourses” while constructing their professional identities?, this paper drew on Crenshaw’s 
(1991) tenets of intersectionality and Woods-Griscombé’s (2010) superwoman schema as conceptual 
frameworks. Both approaches highlighted the subjugated and socially constructed experiences of oppression 
that women in general, and Black women in particular navigate while leading historically White 
institutions (Crenshaw, 1991; Hill Collins, 2019). To conduct such an inquiry, this qualitative study 
employed a narrative life history approach to understand the experiences of seven K-12 Black woman 
principals. Data was collected through two methods; (a) semi-structured participant interviews and (b) the 
analysis of provincial level documents that inform Ontario’s K-12 organizational structures. 
 
The analysis of findings revealed several key insights. How “relationship discourse” is understood or 
misunderstood has consequences for Black women principals’ leadership responses as well as the 
development and affirmation of their professional identities. 
 
In particular, a notion of puppeteering illustrates the masked veil of micropolitics that constrain the 
autonomy and decision-making that participants faced. Highlighting the fallacy that principals are in 
complete control of leadership outcomes in regard to school improvement, policy enactment, and creating a 
positive school culture in addition to the relationships they develop to achieve these initiatives. Rather, the 
constructs of gendered racism and mechanisms of power are embedded into the fabric of school-level 
relationships and pull the in-visible strings of conformity to maintain the status quo. This perception 
disservices Black women principals because it simplifies leadership outcomes to person-job fit and omits the 
socio-cultural influence of gendered racism that informs the hegemonic boundaries of how they exercise 
their leadership. Consequently, findings suggest that if successful leadership outcomes are viewed 
predominately in terms of the “relationships” that principals cultivate, then Black women principals will 
perpetually struggle to succeed given the White “boys club” (Johnson, 2017) that continues to exclude them 
from full participation in the field (Aaron, 2020; Arm-strong & Mitchell, 2017). 
 
This paper presents opportunities for researchers and practitioners interested in ELA to acknowledge the 
mechanisms of power in leadership frameworks and resources that inform principalship is necessary to 
ascertain the contexts in which Black women principals build and maintain relationships as well as how they 
decode “relationships discourses” while constructing their professional identities. By expanding existing 
leadership frameworks and theorization to incorporate both micropolitics and the superwoman schema as a 
necessary component to “relationship discourse”, opportunities for enriching the work of researchers 
examining principal’s professional identities may be realized. 
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Background 
This investigation provides an overview of the legacy and future prospects of STEMM (Science, 
Technology, Engineering, Mathematics, and/or Medicine) women in higher education leadership in Ireland 
and the United States. The literature on women in STEMM over the past two decades has been prolific 
globally and continues to grow substantially in Ireland and the USA (Blackburn, 2017; Slatterly, et al., 
2023), and studies on women’s leadership across STEMM sectors (e.g., public and private sector) are also 
increasing (Borger et al., 2025, O’Brien, 2022). Women in STEMM higher education leadership, though, 
remain the least researched area among these topics internationally, with nearly no research in Ireland 
(Avolio et al., 2024; McCullough, 2020; Malone, 2024; Slatterly et al., 2023). This study aims to provide 
baseline qualitative data into the status of STEMM women leader in higher education—their progress, 
successes, and challenges. 
 
Research Aim 
This qualitative study’s research question was, What are the intersections that affect the status of women 
in higher education STEMM leadership—their progress, successes, and challenges? 
 
Methods 
The snowball sample included approximately 20 individuals in higher education leadership who serve in 
STEMM education in Ireland and United States. Participants included professor leaders, academic chairs 
and directors, associate deans, and deans. Data gathering included video or audio recordings and 
transcriptions of each one-hour Zoom interview. The interview questions sought details regarding the women 
leaders’ perspectives on their status and progress, successes, and challenges in their university leadership 
roles. 
 
Key Findings 
Three findings from a preliminary analysis of the data are the following: 
1. Similarities in Successes. STEMM women leaders in PK-20 education face similar challenges when 
seeking, retaining, or achieving promotion in leadership roles in the STEMM field. 
2. Gender Dominates. Dominated in both countries by men, gender plays a significant role in the progress, 
successes, and challenges women face in STEMM leadership, most especially in p-STEMM areas such as 
engineering, technology, and computer science. 
3. Variations on Intersections. While race plays an important intersection with gender in United States, in 
Ireland, religious norms at primary level and socio-economic disadvantage at both post-primary and tertiary 
levels, have a larger impact on Irish women leaders. 
 
Significance 
While there is growing research into women in STEMM, there has been minimal empirical data related to 
women in PK-12 education STEMM leadership and their perceptions of their progress, successes, and challenges 
which are then disaggregated by a variety of intersections such as race/ethnicity, age, and position. This 
investigation provided an opportunity for the women to reflect on the impact of their work as leaders. The 
data can lead to greater justification regarding the value of programs and policies that deliberately address 
the recruitment and mentoring of women educational leaders in STEMM and the accompanying value of 
recognizing the intersectional challenges they face. 
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This paper examines how educational leaders understand and articulate governance and governing in 
relation to sustainability. Governance is commonly associated with formal structures, policies, and 
accountability systems, while governing refers to the enactment of these frameworks in everyday 
leadership practice. Sustainability is understood here as a discursive construct that positions leaders 
within competing demands of accountability, resource management, and ethical responsibility for future 
generations. It operates as a point of articulation in governance discourses, shaping subject positions and 
leadership identities. This makes sustainability a relevant lens for examining leadership in contemporary 
education. 
 
The aim of the study is to explore how educational leaders’ subjectivities are shaped through their 
interpretations of governance and governing when sustainability becomes part of the leadership discourse. 
Drawing on poststructuralist perspectives and Foucauldian notions of subjectification, the analysis considers 
how leaders are constituted as subjects within discursive regimes while negotiating spaces for agency. 
Subjectification is understood here as a process through which individuals are positioned by dominant 
discourses and simultaneously engage in practices of self-formation. This framing moves beyond identity as 
a fixed attribute to examine how leadership is produced through power relations and discursive practices. 
 
The study is based on an extensive empirical dataset comprising approximately 130 interviews with educational 
leaders collected over a four-year period. In an ongoing project, cognitive map interviews were employed 
to capture participants’ interpretations of governance and governing while also allowing the tracing of how 
subject positions are articulated and connected to sustainability within these discursive spaces. This 
approach enables the identification of patterns of meaning and action without reducing them to singular 
categories, instead presenting them as interconnected elements within a broader leadership landscape. 
 
The paper situates the discussion within theoretical perspectives on subjectivity, drawing on Foucauldian 
ideas as adapted in educational leadership research. Governance and governing are not only organisational 
arrangements but also sites where leadership identities are produced, contested, and negotiated. 
Sustainability, when introduced into these discourses, becomes a point of articulation that shapes how 
leaders understand themselves and their work. 
 
Rather than treating sustainability as a fixed policy goal, the analysis will examine how leaders take up, 
resist, or reconfigure subject positions offered by governance frameworks, and how these processes 
influence their sense of professional identity and agency. The study offers insights into how leadership 
identities are negotiated in relation to sustainability. 
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This paper aims to contribute to the field of gender and leadership by exploring how women navigate 
becoming a school leader when they are internally promoted. Of concern for this paper is that 
neoliberalism seems to be intensifying the socio-cultural androcentrism of leadership that women must 
navigate when becoming a school leader. This paper argues that becoming a school leader is identity work, 
and that an internal promotion might exacerbate the struggle to self-position as a school leader for women. 
This is significant because the wider research on gender and educational leadership has argued that 
neoliberal and marketized approaches to education may have differential consequences for women who 
want to become school leaders. Neoliberalism creates a dissonance in the ability to do paid work and care 
work simultaneously, and this disproportionately affects women in the workplace. In essence, women 
experience their lifeworld-work continuum differently. One such difference, the research suggests, is that 
women may stay in the same organisation because they have a lack of geographical mobility due to caring 
and family commitments, and this is not conducive to building the ‘external career capital’ required in the 
contemporary neoliberal context. However, if pursuing an internal promotion does proportionally affect 
more women, then further research is necessary to understand the consequence of this gendered aspect of 
becoming a school leader. 
 
Much of the literature describes the experiences of women school leaders as a discursive struggle because 
they must continually navigate and challenge gendered norms in relation to leadership roles. 
Significantly, this paper offers an alternative conceptualisation of the struggle that women face when 
becoming a school leader by drawing upon a Figured Worlds theorisation of ‘positionality,’ to understand 
the discomfit that neophyte women school leaders experience when struggling to self-position as a 
school leader. Figured worlds brings attention to the school as a hierarchical setting and that becoming a 
leader involves taking a symbolic role that positions who they are in relation to others. To conceptualise the way 
that women school leaders overcome this struggle to self-position, I draw upon a Figured Worlds framing of 
‘self-authoring’ that joins Bakhtin’s concepts of heteroglossia and dialogism, with Vygotsky’s concept of 
semiotic mediation to reveal the ways that women develop their positional identities as school leaders. 
Drawing upon the narrative accounts of six women school leaders in English schools, the research highlights 
the ways in which self-positioning is mediated within their narratives of the self. It highlights that women 
who are internally promoted find this change in positioning particularly significant due to the reframing of 
relationships with colleagues that is often constructed in the emotional language of loss. They also 
emphasise the loneliness of ‘being at the top’ and that leadership training had not prepared them for this 
isolation and the intensified burden of responsibility. This paper is significant because it highlights an 
under-researched but important aspect of women’s experiences of becoming a school leader. 
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Several articles in the past two decades have been written discussing College Based Higher Education 
(CBHE), referred to often as HE in Fe, which have focussed on the nature of provision, student experience, 
whether it is HE or not and how scholarly activity takes place. Research on staff experience is less common 
although recent papers have attempted to address this and have considered the development of ‘HE in FE’ 
lecturers and their identity formation which is developed through the work they undertake. 
 
This paper seeks to ascertain the perceptions of identify of individuals’ involved in the delivery of HE pro-
grammes and how this has developed, thus enabling a roadmap for FE leaders and managers to understand 
and support those delivering CBHE programmes. Recent research has suggested that levels of discontent 
exist beyond the norm for those teaching on CBHE related to the dual nature of being both a HE and FE 
professional, exasperated by a lack of understanding and appreciation of CBHE by senior managers. It would 
appear that the nature of CBHE is still an important feature of the current UK Government’s Industrial 
Strategy. 
 
The research will draw on 10 semi-structured interviews with lecturers working within the FE Sector but 
delivering on HE (university validated / franchised) programmes to consider their identity formulation. The 
research adopts a combined convenience and purposive sampling strategy. Respondents are drawn from a 
variety of FE Colleges and deliver on a variety of awards including teacher education (Cert. Ed. / PGCE) 
programmes, foundation degrees, and honours degrees (including top ups). 
 
Central to the findings are the role of experience and qualifications that allows individuals to vocationalise 
the subject matter and prepare students for the workplace, promotion and further study. Further findings 
clarify the status of individuals in individual colleges and departments and give consideration of the one-deep 
nature of the role with little or limited support for HE development in the forms of CPD, scholarship and 
research. As such the research identifies key measures for the support and development of individual 
identity among lecturers delivering, HE in FE programmes, including the leveraging of support from their HE 
partners, development of a distinct HE in FE culture and investment into individuals through qualifications 
and opportunities which are HE specific. 
 
The research builds on the recent work in this area, which has focussed on experience and develops this 
to consider the notion of identity and identity formulation in a post-Covid-19 working environment. 
 
A central importance of this research may be prevalent as the government introduces its Post-16 Education 
and Skills White Paper which may return focus to the further development of HE provision in FE Colleges 
offering a cheaper (and perhaps more cost effective, vocationalised and specialist provision, than the 
University Sector. Keywords: College-Based Higher Education; Identity formation; HE in FE ethos; 
Psychological Contract; Imposter Syndrome 
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Across the UK and internationally, all-age schools are an increasingly common feature of structural reform 
as systems look for ways to strengthen continuity, make better use of resources, and respond to local 
needs. Yet the voices of those responsible for leading these newly formed organisations are often 
missing from policy discussions. This study explores how school leaders understand and navigate the 
early years of establishing an all-age school, with a particular focus on the distinctive leadership practices 
that emerge during structural reorganisation. The study asked: How do leaders make sense of transition 
leadership during the formation of an all-age school? 
 
The analysis draws on adaptive and distributed leadership theories, which offer conceptual traction for 
understanding leadership during periods of uncertainty, cultural flux, and organisational change. Using 
a reflexive thematic analysis approach, the study examines how leaders describe their work and how 
they interpret the decisions, relationships, and tensions that shape the transition process. Transition is 
treated not as a technical merger but as a relational and strategic undertaking requiring sustained leadership 
attention. 
 
Data included 18 questionnaires from leaders of all-age schools, alongside 10 one-to-one semi-
structured interviews with senior leaders and four semi-structured interviews with senior leadership 
teams. These sources offered a comprehensive view of practitioner experience across the sector. A 
strong and consistent pattern emerged across all data sources: leaders viewed the early years of an all-
age school as a distinctive leadership environment shaped by transition-specific demands that are not 
fully addressed in existing leadership frameworks. 
 
Three key themes were identified. First, leaders highlighted the challenge of transition governance. They 
described the need to bring together multiple legacy systems, including policies, staffing arrangements, 
operational routines, and accountability processes, while at the same time keeping the school stable for 
pupils, families, and staff. Many felt this aspect of their work is not fully understood or supported at the 
system level. 
 
Second, leaders described the dual task of building a new organisation while also earning legitimacy. They 
spoke about the need to gain the confidence of different professional groups, reassure anxious stakeholders, 
and shape a shared sense of purpose even as the school itself was still taking shape. This relational work was 
seen as essential but professionally demanding. 
 
Third, curriculum and pedagogical alignment emerged as both a key driver of the all-age vision and a 
significant source of tension. Leaders viewed cross-phase curriculum coherence as vital yet noted that 
this work raises challenges around professional identity, autonomy, and the acceptable pace of change. 
 
Altogether, these insights point towards transition leadership as an important yet under-recognised 
dimension of leading structural reform. The concept developed here helps to fill a gap in existing leadership 
frameworks and aligns closely with BELMAS themes relating to Institutional Reform Governance and 
Governing and Leadership Preparation and Development. For policymakers, the findings highlight the 
specific leadership demands of the transition phase. For leaders, the study clarifies the competencies that 
matter most when building a new organisation: managing legacy systems, sequencing change carefully, and 
supporting staff as professional identities evolve. 
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This paper will give the findings from our current research project that has explored the school leadership 
challenges within Multi-Academy Trusts (MATs) in England. Although Academy Schools, state-funded private 
schools, were first created at the beginning of this century, their numbers were substantially increased in the 
decade following the new Coalition Government from 2010. Schools became organised in groups, MATs, with 
new governance and leadership structures. 
 
Further to this, actors such as DfE Regional Directors, have emerged through this process, and schools are 
frequently ‘re-brokered’ by them, and moved from one MAT to another. Once they have joined a MAT, schools 
are not free of their own accord to move to another MAT nor move back to Local Authority control, as this 
process comes through the Regional Director. The system is currently going through a contraction stage, as 
the Department for Education believed that too many smaller MATs existed, so these are now being brokered 
into larger organisations, and the DfE now rarely give new MATs permission to establish. The Labour 
Government elected in 2024 have continued this system, but it is not now a school requirement to become 
part of a MAT, so the system in England is now extremely fragmented with the number of different types of 
school in existence. 
 
This completed research is a small-scale, qualitative, multiple case study, using semi-structured interviews, 
with ethical approval from a UK university. The sampling was a mixture of opportunistic and purposive, with 
snow-balling used to increase the sample size. The project aims to explore the relationship and leadership 
challenges of individual school leaders within a MAT, addressing the issues at a micro level. The object here 
is to explore the decision-making process and context from the perspective of these academy school leaders. 
There was a single, overarching, Research Question of What are the leadership and management challenges 
of working within a MAT? 
Our data clearly shows that there are ongoing problems with school and MAT leader relationships. Some cases 
found the nature of the MAT changed over time becoming more autocratic and less collaborative. 
Individual school autonomy was a key issue with some MATs controlling individual school finances and 
hence decisions over such areas as staffing, curriculum, training and policy development. A further issue 
was that of accountability: some school headteachers are concerned that their MAT CEO/ Central Team was 
making decisions that previously individual headteachers made. This has caused further problems as the 
headteacher is still accountable to such external agencies like the inspection service Ofsted. 
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Research on school management and leadership has highlighted, from different approaches and 
contexts, the relevance of the principal’s role to the quality of work carried out at the school. In the last 
two decades, international organizations have dedicated special attention to the principals’ role, 
highlighting its relevance to the success of school work. In this sense, we understand that the selection of 
these professionals should be the target of attention in public policies. 
 
In Brazil, considering its federative organization, each state and municipality has autonomy to define the rules 
for choosing principals in their education networks. As a result, we find a large disparity in initiatives, ranging 
from political appointments to public tender for the position. These initiatives did not always consider 
technical criteria for choosing the professionals to assume the direction of schools, and it was possible to 
find principals without training in the educational field, especially in small municipalities where the 
patrimonialist tradition of political attribution of the position is still present. Recently, however, this 
panorama has begun to change. This research aimed to analyze the formulation and implementation of local 
policies in compliance with a conditionality established by a federal law (Law No. 14,113, of December 25, 
2020), which linked the transfer of a portion of educational funding to the proven adoption of technical criteria 
for the selection of school principals. Four years after its implementation, the law has already induced 
significant changes in the processes adopted by state and municipal networks in the selection of principals, 
as the data show. 
 
In this work, our attention is focused on the definition of the technical criteria of merit and performance 
for the selection of school principals expressed in the legislation in force in the federated entities (States, 
Capital Municipalities, Sample of 26 Small Municipalities and 26 Medium-Sized Municipalities). Among 
the results, we highlight that most legislation established the following criteria for selecting principals: 
minimum initial training in a Bachelor’s degree, teaching experience, specific training in school 
management, presentation of a management plan for the period, and curriculum analysis. We understand 
that analyzing a public policy implies understanding its trajectory, that is, analyzing its effects, results, 
impacts, and the issues associated with its design and implementation, transversally. Thus, the research 
discusses the process of induction and formulation of policies in school systems to analyze the 
understanding of the criteria considered essential for the role of school principal. 
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Resilience, both innate and nurtured, is essential for educational leaders navigating unprecedented 
turbulence. In times of crisis, school leaders sustain not only learning but also the emotional and moral fabric 
of their communities (Milstein & Henry, 2000). This qualitative study explores how principals and 
superintendents leading through events such as tornadoes, school shootings, student, staff bereavement, 
and union negotiations perceive, develop, and enact resilience. Drawing on in-depth interviews with 
educational leaders across diverse geographical contexts, this research investigates how leaders cultivate 
multidimensional resilience (emotional, physical, cognitive, and moral) and how these capacities are rooted 
in and strengthened by their communities. Grounded in the data, the study introduces the Community-
Rooted Resilience Model for School Leadership, conceptualizing resilience as a dynamic, interconnected 
system emerging from a leader’s embeddedness within multiple communities -professional, local, cultural, 
and spiritual. Findings reveal that leaders who serve within their communities, often over decades, draw 
critical strength from reciprocal relationships, shared histories, and collective identity. These communities’ 
bonds generate community-rooted resilience, which provides the conditions in which leaders mobilize 
different forms of strength-emotional, moral, social, and strategic. 
 
From these findings, three interrelated leadership capacities emerged as the mechanisms through 
which community-rooted resilience is enacted in practice: adaptive leadership capacity, relational 
resilience, and reflective moral agency. These capacities represent how leaders transform inner and 
collective resilience into purposeful action. Adaptive leadership capacity enables leaders to respond 
effectively to complex and unpredictable challenges through cognitive flexibility, emotional agility, and 
strategic foresight and resilience (Heifetz, 1994; Hill-Berry et al., 2023; Goswick et al., 2018). Relational 
resilience centers on cultivating trustful, empathetic, and collaborative relationships with staff, students, 
families, and partners, building collective efficacy and psychological safety (Drysdale & Gurr, 2017; Liu et 
al., 2022). Reflective moral agency entails ethical decision-making rooted in continuous reflection and a 
commitment to justice, particularly as crises disproportionately affect marginalized populations (Walsh et 
al., 2024). Together, these dimensions form a holistic model that positions resilience as both an 
individual trait and a communal, reciprocal, and evolving process. The model underscores that 
communities themselves are composites of many sub-communities familial, institutional, spiritual, and 
that resilience, similarly, is the sum of many kinds of strength. It calls for leadership preparation and 
professional development programs that intentionally nurture resilience through authentic community 
engagement and ethics-focused reflection (Pollock et al., 2023). 
 
This study advances the discourse on resilience-building in education. It offers practical guidance for policy 
makers, leadership educators, and school systems seeking to prepare leaders who can sustain inclusive, 
thriving schools amid adversity. Ultimately, the Community-Rooted Resilience Model invites a shift from 
viewing resilience as mere endurance toward seeing it as sustained, moral, and community-based 
leadership, a process through which leaders and their communities grow stronger together. 
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The role of school management teams (SMTs) in South African public schools is pivotal in shaping 
leadership and management practices to sustain teaching and learning, particularly in rural contexts. 
Rural schools face severe challenges that are unique to their environment such as the lack of parental 
interest in children’s education, insufficient funding from the state, lack of resources, underqualified 
teachers, limited infrastructure and multi-grade teaching. Indeed, these are barriers to effective 
education. These challenges can be attributed to numerous sources, from within school structures and 
from external environments, including local communities and education authorities. After 30 years of 
democracy, educational standards and learner performance in rural schooling has shown little 
improvement. The aim of this study was to explore the instructional leadership role of SMTs of their 
experiences and perspectives of leading teaching and learning in rural schools. 
 
Grounded in an interpretivist paradigm, the research adopted a qualitative approach to uncover the 
nuanced realities of school leadership in rural settings, where contextual factors such as poverty, 
limited infrastructure, and community dynamics significantly influenced management practices. A 
multiple case study design was employed to generate insights into the leadership and management roles 
of SMTs. The sample comprised 15 members from five rural schools who were purposively selected to 
capture diverse experiences across different rural contexts. Data was collected through semi-structured 
interviews and open-ended questionnaires, allowing for triangulation and rich understanding of the 
phenomena under investigation. Data was analysed using thematic analysis, where patterns and themes were 
identified from interview transcripts and open-ended questionnaires. Permission was sought from the 
participants of each selected school. 
 
Two theories framed this study: Distributed Leadership was applied to show how SMTs shared responsibilities 
collectively among SMTs members. This theory also accentuated collaboration and teamwork among 
stakeholders. Transformational Leadership Theory guided the study by highlighting how SMTs inspire and 
motivate staff through shared vision and values. It created a sense of purpose to overcome rural 
challenges like poor infrastructure and low morale. Aspects of Lincoln and Guba’s (1985) trustworthiness 
criteria were applied to ensure rigour of the study. Credibility was achieved through member checking to 
confirm accurate representation of participants’ views while confirmability ensured that results reflect 
participants’ experiences rather than researchers’ bias, strengthened by reflexivity. 
 
Findings revealed that SMTs in rural schools play multifaceted roles that extend beyond their 
conventional duties. It seems that SMT members find difficulty in balancing instructional leadership with 
community engagement, resource mobilsation, and the creation of supportive environments, for both, 
teachers and learners. Leadership in these contexts is often characterised by resilience, adaptability, and 
innovation, as SMTs devise context-specific strategies to address challenges such as inadequate 
infrastructure such as inadequate infrastructure, teacher shortages, and socio-economic barriers by learners. 
The study highlights how SMTs foster collaborative decision-making and build trust within school communities. 
By focusing on leadership frameworks, the study contributes to improving teaching quality, learner 
performance and overall school effectiveness. 
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This paper addresses the BELMAS theme of Leadership Preparation and Development and Institutional 
Reform by exploring whether Lean management principles, originating in a global car manufacturing business 
(Toyota), can be meaningfully adopted and sustained in schools. It focuses on a cross-sector leadership 
development initiative in one region of the UK, in which Toyota Lean Management Consultancy (TLMC) 
collaborated with dozens of school leaders to develop their thinking on improvement, waste reduction, 
and staff wellbeing. The paper asks: Under what leadership conditions can Lean thinking be effectively 
translated into school contexts in ways that support staff well-being and learner outcomes, rather than 
becoming another short-lived initiative? The study employs a mixed-methods, multiple-case study design 
involving three schools purposively selected from the wider leadership programme. Data sources include 
interviews with senior and middle leaders, survey responses from teaching and support staff, field notes 
from collaborative improvement events, and school-level performance data. Lean was used both as a 
leadership development framework and as an analytic lens, focusing on how leaders defined “value” for 
learners, identified organisational “waste”, and designed processes that showed respect for people through 
involving staff in continuous improvement. 
 
Findings suggest that while Lean is conceptually simple, it is not easy to embed or sustain in schools 
under economic and accountability pressures. In cases where senior leaders fully adopted Lean as a way 
of thinking, rather than a set of tools, staff reported increased motivation, agency and wellbeing, linked 
to feeling more trusted and valued by the organisation. Collaborative problem-solving routines, visual 
management of work-flow and structured opportunities for staff voice appeared to contribute to more 
coherent improvement work and a clearer focus on learning. Where engagement from senior leadership 
was partial or short-term, Lean practices tended to fragment, resulting in limited impact on staff 
experience and learner outcomes. 
 
The paper argues that, in a context of severe recruitment and retention challenges and financial pressure 
on public services, school leaders cannot afford to ignore organisational waste or underuse of staff 
expertise. It proposes that carefully adapted Lean principles offer a promising, though demanding, approach to 
leadership preparation and organisational reform, helping leaders to build cultures of respect, shared 
responsibility and disciplined, evidence-informed improvement. The paper concludes by considering 
implications for cross-sector leadership development partnerships and for how school systems might draw 
more thoughtfully on proven improvement philosophies from outside education. 
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The importance of leadership for school improvement is well recognised and considered one of the main 
factors that influence the quality of education. Instructional leadership, in particular, not only promotes 
teacher learning but is also believed to be the most powerful contributor to enhanced student outcomes 
(Robinson et al., 2008).Bush (2008, 2014) defines instructional leadership as the direction of leaders’ 
influence rather than the influence process itself, differentiating instructional leadership from other leadership 
models. As the effectiveness of instructional leadership has been recognised, it has been introduced and 
practised in many other countries. It also attracts attention in China, as the central government 
recognised the central role of instructional leadership in 2013. 
 
Research on instructional leadership is growing in China, but it is largely quantitative and survey-based, 
with fewer qualitative and mixed-methods designs. It leaves the nature of instructional leadership unclear. My 
study explores how Chinese urban primary school leaders, not only principals, but also other school 
leaders, such as vice principals and subject leaders, enact instructional leadership and how their 
practices are shaped by the unique Chinese context, especially the cultural context. A multiple-case study 
design is adopted for this study, with several methods, including semi-structured interviews with school 
principals, vice principals for instruction, Teacher Research Group (TRG) chairs and teachers, observation of 
leadership practices and TRG meetings, and analysis of relevant documents at the school, provincial, and 
national levels. Following the previous presentation, my paper will present the findings of a study of 
instructional leadership in selected Chinese primary schools. 
 
The findings show that instructional leadership in China is enacted through a shared or distributed approach. 
Notably, teacher leaders, who may or may not have formal school leadership positions, take on significant 
mentoring and modelling responsibility. Meanwhile, instructional leadership practices are heavily influenced 
by many aspects of Confucianism, including the pursuit of harmony, Confucian-rooted collectivism, and 
hierarchical relations. This provides valuable insights into how school leaders in centralised systems, such 
as China, understand, adapt, and practice instructional leadership. This study also helps to promote the 
understanding of instructional leadership and develop indigenous leadership models in the future. 
 
My presentation will outline the main findings from the study and link them to the international and 
Chinese literature on instructional leadership. 
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Homeroom teachers hold a central role in leading their class toward change; they contribute to students’ 
empowerment and success, influence their academic performance, and establish classroom social justice 
and equal opportunities so that students can control their lives as independent members regardless of their 
background (e.g., Liew et al., 2010; Paes et al., 2022; Popper-Giveon & Shayshon, 2017). However, research 
on homeroom teachers is scant—particularly on their empowerment practices in the context of students who 
are under survival threat of home relocation/demolition. 
 
Based on the framework of student empowerment, which is the “process by which students gain the 
power needed to meet their individual needs (e.g., learning, social relationships, diploma) and work with others 
(e.g., students, teachers, administrators) to achieve collective goals (e.g., a safe and positive school 
environment)” (Kirk et al., 2017, p. 829), the current research aims to elucidate homeroom teachers’ 
practices for the empowerment of their class students who are under constant threat of home relocation. 
Using the case of Arab unrecognized villages (UVs) in the Negev of Israel, defined as “Bedouin settlements that 
are deemed illegal and, as such, are constantly threatened by the state’s efforts to make them disappear” 
(Hall, 2014, p. 147). The Bedouin community is considered a subculture of the indigenous Arab Palestinian 
minority in Israel. Their specific status in the country—they are citizens—differentiates them from illegal 
immigrants or refugees, who might otherwise share certain experiences of poverty and marginality. Most of 
the people in UVs live in tents and barracks built from cheap materials because the Israeli authorities 
refuse to grant them permission to construct permanent living quarters (Almi, 2011). 
 
One case study (i.e., homeroom teacher) was conducted over the course of one year in an Israeli public 
elementary school. The homeroom teacher was selected using criterion sampling. The school principal was 
asked to recommend a homeroom teacher with 3 or more years of experience in this role who is considered 
to have developed students’ confidence and motivation to succeed academically, encourages their students 
to take leadership roles in the school and class settings, and encourages them to express their voices and to 
hold a dialogue with staff. 
 
The study included nine interviews and 28 classroom observations (each lasting four hours), as well as 
document and visual data. Content analysis revealed six themes of empowerment practices: academic, 
intrapersonal, social belonging and cultural identity, interpersonal/social, emotional, and gender 
empowerment. 
 
Theoretically, this research reinforces and extends the framework of student empowerment (e.g., Kirk et 
al., 2017; Zimmerman, 1995, 2000) by situating it within the sociopolitical realities of instability. In 
doing so, it connects micro-level educational interactions with macro-level structures of inequality. 
Furthermore, the study contributes to theories of educational leadership by highlighting the micro-leadership role 
of homeroom teachers—leaders who cultivate empowerment and resilience in contexts marked by 
uncertainty and exclusion. Ultimately, the study reconceptualizes empowerment not merely as an individual 
developmental process but as a relational and contextual act that challenges structural marginalization 
and promotes collective well-being within and beyond the classroom. 
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This paper examines the leadership challenges experienced by school principals in East Jerusalem as they 
confront the shift from the long-established Tawjihi examination system to the Israeli Bagrut (the national 
matriculation certificate required for university entry). The reform carries consequences that go far 
beyond assessment. Replacing the Tawjihi alters the cultural and political contours of the curriculum, expanding 
state-driven narratives while reducing the presence of locally rooted content. For the Arab Palestinian 
community in East Jerusalem, whose cultural and national identity is closely linked to what is taught in 
schools, these curricular changes represent more than a technical adjustment; they signal a shift in the 
symbolic ownership of education. The study draws on in-depth, semi-structured interviews with eight 
principals working across government, private, and UNRWA schools. Using an interpretive qualitative 
approach, the analysis explores how school leaders make sense of policy expectations, balance 
contradictory demands, and preserve their legitimacy within a governance environment marked by tension and 
mistrust. The findings show that principals are situated in a position of dual accountability in which they are 
required to comply with the directives of the Israeli educational authorities while also responding to the 
expectations and sensitivities of the local Arab Palestinian community. Three interconnected boundary 
dilemmas emerge from the analysis. 
 
First, a boundary of purpose arises as principals weigh their responsibility to widen students’ academic and 
career prospects through the Bagrut system against community concerns about the cultural and political 
implications of abandoning the Tawjihi. 
 
Second, a boundary of authority becomes evident in a hybrid governance landscape where incentives 
such as additional funding and infrastructure development are accompanied by pressures and oversight 
mechanisms that limit leaders’ autonomy. 
 
Third, a boundary of trust develops as principals navigate the delicate task of maintaining credibility both 
upwards with state authorities and outwards with parents, teachers, and community leaders. The 
curriculum reform intensifies this tension by placing principals at the centre of a wider struggle over 
cultural representation and educational legitimacy. 
 
Principals respond to these dilemmas in different ways, positioning themselves along a continuum that 
ranges from full adoption of the Bagrut to selective and cautious integration or firm resistance. Their choices 
reveal the complex moral and professional negotiations involved in leading schools in a politically contested 
environment.  
 
Contribution: 
The paper offers two main conceptual contributions. First, it introduces curricular displacement as a way to 
understand how curriculum reforms can reshape cultural legitimacy and leadership authority in divided societies. 
Second, it develops dual accountability as a framework for analysing how school leaders navigate 
competing institutional logics under political pressure. Beyond its theoretical value, the study highlights the 
importance of culturally sensitive reform processes and meaningful engagement with the Arab Palestinian 
community when implementing curriculum change in conflict-affected settings. 
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This paper examines the enactment of large‑scale curriculum and assessment reform in Kazakhstan 
through a comparative analytical framework integrating sensemaking theory, policy enactment perspectives, 
and a post‑Soviet institutional lens. While policy borrowing research has documented how global reform 
ideas and policy technologies travel across national systems, considerably less attention has been paid 
to the interpretive processes through which educators in non‑Western contexts make sense of, adapt, and 
stabilise borrowed reforms in practice. Addressing this gap, the paper foregrounds teachers’ 
meaning‑making as a central mechanism shaping the local realisation of reform agendas. 
 
Drawing on nine focus‑group discussions with primary, lower‑secondary, and subject teachers (n = 51) across 
three schools in a large urban city, the analysis explores how educators engaged with reform initiatives in-
formed by pedagogical models associated with Western traditions, including learner‑centred pedagogy, 
competency‑based curricula, and criterion‑referenced assessment. Teachers described an initial period of 
uncertainty, followed by the gradual stabilisation of new routines through collaborative task design, iterative 
experimentation, and extensive sensegiving with parents. 
 
The findings show that teachers engaged in processes of hybridisation, selectively combining 
competency‑based and communicative approaches with enduring traditions of grammatical precision, 
rigour, and behavioural order. This pattern of hybridisation helps explain why reform outcomes in post‑Soviet 
systems rarely reflect straightforward adoption of external models or radical systemic rupture, but instead 
emerge as layered and negotiated settlements shaped by historical, cultural, and institutional legacies. The 
inherited pedagogical habitus functioned as a double‑edged interpretive frame, rendering exploratory 
practices simultaneously risky and re‑definable through familiar notions of “quality” and professionalism. 
Teachers’ responses were characterised by cautious, practice‑based optimism, as they identified structural 
constraints while developing compensatory strategies to make reform workable. 
 
By situating teachers’ sensemaking within broader processes of policy borrowing and enactment, the 
paper offers comparative insight into how education reforms are locally mediated in transitional 
societies and underscores the importance of historical institutional contexts and practitioner agency in 
shaping differentiated reform trajectories across education systems 
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With the increasing complexity in contemporary society, the work of educational leaders has become more 
demanding in later years. The situation for leaders responsible for schools in socioeconomically 
disadvantaged communities is, in several aspects, particularly noteworthy and challenging. Having 
opportunities to share experiences and engage in collaborative learning can provide these leaders with the 
support they need to remain in the profession and work towards meaningful change. For this purpose, 
networking is considered a potentially powerful strategy. 
 
It is well known that networking between educational leaders can be highly valued; however, it is not 
always sufficiently challenging to question established norms and everyday assumptions. Pentland 
(2014), for example, argues that lack of external input may lead to an “echo chamber” phenomenon, where 
the same ideas and practices continue to circulate without critical examination. To counteract this 
tendency and to foster educational leaders’ critical capabilities, the inclusion of external input from 
researchers and other actors has been emphasised. Woods et al. (2009, p. 268) for instance, state: “The 
development of critical capabilities is an area to which universities can contribute and which they need to 
be proactive in doing”. Although researchers may be well placed to assume this role, they must also be 
accepted by network members, which is not always self-evident. Moreover, as Sandoval (2023) concludes, 
there are few documented examples of how networks can be organised in practice - moment-to-moment, 
meeting-to-meeting - to shift power relations and facilitate learning. This leaves those seeking guidance with 
limited practical direction. 
 
This study aims to provide a deeper understanding of how organised collaborative networking over time 
can function as a forum for educational leaders’ learning and development of relational transformative 
agency that enables change in prevailing leadership practices in schools in socioeconomically disadvantaged 
communities. Drawing on findings from a network collaboration between researchers, school principals, 
and managers within the local education administration of a larger Swedish municipality, the paper 
demonstrates how the activity-theoretical framework of expansive learning (Sannino et al., 2016), can be 
applied to support change-oriented work in such a network. The presentation focuses on a snapshot of 
actions and collective efforts initiated to support expansive learning and transformative agency within the 
network collaboration over a six-year period (2020-2026). Both challenges and successes will be discussed. 
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This paper examines power dynamics between City Academy’s governing body and parents within England’s 
neoliberal education context. Using Bourdieu’s analytical framework, it explores how parents navigate 
governance spaces amid structural inequalities. 
 
British governments have restructured education along market principles, positioning parents as consumers 
pursuing “choice and diversity.” The autonomous schools system has eliminated local oversight, creating 
professionalised governance that excludes community voices from decision-making. This market-driven 
approach sacrifices democratic principles and power-sharing, raising critical questions about stakeholder 
representation and community responsiveness in academy governance. 
 
The study employs Bourdieu’s thinking tools including social field, capital, habitus, hysteresis, doxa, and 
symbolic violence to analyse parent-leadership interactions in empowered and public spaces. The City 
Academy, located in an area of socio-economic deprivation, is reimagined as middle-class colonial 
hegemony, mirroring Bourdieu’s observations of French-dominated Algeria. Parent whose first language is not 
English and from a low socio-economic status experience conditions parallel to Algerian immigrants in Paris, 
enabling deeper power analysis through Bourdieu’s concepts. 
 
This socially critical research triangulated semi-structured interviews with the Trust Director, principal, 
chair of governors, and three parent governors alongside documentary analysis of Academy materials. A 
focus group with five parent forum members provided additional data, all analysed through Bourdieu’s 
theoretical lens. 
 
In the empower space, it was found that governance professionalisation privileged corporatised, skilled 
individuals who prioritised symbolic capital gained from leadership associations over the symbolic violence 
they experienced through illusory governance democracy and engineered consent. These professionalised 
parent representatives reinforced existing power structures, stabilizing hegemonic doxa within the field. 
 
In the public space, it was found that community members faced hegemonic cultural capital impositions that 
constituted symbolic violence while their inherent cultural capital was misrecognised. Parents entering the 
governance field experienced additional symbolic violence through privileged formal language registers that 
marginalised non-dominant speech cultures and non-rationalist articulation. This devaluation of linguistic 
capital reflects distinctions of taste and demonstrates cultural exclusion. 
 
Furthermore, one parent spokesperson exhibited hysteresis: her community habitus granted significant field 
position to challenge governance doxa, yet her capital was misrecognised in the governance field. Unable to 
successfully navigate this space, she experienced symbolic violence regarding policies affecting her, 
paralleling Algerian immigrants’ Parisian experiences. Her polite dissent reflects functional pragmatism a 
colonial residue where habitus internalises limited expectations while still engaging from a non-dominant 
position. 
 
This Bourdieusian analysis reveals substantial symbolic violence parents experience in both empowered and 
public spaces, exacerbating the democratic deficit created by government localism policies. The findings 
demonstrate how professionalised governance structures systematically exclude authentic community 
participation, maintaining elite power while manufacturing consent through nominally democratic processes. 
This structural violence perpetuates educational inequity under neoliberal reform. 
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Educational leadership is often portrayed in education policy and standards as a key driver of school 
improvement and effectiveness. Through initiatives like the Global Education Reform Movement and the 
Transnational Leadership Package a dominant consensus has emerged about what constitutes ‘good’ and 
‘effective’ leadership. However, this consensus reinforces problematic assumptions that overlook 
sociopolitical factors and the influence of certain forms of knowledge in shaping educational leadership. 
The field of educational leadership still marginalises critical perspectives, with critical scholarship often 
sidelined in favour of ‘what works’ and ‘best practice’ agendas. To improve the field’s standing, it is crucial 
to understand the development of educational leadership as a discourse, which shapes dominant 
conceptualisations that influence leadership research and practice. 
 
This paper examines the emergence of educational leadership discourse in New South Wales (NSW), 
Australia, particularly through the Local Schools, Local Decisions policy, the Australian Professional 
Standards for Principals and the Professional Standards for Middle Leaders, which support a narrow, 
functionalist view of educational leadership. 
 
This study explores how the discourse of educational leadership emerged within the policy landscape of the 
NSW Department of Education from the 1980s to the present. Specifically, it examines the relationship 
between policy discourse and the normalisation of certain leadership conceptualisations. To guide this 
analysis, we pose two research questions: a. What conceptualisations of leadership have been promoted or 
normalised through key policy documents? and b. How have policies in NSW shaped the discourse of 
educational leadership? The analysis is framed within a critical interpretive paradigm, using Foucault’s 
concepts of discourse, power/knowledge, and his trident of critique, problematisation, and scepticism. 
Policies relating to management, administration, and leadership were reviewed to provide a 
comprehensive view of the evolving discourse. Key documents, such as the AITSL Principal and Middle 
Leader standards, Local School, Local Decisions, and the School Excellence Framework, were 
systematically examined to identify leadership models. Both explicit and implicit references in policy 
documents were analysed, focusing on language signalling specific leadership conceptualisations, like 
“shared responsibility” for distributed leadership or “data-driven” for instructional leadership. Themes such 
as “building teacher capacity” and “monitoring student learning” were identified as indicative of an 
instructional leadership emphasis. Policies were also examined for their connection to performance metrics, 
professional accountability, and funding incentives. Additionally, school leadership was increasingly 
described as one of the factors that can help improve teaching quality with key terms used, ‘manager, 
‘instructional leaders’ and ‘accountability’. Moreover, school success is primarily deter-mined by students’ 
achievements which the school leaders are responsible for. Data analysis also shows that school leaders 
work is described and measured against normative criteria and standards which are affected by neoliberal 
and capitalist approaches to education. 
 
This study argues that policy discourse has normalised and privileged certain forms of educational leadership, 
especially Western models. We use the term ‘colonisation’ to describe the spread of these models across 
different contexts. By exploring the sociohistorical and economic factors that shaped these practices, we 
offer a critical perspective on their dominance and the possibility of challenging their assumptions. 
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Inclusive leadership requires the management of internal and external priorities. In this presentation, we use 
Bourdieu’s theoretical toolkit to explore the ways in which inclusion is considered and enacted in UK schools. 
We use Bourdieu’s Hierarchy of Legitimacies to consider how those with a level of authority compete for 
legitimacy in the field of the education system and explore leaders’ roles in translating external pressures to 
mitigate the demands placed on pupils. We reflect on how school leaders balance their inclusive priorities 
with the legitimized external pressures of the standards agenda and curriculum learning with their personal 
commitment to inclusive practice. We then consider the implications of this theoretical framework for young 
people who don’t meet typical learning and behavioural expectations, and how we can support those whose 
dispositions don’t naturally afford them the corresponding social and academic capital to succeed in the 
education system. We suggest that these students may feel pressure to alter their dispositions to better 
meet the capital requirements of the field, leaving them experiencing hysteresis, or feelings of discomfort 
and a lack of belonging in schools. Instead of focusing on how students need to adapt to meet typical 
academic and social expectations, we consider how school leaders can relieve external pressures to offer 
more inclusive educational experiences for all learners. 
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Purpose and focus 
While substantial attention has been paid to leaders’ responsibility for fostering employee well-being, the 
well-being of leaders themselves has received far less scholarly scrutiny. This paper foregrounds Danish 
educational leaders’ well-being by examining how school leaders understand and navigate an experienced 
threefold cross-field pressure emerging from the political level, the employee level and the student/parent 
level. The paper applies a Bourdieusian lens, using the concepts of field, capital and habitus to illuminate and 
explain educational leaders’ different coping strategies in order to analyse how their well-being is conditioned 
by, yet also negotiated within, their positions and possibilities for action in the educational field. 
 
Design and methodology 
The study draws on seven in-depth, semi-structured interviews with leaders from different Danish 
educational settings. These variations provide opportunities to analyse how different field logics and forms of 
capital influence leaders’ well-being. A reflexive thematic analysis, informed by Bourdieusian relational 
thinking, was used to identify how leaders describe their positions within the educational field and the forms 
of capital—professional, relational and bureaucratic—that they mobilise in attempts to cope with competing 
pressures. 
 
Findings 
The analysis identifies three interrelated domains of cross-pressure shaping leaders’ working conditions: 
 
Political–administrative pressure, visible in leaders’ responsibility to implement reforms, meet mu-
nicipal quality and outcome expectations and, not least, keep the budget. Leaders describe occupying a 
contradictory role as “frontline bureaucrats” who must absorb policy tensions and translate them into 
workable practices that do not always make sense to themselves, their employees or their students and 
parents. 
Professional pressure from staff, arising when teachers’ understandings of good practice collide with 
policy-driven quality programmes and, in particular, with resource constraints. Professional pressure 
also emerges locally through collaboration difficulties or resistance to performing certain tasks. In this 
sense, contradictions materialise in the tensions between leaders’ often pedagogical habitus and their 
bureaucratic obligations. 
User pressure, driven by heightened expectations from pupils and parents. Leaders describe how parents 
today are increasingly unwilling to accept school decisions and, in some cases, bypass leaders by 
submitting complaints directly to municipal administrators or threatening to involve the press. 
 
The seven leaders’ well-being is pressured by this threefold tension, and their capital- and habitus-informed 
coping strategies reveal the cumulative strain of sustained cross-pressure. Yet, despite these pressures, the 
leaders also report that they thrive in their roles — suggesting a form of habitus that enables them to endure 
and navigate the strain. 
 
Contribution and significance 
The paper offers a Bourdieusian lens that foregrounds the structural and relational conditions shaping school 
leaders’ well-being. It highlights leaders’ well-being as a research field in its own right and shows how cross-
pressures are embedded in the educational field and mediated through leaders’ capitals and habitus. The 
study argues that leaders’ well-being should be understood as a field effect produced at the intersection of 
political ambitions, professional expectations and user demands, shaping the possibilities for leaders to 
experience positive well-being and perform their leadership sustainably. 
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Abstract 
This presentation addresses the urgent need to reimagine educational leadership in light of intersecting 
neoliberal, ecological, and epistemological crises. Drawing from my recent book Sustainable 
Educational Leadership and the Climate Crisis: Knowledge, Power and Positive Futures (Routledge, 
2025), and my article in Management in Education, I argue that contemporary leadership models (shaped 
by market logics of efficiency, competition, and output metrics), are profoundly misaligned with the 
challenges of the Anthropocene. Neoliberal policies commodify education, privileging entrepreneurial 
futures while neglecting ecological stewardship, civic responsibility, and social justice. As a result, 
schools and universities too often reproduce consumerist subjectivities rather than nurturing planetary 
citizens. 
 
The presentation develops the concept of Stewardship Leadership, positioning the educator as a 
custodian of futures who recognises both the transience of their role and the enduring 
interconnectedness of humanity with the natural world. This model departs from technocratic and 
hierarchical paradigms by foregrounding community engagement, ecological literacy, and ethical 
responsibility. It draws on political ecology and de-growth perspectives to challenge the co-option of 
‘sustainable development’ by neoliberal agendas, and instead emphasises the relational, affective, and 
creative dimensions of leadership. 
 
The talk further explores how arts-based methodologies (including poetry and aesthetic practice), can 
disrupt the dominance of scientism in educational leadership research, opening space for human-centred 
approaches that foreground empathy, imagination, and care. By engaging with thinkers such as Freire, Anders, 
Arendt, and Gadotti, I show how affective and creative practices can cultivate a form of leadership that 
resists domination and embraces the nurturing of hope, solidarity, and planetary care. 
 
In practical terms, the presentation will outline strategies for embedding ecological awareness and 
ethical responsibility into leadership practice: integrating the arts across curricula, prioritising ecological 
and civic education over narrow ‘job capital’, and developing collaborative, context-sensitive forms of school and 
university governance. Such practices encourage students and educators alike to forge deeper 
connections with nature and community, fostering resilience and responsibility in times of climate and 
social crisis. 
 
Ultimately, I argue that educational leadership must shift from the managerial delivery of outcomes to the 
stewardship of futures. This requires courage to challenge dominant narratives, creativity to reimagine 
knowledge and practice, and commitment to cultivating the ethical, social, and ecological capacities of the 
next generation. In doing so, education can become not merely adaptive to crises, but regenerative: capable of 
renewing culture, nurturing justice, and sustaining life on a fragile planet. 
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In light of the accelerating global challenges, including climate change, biodiversity loss, population 
displacement, social dislocation, conflicts over the scarcity of resources, and power struggles between the 
‘Haves’ and ‘Have Nots’, there is a need to transition to zero-carbon lifestyles and to think globally while 
acting locally. All this revolves around the concept of globalised Volatility, Uncertainty, Complexity and 
Ambiguity (VUCA). Re-search shows that genuine progress on sustainability in its widest sense requires 
committed leadership. Yet, few schools meet this challenge. Those who do are often led by headteachers 
already morally engaged with sustainability as a holistic improvement practice. Most leaders, however, 
face competing performative and financial pressures as well as a lack of sufficient knowledge or support. In 
the absence of national frameworks, strategic regional initiatives are essential to advance leadership 
responsibility, agency, and sustainable change. This interpretive case study explores how school leaders 
interpret and enact their learning from a regional sustainability-focused professional development 
programme, and how this process influences their values, sense of responsibility, and leadership practice 
within their school contexts. The initial initiative, implemented across 35 schools in the North East 
Collaborative Authority (NECA), sought to strengthen leaders’ understanding of sustainability, in terms of 
social, economic, and environmental aspects, and to connect these dimensions to holistic school 
improvement and curriculum enhancement. Central to the programme’s design was the view that 
sustainability should not be treated as an additional policy priority but as a foundational principle shaping 
school vision, culture, and pedagogy. Our follow-up study seeks to address the following research 
question: What effect does a short professional development intervention on leadership for sustainability for 
headteachers of schools in the North East of England have on their understandings, values orientation and 
sense of agency? Situated within a constructivist and interpretivist paradigm, the study draws on the concepts 
of system- and life-world. Data are generated through six semi-structured interviews with participating 
school leaders, alongside a regional programme manager, enabling an in-depth examination of their lived 
experiences and interpretations of sustainability within the leadership contexts. The interpretive approach 
privileges participants’ voices, seeking to understand how learning is internalised, reinterpreted, and enacted 
through leadership practices. The paper will set out our findings, exploring how leaders’ values and sense of 
agency shaped their responses to sustainability, ‘why’ they wished to participate and also what barriers they 
perceive. Finally, we will set out the implications for policy, practice, and research. 
 
This research, while closely aligned with the Leadership for Sustainability RIG, contributes to leadership 
theory and practice by illuminating how professional learning centred on sustainability can nurture 
reflective, responsible, and future-oriented leadership. It highlights the potential for regional 
collaboration and value-driven professional development to reposition sustainability as a moral and 
strategic priority in education. 
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Much of an educational leader’s focus is unsurprisingly at the micro-and the meso-levels, as such 
work needs to deal with student, staff and community issues, as well as responding at the 
institutional level to issues of policy and inspection. Yet an increasing number of problems and 
threats are emerging beyond institutions, regions, and even societies, which then impact on these 
levels. Whilst some global effects are now discussed in the educational leadership literature, the 
potential for both societal and existential collapse remains largely untouched. Key is-sues here 
include the failure to understand the complexity of the processes which underly most of these 
threats, and of an educational leadership role which will need to be one of creating the educational 
ethos within which stu-dents/future citizens can acquire the skills, attitudes and values to reach their 
own judgements on such issues. This paper assesses the possibilities of such threats of collapse in 
the present day and in the near future, and the need for educational leaders to become more aware 
of, and to form appropriate responses and strategies to them. It exam-ines the meaning of different 
forms of collapse, surveys the principal causes, and discusses potential responses by educational 
leaders, who are seen as key players in responding to such threats. These responses include 
changes in the certainty of many leadership decisions, in their intellectual focus, in curricular 
coverage, in the spread of expertise and in the degree of institutional hierarchy, and in the nature of 
educational leadership itself. 
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A plaque in Western Iceland commemorates the first glacier which was declared completely lost to 
climate change. It was declared ‘dead’ in 2014 when it was no-longer thick enough to flow across the 
landscape. A letter to the future - the plaque reads: 
 
‘In the next 200 years all our glaciers are expected to follow the same path. This monument is to 
acknowledge that we know what is happening and want needs to be done. Only you know if we did it.’ 
Kotter (2013) points out that leadership is about influencing others, and to drive a vision to enable others. 
Climate conscious leadership can no longer be ignored – ‘only we know’ how to make a difference and drive 
the future vision forward through our leadership to drive change. This qualitative interpretivist case study, 
explores how using coaching and mentoring as learning conversations (Conor and Pokora, (2017), climate 
conscious leadership can be developed through the use of the echo-phase model (Whybrow et al, 2023). 
The study was conducted in educational contexts leading on climate consciousness in the United States. 
The project involved a large number of teacher educators, and the study evaluated how their leadership 
impacted on enabling others to drive the vision of climate consciousness forward through mentoring and 
coaching. Semi-structured interviews were used to conduct the research, and data was transcribed, and 
analysed using Braun and Clarke’s (2006) 6 phase model. Key themes were drawn from the data in an 
inductive way, and it enabled the researcher to unpack the data in depth to draw key conclusions, that the 
use of coaching and mentoring as interventions can impact significantly on collaborative approaches to 
lead on climate consciousness in education. The author aims to unpack the key findings as well as key 
recommendations from the study in this presentation. All participants engaged as volunteers in the 
project, and gave consent, and the BERA (2024) guidance was followed in detail. 
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This paper examines how a whole-school leadership culture can be cultivated in a South African 
township school through a participatory case study involving researchers, teachers, and learners. 
Responding to entrenched challenges in many Global South schooling contexts, the study challenges two 
pervasive myths: that leadership is synonymous with positional authority and that it is the exclusive domain of 
adults. Grounded in a participatory orientation, the inquiry seeks to create generative spaces that foreground 
the voices, experiences, and leadership imaginaries of all stakeholder groups. Framed by Cultural Historical 
Activity Theory (CHAT) and operationalised as a formative intervention, the study conceptualises leadership 
as a dynamic activity system oriented toward transformation, social change, and the cultivation of 
democratic futures. Within this frame, participants function as co-researchers who co-construct 
knowledge, interrogate their conditions, and act as agents of personal and collective development. A 
central imperative is to disrupt the hierarchical power relations that often characterise schooling in the 
Global South by ensuring that each group’s perspectives and practices are valued and systematically 
included. Data generation comprises three interlinked activities designed to surface, critique, and re-
envision leadership practice. First, transect walks, conducted separately with each group, map people, 
structures, spaces, and practices related to leadership, generating participant-created maps and fieldnotes 
while flattening hierarchies by positioning all participants as co-observers. Second, group-specific focus group 
discussions then use these maps as stimuli for reflecting on existing practices, identifying silences and 
inequities, and imagining more democratic alternatives. Third, a culminating “mirror data” workshop brings 
all groups together to encounter, synthesise, and extend one another’s perspectives, fostering collective 
visioning and shared understandings of whole-school leadership. The paper offers methodological and theoretical 
insights into participatory leadership development and demonstrates how collaborative inquiry can disrupt 
hierarchical norms and support the emergence of more democratic leadership cultures in Global South schools. 
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European understandings of the nature of reality have for centuries relied on a static, materialist ontology; 
permanence and ‘things’ are at the core of metaphysics. However, there has been an alternative minority 
world-view (one which has been far more dominant in other cultures) which has always existed alongside 
this, from Heraclitus onwards, which sees the world as constituted from process, a metaphysics of ‘flow’ and 
impermanency. 
In this presentation we will begin by outlining some of the main features of process philosophy, focusing in 
particular on the work of Alfred North Whitehead. His philosophy rests on the notion of the universe being 
made up primarily of the events which constitute processes and that the whole universe is therefore in a 
constant state of flow and change. We extend this metaphysical position by relating it to complexity theory 
and the non-linear and emergent nature of the processes which constitute leaders, leadership and 
organisations. 
 
From this base we then explore the work of Tor Hernes, a professor of organisational studies who has 
explored the ramifications of process philosophy for understanding organisations, characterising them as ‘tangles 
of processes’. We see this as setting the context for the processes of leadership and the embodiment of 
these processes in the shape of leaders. Organisations are seen as constantly emerging through 
articulations and the ‘meaning structures’ which result. 
 
In turn we will consider what this heuristic means for our understanding of leadership within the meaning 
structures which constitute organisations. Leadership in this worldview needs to be radically 
reconsidered as based in events, leading to the necessity of leadership as being highly distributed in nature. This 
recasts formal leaders as important individuals within wide ranging networks who attempt to influence the 
organisations of which they are a part through the articulations they develop and hence their impacts on the 
meaning structures which constitute organisations. 
 
Processual thinking recasts leaders and leadership as embedded processes within the wider context of 
organisations, within constantly emerging contexts. It also begins to consider the degree to which 
Streatfield’s notion of the paradox of control is merely a core aspect of the work of formal leaders as they attempt 
to understand the complexity of the organisations of which they are a part. To conclude we will briefly reflect 
on the impact this approach has on the research designs we use to understand the work of leaders and the 
processes of leadership. 
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Kuwait’s education system has undergone several cycles of reforms since 2005 that are driven by the 
country’s visionary strategic plan and economic goals. Research in the field shows that the reform is more 
driven by a top-down political decision than by reviews and system evaluations. In addition, the ongoing 
changes in policies and regulations have debatably resulted in disruptions as well as improvements in the 
schooling system, mainly in the public sector. The impact of these policy changes on the role and practice of 
school leadership is still understudied. This study aims to analyse the recurrent policy changes and their 
impact on school leaders, the way leaders enact these policies in their schools, and what leadership agency 
looks like in this heavily centralised space. To meet its goals, the study uses Stephen Ball’s policy cycle 
framework and in-depth interviews with 20 school leaders. The policy cycle approach enables a critical 
examination of the context in which policies are developed, the decision-making process and actors, policy 
content and discourse, and policy effect. The inter-views examine the perspectives and experiences of 
school principals in primary and secondary public schools, the way they enact policies and translate them 
into practice, their sense of agency, and their capacity to lead in this changing and strictly controlled 
context. The outcomes of the study reflected 1) complex political and socio-cultural factors affecting 
education policy changes and the whole policy cycle; 2) significant challenges and opportunities for school 
leaders associated with the socio-cultural and bureaucratic context in which they work; 3) various innovative 
dynamics of policy enactment in schools despite homogenised policies; 4) socially and culturally sensitive 
notions of agency, that are particularly relevant to Kuwait and the Arabian Gulf and adaptable to other 
collective societies. 
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Background 
This investigation examined how educators who completed EdD programs in Ireland and the United States 
characterize their experiences during and following their graduate studies for the professional practice 
doctorate, the EdD, and its impact on their leadership practice (Piantanida, 2019). The purpose was to 
understand how the EdD graduates learned and used the skills of scholarly practice in their leadership 
roles as outlined in the Carnegie Project on the Education Doctorate (CPED) program design principles. 
Those principles are equity, ethics, and social justice; constructing and applying knowledge to affect change; 
developing and demonstrating collaboration and communication skills to work with diverse communities and 
to build partnerships; engaging in field-based opportunities; and emphasizing the generation, 
transformation, and use of professional knowledge and practice (CPED, 2009). This study provides 
insights into the impact of EdD programs on preparing leaders to become scholarly practitioners who use 
applied theories and practical research to name, frame, and solve problems of practice. 
 
Research Aim 
This qualitative study’s research question was, How do PK-20 educational leaders who have 
graduated from CPED-influenced EdD programs embody the skills of scholarly practitioners? 
 
Methods 
The snowball sample included over 40 individuals who graduated from CPED-influenced university EdD 
programs—three in the United States and one in Ireland. Participants included individuals from a variety of 
leadership roles in education. Data gathering included transcriptions of each interview. Interviews took 
place via Zoom for approximately one hour each. The interview questions sought details regarding their 
experiences with the six CPED principles during their EdD programs and after graduation as they led in their 
organizations. 
 
Key Findings 
Through narrative analysis (Clandinin, 2006) four themes illustrate how graduates’ learning transformed 
and continues to transform their everyday practice as scholarly practitioners: Equity, ethics and justice 
are prominent throughout their programs and beyond; theory and practice recur in action; engaging others 
in scholarly practice is critical; and generation of new knowledge should impact praxis. For example, 
related to the theme of “engaging others in scholarly practice,” several participants reflected on seeing 
the importance of not only engaging stakeholders, but also in sharing scholarly knowledge with 
stakeholders. Sharing took place in the offering of scholarly articles to colleagues and empowering teams to 
gather data at the workplace. Many of the participants expressed learning how to do this from the 
collaborative exercises done in their EdD cohorts. We will expand on these themes during the 
presentation. 
 
Significance 
The significance of the study is new guidance for educational leadership faculty who prepare educational 
leaders in doctoral programs. This study may inspire other EdD program educators to learn more about their 
graduates to understanding the impact of their EdD program in preparing scholarly practitioners and 
demonstrate the importance of continuous improvement in EdD programs to meet the changing challenges 
educational leaders face. 
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Middle leaders occupy a critical and complex position within schools, serving as conduits between senior 
executives and classroom teachers. This rapidly expanding field of research highlights the pivotal role middle 
leaders play in supporting teacher development, strengthening pedagogical practice and driving school 
improvement. There is limited evidence, however, on how best to prepare middle leaders for these 
responsibilities. 
 
Many middle leaders receive little or no targeted professional development for leadership before stepping 
into the role, often relying on an informal apprenticeship model or learning through experience. While 
research consistently calls for structured leadership development, there is no clear consensus on what this 
should entail. What is evident, however, is the need for programs that extend beyond content and pedagogical 
knowledge to encompass broader leadership capabilities. 
 
This presentation examines outcomes of the [a professional development program for middle leaders], 
offering new insights into how leadership research is informing and supporting middle leaders’ work. Co-
designed and co-delivered by [Authors’ institutions], the program has supported the professional learning of 
more than 500 middle leaders in government schools over three cohorts. 
 
Research is integral to the design, content and enactment of this professional development program, 
building on an evidence-based foundation to examine leadership practices and ensure effective 
professional development. In addition, the program provides middle leaders with training and support to engage 
in a practice-based project, leading and evaluating a change process within their school context. A 
substantial proportion of participants also contribute to longitudinal research and program evaluation, 
providing access to their learning reflections and practice-based projects to support our research into the 
development and practices of middle leaders in Australian schools. 
 
This presentation reports on the analysis of learning reflections and program evaluations from over 230 
participants, building a deeper understanding of middle leadership development. We demonstrate how 
the central focus on research and evidence within the program supports middle leaders’ capacity for 
evidence-informed decision-making, strengthens their ability to lead change, and enhances leadership 
capability overall. Further-more, collaborative research with middle leaders enables continuous improvement of 
the program design, rein-forcing the reciprocal relationship between research and practice. These findings 
have significant implications for how schools and systems conceptualize leadership development—highlighting 
the need for programs that integrate research engagement as a core component of professional learning. 
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The Journal of Cases in Educational Leadership (JCEL) publishes, in electronic format, peer-reviewed 
pedagogical cases appropriate for use in educational leadership preparation and development efforts across 
the globe (see JCEL website). The University Council for Education Administration (UCEA) sponsors this 
journal, building on a long tradition of ongoing efforts to improve the preparation and practice of educational 
leadership (see UCEA). The journal’s editorial team seeks a wide range of cases that focus on timely and/or 
enduring issues germane to educational leadership preparation and development particularly given the 
current turbulent sociopolitical and socioeconomic times around the globe. One of our current goals is to 
increase the usability of JCEL cases. Several initiatives drive our efforts, for instance, in collaboration with 
Sage, we make publicly available themed and timely Special Collections of about five cases for free for 90 
days. The current collection is titled “Political Pressure and Academic Freedom,” which is timely given the 
political conditions in the United States, with ramifications reverberating across the world. Additionally, 
complementary to the Special Collections is the JCEL Jabber podcast, which features one case selected 
from a group of Special Collection cases. These are examples of readily available resources for course 
integration or professional development at the school district level. We believe a session at the 2026 
BELMAS conference will be appealing to both academics and practitioners who will be attending the 
conference. 
 
Therefore, the purpose of this session is twofold: familiarize session participants with JCEL cases and how 
they can be utilized in preparation and development of school leaders; and share guidelines for potential 
authors with the goal of having more international scholars submit cases for consideration for publication in 
the JCEL. Furthermore, we are motivated by scholarship that suggests there is benefit in teaching with 
pedagogical cases. That is, cases give aspiring school leaders opportunities to actively grapple with the 
‘wicked problems’ of practice (Clarke, 2016; Jordan, Kleinsasser, & Roe, 2014; Peters, 2017) in education. 
These efforts and opportunities will help aspiring leaders to develop their skills in: problem solving, analysis, 
decision making in complex situations, and coping with ambiguities (Dunne & Brooks, 2004). Developing 
these skills is congruent with the structure embedded in JCEL cases around the four core elements of a good 
case: context, complexity, ambiguity, and relevance (Fossey & Crow, 2011). During the session, the 
presenters will highlight ways to use cases in university courses and in-service professional development. 
Additionally, we will provide insights to potential authors to successfully submit their own cases to the 
journal. 
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School leaders engaged in the roles of principal and assistant principal are high-pressure positions that 
can be all-consuming (Hayes et al, 2022; Toyama et al., 2022). As per Collie et al, 2020, school leaders’ 
workplace well-being is challenged by various factors. Similarly, the all too-common aspects related to 
principal burnout have been previously studied (Marsh et al., 2022). High-level stressors that surround the 
work responsibilities of educational leaders directly impact their well-being (Kutsyuruba et al., 2024; 
Mahfouz, 2023). The stressful workload that includes the implementation of sometimes restrictive 
educational policies, heavy caseload for instructional supervision of teachers, and sensitive interactions 
with students and parents (Chen et al., 2023; McKay et al., 2022) add to the pressures on these leaders 
daily. Pair these responsibilities with enrollment in a doctoral program, and additional challenges can affect 
the well-being of these leaders (Smith et al., 2024; Wang, 2024). 
 
The purpose of this Workshop is to highlight the voices and experiences of school and district leaders in 
who are enrolled in the same doctoral program in educational leadership in a Hispanic-Serving University in 
the southwestern United States. Four of the presenters will explain the reasons that motivated them to 
pursue a Ph.D., and what keeps them persisting toward degree completion. They will share examples of the 
ways in which they work to sustain well-being efforts that could prove helpful to other school leaders engaged 
in graduate studies. 
 
Then the school leaders’ major professor will share and discuss the elements of a mentoring model that is 
based on the work shared by the school leaders in the previous section. The model will elaborate on the key 
concepts of authentic cariño (care) as posited by Curry (2021), love as framed by Rodríguez (2016), and 
mutual respect as discussed by Vähämäki, Saru, & Palmunen (2021). The mentoring model supports the 
development of school leaders as scholars through a supportive and inclusive manner (Dinsmore & Roksa, 
2023). 
 
The wellbeing strategies shared by the presenters may assist other school leaders enrolled in doctoral 
programs to find supportive mentors (Beausaert et al., 2024) to guide them in their academic journeys 
through doctoral education (Joseph-Richard & McCray, 2025). Some helpful strategies that will be shared by 
the school leaders in the following section of this Workshop include 1) cultivating supportive relationships; 
2) asking for assistance with specific tasks; 3) engaging in quality time for family; and 4) giving yourself 
grace. 
 
The workshop presenters will provide guided opportunities for reflective practice for those in attendance 
based on the key elements shared in the discussion. The educational significance of this session centers 
on the recommendations that the practitioners will share to guide other school leaders seeking to sustain 
physical and emotional well-being, and who seek to maintain better balance between their demanding 
responsibilities as school leaders, family members, and doctoral students. 
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Transformative principals prioritize social justice at the core of their work, assembling equity-focused 
leadership teams that work collaboratively to ensure rigorous, nurturing learning environments for every 
student. They realize that this work is complex and requires the involvement of various types of leaders 
working at different layers of the school structure. One way that these leaders maximize their equity “muscle” 
is by lever-aging the transformative potential of their assistant principals (APs). When engaged as true 
leaders, and when given the training, support, and agency they need to act transformatively, principals 
activate a critical catalyst for change. Given their close proximity to academic, attendance, and discipline 
concerns, APs can model and develop in faculty inclusive dispositions and practices, and support the use of 
evidence-based practices to re-engage struggling and underserved students and families. As they often have 
their fingers on the cultural “pulses” of their schools, they can act as valuable conduits of information 
needed by their leadership teams in planning professional development and policy revisions. However, 
many APs are underutilized and under-developed by principals who hold outdated conceptions of the 
position, using it mainly as a catch-all for supervisory duties and meting out discipline; the lack of agreement 
about the role in the educational leadership field has contributed to inconsistencies in their utilization. In 
fact, APs who are relegated to low-level management roles, and who do not receive the mentoring and 
opportunities needed to advance their skills, often do not remain in their positions for long; they have 
disproportionately higher attrition rates than do principals. Instability in the position can be highly disruptive 
to schools, interfering with improvement initiatives, morale, and principal succession. However, despite their 
growing numbers and an increasing acknowledgment in the field of their potential contributions to school 
improvement, relatively little research exists around best ways to utilize, prepare, and retain APs. This 
qualitative study offers firsthand perspectives from four early-career APs who were employed for fewer than 
three years at primary and secondary public schools in the northeastern U.S. who volunteered to participate 
in a year-long AP Inclusive Excellence fellowship. The fellowship was designed to support participants’ self-
efficacy as transformative leaders and to explore their practical needs and experiences as relatively new APs 
achieved through group sense-making and social justice practices that are the basis of transformative 
leadership and adult learning theories. Their testimonies illustrate how APs can and often do promote 
equitable practices despite the challenges and compromises of “leading from the middle”. Perhaps most 
importantly, participants reveal their perceptions around how specific principal attitudes and practices 
impact their self-efficacy and job satisfaction. This information is presented in the context of the most recent 
literature around common experiences and needs of APs and best supervisory practices. This presentation 
will be of interest to conference attendees who are interested in social justice school leadership and in 
discussing how APs are prepared, hired, and, utilized throughout various countries, including both the 
challenges and successes that have impacted their ability to influence inclusive, responsive practices in their 
schools. 
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The school leader has a central role in promoting students’ success, learning, and achievements and in 
designing their values and attitudes (e.g., Berson and Oreg, 2016; Day et al., 2016; Wu & Shen, 2022). 
However, only a few studies have addressed the effect of principals’ empowering leadership (EL) on student 
outcomes or attitudes (Alotaibi et al., 2020; Author, 2025). The present study seeks to answer the main 
question of how school principals as empowering leaders affect students’ aggressive attitudes. The main 
argument is that empowering school leaders affects students’ aggressive attitudes through the homeroom 
teachers’ beliefs and practices; empowering leadership will positively affect homeroom teachers’ self-efficacy, 
which, in turn, will positively affect classroom climate, which emphasizes values of justice and support—
students’ perception of receiving support from educational staff and their willingness to seek help when 
they feel respected by teachers. Furthermore, homeroom teachers’ self-efficacy and classroom climate will 
positively affect students’ sense of safety at school and negatively affect their attitudes toward aggression. 
Aggressive attitudes have been identified as a serious problem in schools that needs to be prevented 
before violence or serious future consequences result (Blanken-stein et al., 2018; Jiménez and Estévez, 2017). 
Further, homeroom teachers play a central role in the educational system, serving as a vital link between 
students, parents, teaching staff, and school leadership. Beyond their for-mal teaching responsibilities, they 
act as educational leaders and provide emotional support, guiding students in their personal, social, and 
academic development (e.g., Sapir & Mizrahi-Shtelman, 2024). 
 
The study sample included 317 homeroom teachers of 7th–9th grades, 504 teachers, and 6,589 students 
from 64 Arab schools. Multilevel structural equation modeling showed that principals’ empowering 
leadership positively affects homeroom teachers’ self-efficacy. Self-efficacy was positively associated with 
both a supportive and just classroom climate and students’ sense of safety, while it was negatively 
associated with students’ attitudes toward aggression. Additionally, a supportive classroom climate was 
found to positively influence students’ sense of safety, which, in turn, was negatively associated with their 
attitudes toward aggression. 
 
The findings underscore the pivotal role of principals’ empowering leadership style in shaping a positive 
school environment, enhancing homeroom teachers’ self-efficacy, and reducing students’ aggressive 
attitudes through improved feelings of safety. Therefore, principals should intentionally adopt empowering 
leadership practices to indirectly cultivate safer and more respectful classroom environments through their 
influence on homeroom teachers. Further, the findings highlight the crucial role of homeroom teachers as 
significant educational leaders and as mediators between school leadership and students’ attitudes (Author, 
2025; Oved & Raichel, 2025). Policymakers should focus on promoting the professional and personal 
development of homeroom teachers, with particular emphasis on strengthening their self-efficacy, 
fostering an emotionally supportive classroom climate, and deepening their understanding of classroom 
processes that influence adolescents’ attitudes toward aggression. 
 
Finally, the study contributes to the development of intervention programs aimed at reducing supportive 
attitudes toward aggression before they manifest as violent behavior. Thus, homeroom teachers, together 
with empowering leadership practices, play a key role in decreasing aggressive attitudes and preventing the 
emergence of violent behaviors. 
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The study aimed to determine the extent to which practitioner participation in collaborative enquiry predicts 
measurable school improvement outcomes and whether perceived systems leadership support moderates 
this relationship. 150 conveniently sampled practitioners from Abu Dhabi schools, including teachers, 
department heads, headteachers, assistant headteachers, and cluster managers, participated in the study. 
They completed a semi-structured questionnaire adapted from the Professional Learning Community (PLC) 
Assessment and the Professional Learning Communities Assessment–Revised (PLCA-R). The instrument had 
an excellent reliability (Cronbach’s α = .959). 
 
Results uncovered a statistically significant correlation between participation in collaborative enquiry and 
school improvement outcomes (Spearman’s ρ=.736, p<.001) and confirmed the significant impact of the 
independent variable (B=0.72, t(148)=14.81, p<.001). PROCESS (Model 1) analysis revealed that both 
participation in collaborative enquiry (B=0.34, p<.001) and perceived leadership support (B=0.44, p<.001) 
independently predicted school improvement outcomes. However, the interaction between participation and 
leadership support was not statistically significant (B=−0.09, p=.085). 
 
In conclusion, school practitioners who engage in collaborative enquiry report significantly better school 
improvement outcomes with or without leadership support. Embedding collaborative enquiry into 
institutional policy is essential to sustaining the school improvement efforts. 
 
Keywords: Collaborative Enquiry, School Improvement, Systems Leadership, Professional Learning 
Communities 
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This proposal is based on a chapter for an edited book Understanding Educational Leadership. It is 
included in the section The Practice of Educational Leadership. The aim is to provide leaders with options 
for developing people. 
 
We propose three approaches or lens for developing people: human resources; professional learning; and talent 
management. While they can be conceived as separate approaches they also overlap. Our 
methodology is based on our own research in several international networks and a literature review on 
human resources and professional learning from the educational and business literature. 
 
The human resource approach encompasses a systematic approach to developing people within an 
organisational setting. It offers conceptual frameworks that can provide a formal, rational and structural 
perspective to support and impact on the development of people. To put this into practice, we offer Road 
Map for Teacher Quality. The framework is based on six key HR functions: career aspiration; teacher 
preparation; sourcing quality teachers; induction/socialisation; human resource development; and 
performance management. These are key stages in a teacher’s journey. We unpack each stage and show 
how leaders can lead and manage the journey through strategic interventions. Underpinning this are a 
leader’s influence on culture, renumeration, working conditions and motivation. 
 
The second approach is professional learning. This includes of a range of formal and information activities and 
opportunities. We propose Four Guiding Questions for Leading Professional Learning: 1. What to learn? 2. 
How to learn? 3. From whom to learn? 4. What is the role of school leaders? What learning is worthwhile for 
teachers and leaders focuses on content and pedagogy. Professional learning is embedded discipline 
knowledge (content) and professional learning is embedded in classroom experience (pedagogy). Schools will 
balance individual and organisational needs. In determining how to learn, leaders will consider the level of 
learning, what is current, best and next practice, adult learning principles, stages of learning, and 
methodology design. From whom to learn will include experts, peers, authoritative sources, teacher 
leaders, mentors and coaches, student voice and AI. The role of leaders is to create a relational work 
environment, develop structures for learning, create and maintain a learning culture, build a learning 
community, and help teachers move from theory to practice. The third approach is talent management. 
Used extensively in business, the talent management approach has recently been adopted in education. 
It focuses on the attraction, selection, development, deployment and retention of quality teachers and 
leaders. It involves a comprehensive set of practices that foster and maximise the potential and 
performance of teachers and leaders. Leaders will build teacher and leadership capacity by adapting a 
talent management mindset and strategy. While attempting to attract quality teachers is important, a talent 
management strategy will adopt a ‘grow your own’ approach. 
 
In the presentation we will explore key features, benefits and disadvantages of each approach. It will also 
include the differences and overlap of each approach. All three approaches build capacity. 
 
 
 
 
 
 
 
 
 
 
 



BELMAS 2026 

Page | 132 

Leadership identity development using a multi-domain approach: A teacher 
education case study from a South African university 

 
Saturday, 4th July - 14:05: Session 4C - Leadership Development (Pembroke Suite) - Theatre - Abstract ID: 100 

 
 
Prof. Callie Grant (Rhodes University) 
 
Leadership preparation and development in educational contexts is often left to chance. In schools, 
particularly in the global South, leadership preparation and development often relies on ad hoc, external 
assistance and tends to focus primarily on principal preparation. Leadership preparation of teachers 
and the youth is seldom a feature of the leadership preparation and development research agenda. 
Consequently, some authors have argued that leadership preparation and development be 
reconceptualised as a comprehensive and inclusive whole-school leadership endeavour. ‘Leadership 
Education’, this paper argues, must consciously be built into the formal curriculum, both in schools and in 
teacher education. The particular focus of this paper is teacher education at both the undergraduate and 
postgraduate levels. At the university where I am employed, I introduced a “Leadership Education” course into 
the fourth year of the B Ed degree in Foundation Phase teaching and into a postgraduate qualification. The 
course was informed by the work of US-based Clapp-Smith and her colleagues, and their identity-based, 
multi-domain approach to leadership development. More specifically, the course involved a series of 
integrated in-class exercises which focused on developing four components of leadership identity in the 
creation of a leader identity narrative. The four components comprised leadership meaning, strength, 
levels (personal, relational and collective), and integration of domain-specific sub-identities. Thus far, two 
cohorts of undergraduate, and one group of postgraduate students have participated in this ‘Leadership 
Education’ course at my university. 
 
Designed as a multi-case study, the research on which this paper draws, was guided by the question: How 
useful (or not) is the multi-domain approach in promoting the leadership identity development of university 
students at the undergraduate and postgraduate levels, particularly in global South contexts? Data were 
generated through individual surveys and focus group interviews with participating students. The paper 
provides a brief overview of the leadership identity development course and presents qualitative evidence 
about the course’s usefulness in achieving its desired outcome: that of developing student leadership 
identities. The paper’s unique contribution is threefold: it offers insights into the take-up of the course at 
undergraduate and postgraduate levels; it provides the opportunity for a comparative analysis of global North 
and South contexts; and it considers the contextual relevance of the exercises for the global South context. 
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The role of psychological capacities in leadership preparation and development has gained increasing attention 
within contemporary scholarship, particularly as leaders confront heightened complexity, ethical tensions, and 
organisational uncertainty. Among these capacities, willpower, understood as the self-regulatory ability to 
initiate, sustain, and complete goal-directed action, offers a vital yet underexplored construct for 
understanding how leaders function across diverse contexts. This research positions willpower within 
established leadership theories to demonstrate its relevance to leadership development in education and 
beyond. 
 
Within Transformational Leadership theory, willpower closely aligns with the leader’s capacity for 
idealised influence and inspirational motivation. Transformational leaders must sustain clarity of 
purpose, model ethical persistence, and maintain focus under pressure, all of which rely on strong self-
regulatory capabilities. Willpower enables leaders to uphold their values and commitments even when 
confronted with resistance, thereby strengthening the relational trust that transformational leadership 
depends on. 
 
Similarly, Distributed Leadership theory, which emphasises leadership as a shared organisational practice, 
re-quires individuals at multiple levels to demonstrate initiative, resilience, and disciplined follow-through. 
Distributed leadership depends on widespread self-regulatory competence, as leadership becomes a 
collective responsibility rather than a positional one. Willpower thus emerges as a foundational resource that 
enables leaders across the organisation to engage constructively, manage competing demands, and align 
their efforts with collective objectives. 
 
Insights from learning sciences further reinforce the developmental nature of willpower. Self-Regulated 
Learning (SRL) Theory highlights metacognition, strategic planning, and self-discipline, dimensions strongly 
associated with willpower. The parallels between SRL and leadership behaviour suggest that willpower can 
be intentionally cultivated through leadership preparation programmes that emphasise reflective practice, 
goal-setting, and deliberate persistence. 
 
From a psychological standpoint, frameworks such as Ego-Depletion Theory and Psychological Capital 
(PsyCap) illuminate the dynamics of willpower as both a limited resource and a developable strength. Ego-
depletion research shows that self-regulatory capacity can be strained by cognitive and emotional demands, 
underscoring the importance of preparing leaders to manage stress, conserve cognitive energy, and recover 
effectively. The PsyCap construct, (hope, efficacy, resilience, and optimism), complements this by 
illustrating how psychological resources reinforce sustained effort and adaptive leadership behaviours. 
 
Leadership Identity Development (LID) theory further positions willpower as a driver of how individuals 
internalise and enact their leadership identity. The development of agency, purpose, and responsibility 
requires repeated acts of self-regulation, persistence in the face of challenges, and reflective engagement 
with successes and failures. Findings from the cross-cultural phase of this research indicate that cultural 
norms significantly shape how willpower is understood and expressed, highlighting the need for culturally 
responsive approaches to leadership development. 
 
Taken together, these theoretical perspectives underscore that willpower is not merely an individual trait but 
a contextually mediated, developable leadership resource. By linking willpower to transformational, 
distributed, and identity-based leadership models, this research argues for its explicit inclusion in 
leadership preparation and development programmes, particularly for educational leaders tasked with 
sustaining ethical action, strategic focus, and resilience in complex environments. 
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“‘Please Can We Come Back?’ Creating Innovative Support Spaces for New and Aspiring Head 
Teachers Beyond Into Headship” explores the development of an alumni support network designed to 
extend the professional learning, collegiality and critical engagement fostered through Into Headship, 
Scotland’s mandatory headship preparation programme since 2020. While Into Headship provides a 
rigorous, research-informed and highly supported route into headship, feedback from participants 
indicated a sense that important elements of their professional learning were no longer present once the 
formal programme concluded. Participants re-ported missing not only the structured academic reading and 
opportunities for scholarly engagement, but also the peer cohort experience - regular spaces in which to 
discuss, debate and problematise educational issues with others who understood the complexities of early 
headship. Many graduates expressed a desire to “come back,” signalling a gap between formal qualification 
and the ongoing reflective, relational and intellectual support that new school leaders require. 
 
In response, we designed and launched an innovative alumni network at our Institution, aimed at sustaining the 
core principles of Into Headship - collaborative learning, evidence-informed practice, and critical 
professional dialogue - beyond the boundaries of the programme. This paper outlines the rationale behind 
establishing the network, grounded in both participant feedback and the wider literature on leadership 
socialisation, early-career headship, and the emotional and intellectual demands of school leadership 
post-headship qualification. We argue that while Into Headship prepares candidates for headship, the 
realities of practice can generate new forms of vulnerability and professional isolation that necessitate 
continued, thoughtfully structured support. The paper details the design and implementation of the alumni 
network. Developed collaboratively with graduates, the network combines online and in-person modalities to 
maximise accessibility and maintain momentum. Key features include themed discussion groups anchored 
in current academic literature; facilitated problem-posing and inquiry sessions; networking events 
centring on shared dilemmas of practice; and a book group to continue the programme’s commitment to 
research engagement. Particular attention was given to preserving the ethos of Into Headship - spaces 
characterised by trust, criticality, and professional generosity - while allowing alumni to shape the 
evolving structure of the network. 
 
Evaluation data gathered during the early stages of operation demonstrated strong engagement and affirm 
the value of creating such a space. Participants reported renewed confidence, reduced isolation, and 
strengthened professional identity. Many emphasised the importance of having a sustained forum in which they 
could share leadership challenges, discuss ideas, draw on research, and maintain relationships that had 
been central to their Into Headship experience. Feedback also highlighted that the alumni network 
provided an important counterbalance to the operational pressures of school leadership, enabling space 
for reflection, deep thinking, and community. 
 
The paper concludes by outlining next steps, including broadening the network’s reach, and embedding 
alumni voices more systematically within the national leadership development landscape. In doing so, we 
argue that extending learning beyond qualification is not an optional enhancement but an essential 
component of sup-porting Scotland’s emerging school leaders to thrive. 
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Situated within critical educational policy and leadership studies, this study investigates how school 
principals’ social justice leadership (SPSJL)—considered a multidimensional construct that integrates 
justice, care, and critique—shapes school effectiveness in structurally marginalized K–12 systems. Based on 
upper echelons theory, the study conceptualizes SPSJL as a value-driven leadership orientation that impacts 
internal school processes, and investigates the mediating role of teachers’ collective efficacy (TCE) in 
connecting principals’ SPSJL to school mindfulness and teachers’ affective and continuance commitment. 
Focusing on Arab minority schools in Israel, an endogenous national minority system characterized by long-
standing educational inequities, underfunding, and political underrepresentation, the study addresses 
how equity-oriented leadership operates in a divided and structurally constrained context. Survey data 
were collected from 1,076 teachers working in 91 randomly selected Arab minority schools, who completed 
standardized scales measuring SPSJL, TCE, school mindfulness, and affective and continuance 
organizational commitment. Indices of within-school agreement and between-school variance 
supported the aggregation of teacher responses at the school level. Structural equation modeling was 
employed to test direct and indirect pathways from SPSJL to the three school effective-ness outcomes via 
TCE. Model fit indices indicated an acceptable fit, and bootstrapped confidence intervals were used to estimate 
the significance of indirect effects. SPSJL was positively associated with TCE and, through TCE, with higher 
levels of school mindfulness and stronger teacher affective and continuance commitment. TCE partially 
mediated the relationships between SPSJL and each outcome: teachers in schools with higher perceptions of 
social justice leadership reported stronger collective beliefs in their capacity to improve student learning 
and discipline, which in turn related to more mindful organizational practices and more stable, 
emotionally engaged staff. These findings indicate that equity-oriented leadership shapes school 
effectiveness primarily through an internal collective efficacy process, rather than directly. 
Conceptually, the study advances social justice leadership research by empirically modeling SPSJL as a 
second-order construct that integrates justice, care, and critique and demonstrating that its influence on 
school mindfulness and teacher commitment operates through TCE. It extends upper-echelon perspectives 
on school leadership by showing how principals’ value orientations are translated into school-level conditions 
via teachers’ shared beliefs. The study offers a contextually grounded, process-based account of school 
improvement in structurally marginalized systems, contributing to critical educational policy and leadership 
debates on equity and effectiveness. Practically, the findings underscore the importance of leadership 
preparation and policy frameworks that explicitly develop principals’ social justice and culturally 
responsive capacities and provide them with tools to cultivate collective efficacy, mindful organizational 
learning, and sustainable teacher commitment in disadvantaged school systems. 
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This presentation explores middle leadership development and impact at a single independent school in 
re-gional Victoria, Australia. There is an emerging understanding that the agency of middle leaders has an 
impact on their ability to practice effective leadership (De Nobile, 2018). Similarly, empirical studies are suggesting 
that middle leadership outcomes have greater impact when the middle leader is able to practice effective 
leadership as opposed to effective management (De Nobile, Lipscombe, Tindall-Ford & Grice, 2024). Here, 
effective middle leaders are positioned to be conduits between vision and implementation rather than 
between senior leaders and teachers. 
The study was undertaken at the senior campus of a large independent, regional K-12 (3-years-olds to 18-
year-olds) school where perceptions were sought from middle leaders in curriculum, pastoral, and 
specialist roles, as well as senior leaders who work at the school’s senior campus (14-year-olds to 18-year-
olds). The school was selected because it was conducting targeted middle leadership capacity building 
interventions as part of their strategic plan.  
 
Using an epistemological interpretivist view, this qualitative study investigated two research questions: 
How do middle leaders at this school evidence the development and impact of their leadership? 
In what ways do senior leaders at this school facilitate middle leadership capacity building? 
 
Using case study methodology and in-depth, semi-structured interviews as method, data was collected using 
an iterative approach over four phases. Phases one to three collected interview data from middle leaders. 
Senior leaders were interviewed in phase four. Each data collection phase was informed by findings from the 
previous iteration. 
 
Findings suggest four key ideas: middle leaders develop leadership capacity through doing, successful middle 
leaders operate in a culture of senior leadership support where roles and responsibilities are well 
defined, middle leaders experience success when they have autonomy in enacting the role, and prior 
experience is key to middle leadership preparation. These findings speak to the case school’s culture of 
professional growth and an organisational chart which is designed to allow middle leaders to work 
laterally across the hierarchy to support student outcomes. 
 
The findings of this study suggest that these leaders have the ability to shape ways they enact the role, 
which in turn has a relationship with strategic work of middle leaders (Crane & De Nobile, 2014; Gurr & 
Drysdale, 2013). That is, having autonomy to enact the role has positive implications for important strategic 
work. Middle leaders in this study have high levels of autonomy and therefore have the scope take ownership 
of their own leadership work and make direction setting decisions for their domain. Findings from this study 
suggest that leadership impact is synonymous with success; middle leaders in this study were able to be 
successful in actively practicing leadership when they had both structural and cultural support to do so. Both 
organisational structural elements (such as sufficient time allowance, role design, and building meeting time 
into the timetable) and cultural elements (such as high levels of trust, mentorship, and rigorous recruitment 
processes) have implications for successful middle leadership in schools more broadly. 
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This study explores the leadership experiences, professional development, and challenges faced by Deputy 
Heads in middle/secondary state and secondary church schools in Gozo. It focuses on the support and 
training available to them, their influence on school culture and climate, and the obstacles they encounter 
in carrying out their responsibilities. A qualitative methodology was employed, using semi-structured 
interviews with Deputy Heads. Thematic analysis was used to identify key patterns and insights within the 
data. 
 
The findings reveal that while some formal training is provided, much of the Deputy Heads’ learning occurs 
informally through practical, on-the-job experience. Access to professional development varies significantly 
between institutions, and many participants reported the absence of structured mentoring. Common 
challenges include limited time, heavy administrative workloads, crisis management, and addressing 
students’ behavioural and emotional needs. Despite these difficulties, Deputy Heads contribute 
significantly to fostering a positive school climate, supporting staff, and ensuring policy implementation. 
Notable differences between church and state schools were identified, especially in relation to decision-
making power and access to resources. 
 
This research contributes to the field of educational leadership by underscoring the importance of targeted 
professional development and stronger support structures for Deputy Heads. The study recommends the 
introduction of formal mentoring programs, enhanced training in student well-being and crisis management, 
and clearer role definition within school hierarchies. These measures could greatly improve Deputy Heads’ 
effectiveness. The study offers practical recommendations for policymakers and school leaders to better 
support Deputy Heads in their leadership roles. 
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In the last ten years, secondary schools in Kazakhstan have undergone intensive reforms, driven by 
national modernization priorities in curriculum, assessment, teacher professional development and other key 
areas. As a Central Asian country with a highly centralized educational system, Kazakhstan provides a 
distinctive context for examining the dynamics of reform. These reforms have reshaped the structures and 
expectations of schools, yet research has largely concentrated on teachers and principals as the primary 
agents of change. Far less attention has been given to Heads of Departments (HoDs), who occupy the only 
formally recognized positional middle leadership role in Kazakhstani secondary schools and whose 
contribution to reform implementation remains underexplored. This gap contrasts with international 
literature, which highlights the significant role of middle leaders in mediating reform, translating national 
policies into departmental goals and everyday classroom practices. 
 
Situated within a broader doctoral study on HoDs’ leadership identity construction, this paper focuses on the 
role of HoDs as middle leaders and how it is perceived by teachers, senior leaders, local educational 
authorities, and HoDs themselves. Framed by the lens of leadership identity construction theory by DeRue 
and Ash-ford (2010) the study examines the perception and enactment of middle leadership in Kazakhstan’s 
secondary schools. The research employed a qualitative embedded multiple case study design, combining 
semi-structured interviews with 20 participants, analysis of job descriptions, national policy documents, and 
non-participant observations. 
 
The findings indicate that HoDs occupy a mediating position, navigating multiple roles and balancing 
diverse responsibilities. While the contribution is increasingly acknowledged by senior leaders and local 
authorities, they continue to be regarded primarily as teachers rather than positional leaders within the 
organizational hierarchy. Nevertheless, expectations of them remain high. The analysis identified three 
central themes. HoDs are expected to demonstrate deep knowledge of national policy documents and translate 
these into meaningful and actionable guidance for teachers. They are also positioned as advocates 
representing teachers’ voices to senior leaders and local authorities. They are tasked with supporting 
colleagues’ professional development, and critically, guiding them through the rigorous and demanding 
state teacher attestation (appraisal) process. Despite clear job descriptions, unclear boundaries between 
teaching and leadership, combined with a lack of financial incentives, undermine HoDs’ capacity to drive 
reform and position them as teachers rather than leaders. 
 
This study contributes to the understanding of positional middle leadership in centralized educational 
systems and reform-intensive contexts. By adopting a multiple-source, multiple-perspective approach it 
provides a richer and more nuanced understanding of how HoDs enact and are perceived in their leadership 
roles. 
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There is increasing scholarly recognition of the crucial contribution that school middle leaders make to 
learning and teaching due to their close proximity to classroom practice and their nurturing of a 
productive learning culture for children, young people and colleagues. But how do middle leaders prepare 
for this important role and in what ways do they continue to develop their leadership practice when in 
post? This paper will share key findings from an empirical doctoral study which explores the experiences 
and perspectives of secondary school middle leaders regarding their leadership development within the 
Scottish context. 
 
Scotland’s secondary schools have a well-established tradition of including formal middle leadership posts 
within school leadership structures. Initially, opportunities for school leadership development in Scotland 
largely focussed upon the preparation of Headteachers (School Principals). However Scottish policy 
documents and national guidelines now recognise the multiple ways that leadership is enacted within 
schools and promote leadership development throughout the teaching career. 
 
Drawing from a participant sample of secondary school middle leaders with varied levels of experience, this 
study explored their unique perspectives and experiences of leadership learning to identify strategies and 
approaches that are available and helpful within Scotland. Qualitative data were gathered through online 
semi-structured interviews and a focus group discussion and analysed using a process of thematic analysis. 
 
Consistent with previous studies, analysis reveals the impact of context upon the roles and 
responsibilities of middle leaders in Scotland and the range and quality of the available opportunities to 
develop their leadership. Some distinct stages of middle leadership development are identified in this 
participant sample: Aspiring, beginning and developing in middle leadership, each of which has differing 
leadership learning needs. This supports previous studies that highlight the need for an individualised 
approach to middle leadership development. Analysis revealed that, increasingly, those aspiring to school 
middle leadership in Scotland now actively seek knowledge, skills and experience that will equip them for 
the role. It also found that they are often sup-ported in their efforts by experienced, established middle 
leaders, thus illuminating the potential impact of middle leaders in nurturing and supporting the 
development of the next generation of school leaders. Leadership development opportunities for those 
beginning or developing in middle leadership were fewer, but opportunities for middle leaders to support each 
other through peer support networks, coaching, mentoring and critical friendship were identified as helpful 
where available. Findings thus surface the need for earlier, more intentional and research-informed 
development of school leadership capacity. 
 
This paper proposes further work at national level to ensure consistency of access to quality middle leader 
development, and to enhance understandings of the developmental potential of national requirements such 
as the annual professional review and development dialogue. It is hoped that this paper will offer insights into 
practice within the Scottish context and will contribute to debate among academics, school leaders, 
policymakers, professional learning providers and university educators regarding leadership preparation and 
the learning and development of school middle leaders. 
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There is a growing body of literature concerned with the reshaping and reconstitution of school systems 
including how the simultaneous centralisation and decentralisation of educational policy and decision-
making impact long-standing middle tier government structures (Greany, 2015; 2022). In addition, much 
research has been undertaken to explore the evolution of academy schools and formal groupings of such 
schools known as multi-academy trusts that is revealing of the complexities of the English school system 
(e.g., West and Bailey, 2013) but also the space that has been created for new actors and networks to 
emerge, operate and capitalise (Ball, 2008; Ball and Junemann, 2012) in this disintermediated space. It is 
within this area of research that this paper is located through a focus on Area-Based Education Partnerships 
(ABEPs), structures that have, in the current context, become important sites for the delivery of education 
policy and school improvement at the local level of the English school system but have hitherto received 
little scholarly attention. 
 
The paper draws on data from the ABEP Study (2023-2024) and focused on ABEP activity across different 
regions of England. The research employed a mixed-methods, multiple case design (Stake, 1995) involving 
eight established partnerships located in a diversity of localities serving rural, suburban and inner-city 
communities. Data generated included an initial survey of senior local government officials followed by case 
studies that en-compassed documentary analysis and semi-structured interviews with key actors from each 
of the eight ABEPs. This paper draws specifically on the interview data from this research. 
 
The paper extends the work of Lubienski (2014) and his use of ‘disintermediation’ by arguing that these 
partnerships are a form of ‘reintermediation’ that have evolved as a consequence of the disintermediation of 
the middle tier of local government oversight of school provision (particularly improvement) in England. The 
analysis also advances current thinking on school-to-school collaboration, an area of the field that has been 
critiqued for lacking in critical and contextual insight (Author, 2021), through the development of new insights 
into the national and local policy conditions that have at once facilitated and created barriers to these 
education partnerships. To do this, the paper draws on thinking from policy sociology to interpret and situate 
ABEPs within a wider (global) discourse surrounding the state and its role (and capacity) to provide universal 
education provision. In doing an argument is presented that the emergence and formation of ABEPs are an 
encapsulation of the distinction that Dale (1989) makes between the state and government (policy) and 
revealing of the (unintended) influence and implications of the global policy trend towards state repurposing 
(Jessop, 2013) and rescaling (Dale, 2006). The paper builds on and extends current thinking around the shift 
away from state control of the public sector (Lubienski, 2016) and how schools (and local actors) are 
responding and adapting to the withdrawal of state-funded school improvement services (Simkins et al, 
2015). Deliberations on the wider implications of such acts of agency amongst public sector actors within the 
context of shrinking state provision are also put forward. 
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The substantial influence that educational leaders exert on student learning outcomes has led principals 
to increasingly orient their role toward instructional improvement (Leithwood & Louis, 2012). This shift has 
re-quired the development of instructional leadership capacities rather than the predominance of managerial and 
transactional responsibilities that do not prioritise teaching and learning processes (Thessin, 2019; 2021). 
The district level plays a critical role in building such capacities through ongoing supervision of principals, aimed at 
strengthening teachers’ pedagogical practices by means of classroom observation, continuous feedback, 
modelling, and structured reflection (Honig, 2012; Honig & Rainey, 2019). This work implies moving away 
from traditional supervision focused on compliance and control, and instead fostering what Honig (2012) 
defines as ‘joint work’: a collaborative and reflective engagement between supervisor and principal to 
examine practices and address emergent challenges in teaching, thereby expanding opportunities for 
learning and professional growth. 
 
This study examines the pedagogical supervision process for school leadership teams implemented at the 
dis-trict level within the framework of Chile’s New Public Education reform (NEP). Since 2018, Chile has 
undertaken a large-scale reform of its public education system, transferring educational administration from 
municipalities to the newly created Local Public Education Services (SLEPs). Although the transition has been 
highly complex, emerging studies highlight preliminary positive results regarding SLEPs’ efforts to strengthen 
pedagogical management in schools (Sanfuentes et al., 2025; Vanni et al., 2024). This paper analyses the 
conditions and effects of the supervision model carried out by one SLEP on the leadership teams of the 
schools under its jurisdiction. Drawing on data collected through in-depth interviews with principals (n=20), SLEP 
authorities (n=8), and SLEP supervisors (n=6), as well as 95 hours of observation of supervision meetings with 
school leadership teams (34 meetings), the study identifies the main achievements and challenges 
associated with the implementation of this supervision model for pedagogical improvement. 
 
The findings suggest that the model has been sustained through the cultivation of reflective practice, 
collaborative work, and relational trust between supervisors and school leaders. This paper examines 
the process by which the SLEP has developed this model of instructional leadership supervision, with 
particular emphasis on the concept of job crafting. Job crafting is defined as “a creative and improvised 
process that captures how individuals locally adapt their jobs in ways that create and sustain a viable 
definition of the work they do and who they are at work” (Wrzesniewski & Dutton, 2001, p. 180). It entails 
reshaping the task boundaries of a role—both cognitively and in practice—as well as its relational boundaries 
(Lazzara et al., 2018; Zhang & Parker, 2018). Our study identifies several interpersonal and organisational 
conditions that become critical for crafting this new supervisory role within the particularly demanding 
institutional context of educational reform: professional autonomy, contextual adaptation, and 
emotional containment (Dale & James, 2015; James, 2010). 
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Middle-tier organisations—such as districts and subnational offices—have become increasingly central 
to school improvement and educational change (Anderson et al., 2010; Honig, 2004; UNESCO, 2024). 
Yet their work is marked by persistent tensions, including misalignment between institutional design and 
the practical authority actors hold (Bell, 2025), and compliance-oriented policy environments that restrict 
professional judgment (Fullan & Quinn, 2016). These challenges intensify in the Global South, where the 
middle tier remains understudied despite operating in contexts of decentralisation, institutional 
inequality, and resource scarcity that shape everyday decision-making (Asim et al., 2023; Bell, 2025; Rivas, 
2023). Together, these tensions point to a leadership–agency paradox in which middle-tier actors are 
expected to lead improvement while operating under constrained institutional conditions. 
 
To explore this, the paper examines the leading practices of Chile’s new public middle-tier institution—the 
Local Public Education Service (SLEP)—focusing on how its actors lead the territorial implementation of the 
New Public Education Reform (NEP) by translating policy guidelines into the diverse realities of schools 
undergoing structural change. The study draws on the Theory of Practice Architectures (Kemmis et al., 2014) , 
which under-stands leadership as a social practice constituted through interconnected sayings, doings and 
relatings shaped by cultural-discursive, material-economic and social-political arrangements (Wilkinson, 
2021) . This lens enables a situated analysis of how leadership emerges in the everyday work of SLEP 
professionals as they navigate the demands, tensions and contradictions inherent in mediating reform. 
Methodologically, the study draws on a qualitative case study integrating semi-structured interviews with 
SLEP and school actors, non-participant observations of accompaniment meetings, and an action-research 
workshop with middle-tier professionals. 
 
Findings show that SLEPs enact middle-tier leadership as a multi-dimensional mediating practice shaped 
by practice architectures, producing a situated and fragile form of agency conditioned by these 
arrangements. Doings reveal systematic, school-facing work—regular visits and technical-pedagogical 
support—aimed at strengthening local capacities. Sayings reflect a discursive shift positioning the SLEP 
as a collaborative, horizontal actor whose role is to support rather than supervise schools. Relatings 
emerge as the core of mediation: teams cultivate trust-based relationships with schools and territorial 
actors, leveraging these networks to nav-igate resource scarcity, bureaucratic rigidity, and uneven local 
conditions. Across these dimensions, emotion operates as a transversal force sustaining engagement, 
while frustration and vulnerability expose the fragility of implementation under persistent systemic 
pressures. 
 
The study advances a conceptualisation of middle-tier leadership that highlights the paradoxes of agency within 
uneven institutional arrangements. Middle-tier work emerges as relational, emotional, and territorially 
embedded, with its effectiveness grounded in trust-building and context-sensitive translation. The study highlights 
the structural fragility of middle-tier leadership in Global South contexts, where institutional precarity 
shapes the possibilities for educational change. Understanding how SLEPs negotiate tensions, conflicts, 
and resistance under such conditions sheds light on the complexity of middle-tier leadership in contexts of 
reform and uncertainty, underscoring that these challenges are collective and systemic. 
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Conflict is seen as an unavoidable element of contemporary school leadership, yet it is discussed without 
clear conceptual foundations. This paper argues that leadership research and policy must distinguish 
between routine disagreements and intractable conflict. Intractable conflict involves heightened 
emotion, fixed positions, and deeper organisational or structural roots. It cannot be addressed through 
the linear, procedural conflict resolution models that dominate current system supports. Headteachers 
encounter such conflict because the very nature of their role positions them at the point where 
institutional demands, community expectations, and organisational history converge. Understanding 
this complexity is essential for analysing the realities of their work. However, most leadership preparation 
and system supports presume that conflict is predictable, reasonable, and resolvable. Professional learning, 
mentoring, HR processes, and legal mechanisms work when disputes follow expected patterns. They are not 
designed for situations in which tensions escalate, persist, or emerge from long-standing relational or 
structural issues. 
 
This misalignment creates a significant gap between policy rhetoric and lived experience. It also 
generates substantial emotional labour. Headteachers are often compelled to rely on supports that are not 
fit for purpose. As a result, they internalise responsibility for outcomes that lie beyond their control. Many 
interpret unresolved conflict as a personal failure rather than a reflection of systemic limitations. This 
internalisation contributes to stress, role overload, and the erosion of professional confidence. The result 
is an increase in burnout leading to increased levels of attrition. 
 
Recognising this dynamic is essential for understanding the demands placed on leaders and the risks 
associated with current arrangements. To address these issues, the paper argues for a shift from conflict 
resolution to conflict competence. Conflict resolution assumes that all disputes can be settled. Conflict 
competence recognises that some tensions are enduring and must be navigated rather than eliminated. 
It requires the ability to interpret relational, emotional, and organisational dynamics, to manage 
uncertainty, and to sustain professional relationships in the presence of ongoing disagreement. This 
reframing places responsibility not only on individual leaders but also on system design. It highlights the need 
for structures that acknowledge complexity rather than default to procedural solutions. 
 
The Irish primary sector offers a focused context for examining these issues. Irish policy frameworks 
promote relational, reflective, and ethically grounded leadership. Yet the supports available to 
Headteachers are re-active, procedural, and based on assumptions of resolvability. They often fall short 
when leaders encounter intractable conflict. This discrepancy between aspiration, design, and 
experience mirrors patterns observed internationally. The Irish context therefore serves as a useful 
microcosm for considering wider implications for educational leadership. 
 
The paper concludes by identifying a clear need for an enhanced research base. A mixed-methods 
research paradigm is proposed. This research is essential for addressing the gap in current research in 
order to inform future recommendations for system supports that promote conflict competence. It 
would also contribute to leadership development models that move beyond minimal sustainability and 
support leaders to flourish in complex organisational environments. 
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In this paper we critically explore the relationship between school leaders’ emotional labour and their 
health, wellbeing and caring work. We argue that education policies underpinned by neoliberalism and 
marketisation have had negative implications for health, wellbeing, care and caring work of leaders in 
education. We suggest that, in turn, this has contributed to the current crisis in school leader retention. 
Drawing on our analysis of re-search exploring school leader retention, and specifically the reasons why 
leaders have left the profession, our paper supports previous studies that have highlighted the effects of these 
different elements of the emotional aspects of leaders’ work and the way in which these have contributed to 
low levels of school leader retention. We also draw attention to the challenges faced by Head teachers and 
Principals navigating the current (often contradictory) policy context, which embraces performativity and 
accountability and at the same time, an implicit expectation of a duty of care for teachers and students by 
school leaders. 
 
Data from semi-structured online interviews with former school leaders from a range of school types in England 
allowed us to explore these issues further and hear stories about the consequences that a toxic culture of 
performativity and accountability is having on leaders’ mental and physical health and wellbeing, their 
self-care and caring for others. Our participants reflected on their experiences of being monitored and of 
surveillance (e.g. inspection processes) and how these were marked by stress, anxiety and fear. Some 
also recalled how the pressures of this had led to them not looking after themselves and neglecting their 
physical health. As well as having negative consequences for self-care, we also heard stories of the 
effects of the ongoing pressure to care for and protect others (e.g. teachers, students, even parents). 
 
By presenting this paper, we hope to provide a space in which we can critically explore the embodied 
effects of school leaders’ emotional labour on their work, selves and identity. In doing so we make a 
significant contribution to the field, both theoretically (as we use Foucault’s work as a conceptual framework, 
drawing on his tools of governmentality, discipline and surveillance) and methodologically (through the 
analysis of stories of former rather than current school leaders, who have had chance to reflect on their 
experiences and reasons for leaving the profession, unlike current leaders who might be too embroiled in 
these pressures to be able to critically reflect on or make sense of their experiences). It contributes to our 
understanding of the current crisis in school leader retention, not only in English schools, but within the wider 
global policy context in which the influence of peformative and market-based policies is evident. 
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The nature of school leadership has changed significantly since the millenium with the role schools play 
expanding at the same time as expectations of performance and accountability have been intensifying. 
There is an increasing amount of research exploring these trends and the impact on schools of more 
recent crises such the COVID-19 pandemic and economic crises. This paper concentrates on the experience 
of school leaders across the UK in order to understand more about the nature of leaders and leadership in 
schools now, and leader’ responses to that experience. The paper draws on data from a larger research 
project into the sustainability of school leadership, to explore what school leaders say drains and 
sustains them in leadership, and offers an analysis of leaders’ responses, drawing on identity theories. 
 
The Sustainable School Leadership project investigated how England, Scotland and Northern Ireland 
recruit, train and retain school leaders, and how approaches in each country took account of individual, 
local and systemic needs. In conducting 7 locality case studies, semi-structured conversations were 
conducted with n=79 school leaders. Part of the conversations explored what drained and sustained leaders 
in their roles. Responses in the locality case study interviews also shaped the design of a UK wide survey 
(n=1649) which included questions for leaders about what drained and sustained them. 
 
We present the findings from the analysis of the semi-structured conversations and the UK wide survey to 
show and illustrate the wide range of factors that leaders identify as draining, and that chief amongst 
them is the cumulative burden and weight of leadership. We also highlight some distinctive differences between 
different contexts. Similarly we show that leaders say they are principally sustained by the meaning, purpose 
and impact of their roles, and by a network of different types of relationships as well as a diverse range of 
factors. 
 
In order to seek fresh insights into sustainable school leadership, the larger project developed a novel 
conceptual framework bringing together theories of leadership, place, identity and an ethic of education and 
care. In this paper we concentrate on identity domain, particularly theories of narrative, discursive, social 
and fluid identity, to present an analysis of how drains and sustains interact in leaders experience, how this 
impacts their career decision making and what this perspectives contributes to understanding the nature of 
school leadership in the UK now. 
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Teacher attrition is a global issue. In England, where only six in ten teachers expect to stay in the 
profession for three years, policymakers focus on how to attract and retain new teachers. Recent studies, 
however, note that there is increasingly a middle and senior leader sustainability crisis. Indeed, according to the 
latest teacher census, circa 40% of headteachers do not remain in role five years after being appointed, 
and almost half of school leaders feel burnt out from their work either most or all of the time. 
 
Taking a critical narrative enquiry approach I explore the lived experiences of four teachers, three of whom 
are school leaders, who have been between five and twenty-eight years experience. The semi-structured 
interviews provide a deep and rich understanding of the perceived realities of their working lives as teachers 
and leaders in secondary schools in the North-West of England. These personal accounts highlight both 
the systemic and individual nature of this leader retention crisis to better inform future policy and 
practice. 
 
This paper is original in its presentation of the ‘standard plot’ of the good teacher being promoted to a 
senior leadership position. Starting with the concept that successful leaders should get the right people 
into the right seats on the [school] bus, personal narratives explore how a professional identity can be 
linked to being of-fered or declined a seat. This is important to understanding how school cultures can be 
perceived as toxic or welcoming and how power and knowledge are exercised and (re)created in 
educational leadership structures. This premise is central to my argument that whilst some teachers can feel 
empowered as they are sought out and placed in prominent leadership positions, that for others ‘terrors’ 
exist in their particular school environment. It is significant to understanding that performativity has 
shifted from being a reason for teachers choosing to leave the profession, to a tool used within schools 
as a blunt instrument to push out those whose face is not seen to fit. Personal accounts demonstrate 
how damaging this experience can be to a teacher’s confidence and professional identity. 
 
Political cultures, which enable leaders to reject and render disposable both current and aspiring 
leaders is significant to the retention crisis, particularly if some conflate leaving a school where they do 
not feel valued with leaving the profession entirely. As such, I argue that a culture change is required. 
Leadership teams need to also provide mentorship to prepare and encourage teachers to jump and thrive 
elsewhere. This is vital to those who are pushed out with forced low self-confidence. Changing schools 
could be considered the new standard plot of how a good teacher attains promotions. This would create 
leadership cultures that are necessarily required to encounter new and different points of view, 
encouraging agnostic rather than compliance driven environmenst, where differing views and challenge are 
embraced rather than silenced. As such, schools, Multi-Academy Trusts and policy-makers can support and 
develop professional agency, raising both status and attractiveness to current and aspiring educational 
leaders. 
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Jerusalem) 
 
Based on leadership social justice theory, this research aims to explore school principals’ practices to 
promote social justice for students living under the threat of home demolition or relocation, in Arab Bedouin 
unrecognized villages (UV) in the Negev of Israel. UV is defined as “Bedouin settlements that are deemed 
illegal and, as such, are constantly threatened by the state’s efforts to make them disappear” (Hall, 2014, p. 
147). 
 
The indigenous Bedouin community is considered a subculture of the Arab Palestinian minority in Israel (Meir 
et al., 2020). This subgroup, with its cultural, historical, social, and political uniqueness, is thus a minority 
among minorities (Author, 2021). Most of these people live in tents and barracks built from cheap 
materials because the Israeli authorities refuse to grant them permission to construct permanent living 
structures (Almi, 2011). A large number of homes that have been built without government permission are 
demolished every year by Israeli authorities (Al-Said et al., 2018). 
 
Using a case study design, this research was conducted in one Israeli elementary public school located in an 
UV. In the region, there are 15 elementary schools serving 36 UVs. Applying a triangulation approach to 
explore the setting (Yin, 2002), data were collected through in-depth-semi-structured interviews (with the 
school principal, the superintendent, the school counselor, four educators, and five students), observations 
with school principal and documents (Silverman, 2006). The documents included materials distributed by 
the school to students, and school activities, protocols for school staff management meetings and other 
organizational memoranda. 
 
The content analysis revealed three themes: 1. principal in action – leveraging his role to bridge gaps, reduce 
injustice, and empower the community in his village; 2. differential allocation of resources; and 3. student 
empowerment. 
 
As principal in action the principal, as social entrepreneur, extends his role beyond education to address 
basic needs to mitigate injustice and promote equity for his community. The school also serves as a center for 
community services, especially in villages where it is a constant fixture. One educator said: “The principal 
connected the school to electricity and water through a private company… It changed everything.” 
 
Through differential allocation of resources, the principal ensures equity by supplying books, equipment, and 
enrichment opportunities to students while also supporting teachers’ pedagogical and emotional needs. He 
frequently raises external funds or reallocates budgets to meet emerging demands. Finally, student 
empowerment is fostered through inclusive dialogue and activities that enhance belonging and self-
expression. Ceremonies and events place students at the center as leaders, enabling them to succeed, 
build confidence, and experience a strong sense of capability. 
 
This study contributes to the growing body of literature on social justice leadership practices in 
marginalized contexts with the threat of displacement (Arar, 2020; Brooks et al., 2017; Shields, 2010). 
While prior research emphasizes leadership within normative systems (Bogotch & Kervin, 2019), this study 
highlights principals in unrecognized villages as social entrepreneurs and agents of justice, addressing 
absent infrastructure and ser-vices, empowering students and communities, and offering a new theoretical 
perspective on activism-oriented school leadership. 
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Background. Gaelic Medium Education (GME) is an essential component of Scotland’s language revitalisation 
efforts, situated within a national context defined by the Gaelic Language (Scotland) Act 2005 and the 1+2 
Languages Policy. Despite Gaelic’s importance, many mainstream primary educators often report feeling 
underprepared to deliver or incorporate additional languages. This poses a challenge for leadership in 
Gaelic Medium Education, as without the teachers, the future of the language is at risk. 
 
Methods. This study investigated the perceptions, attitudes, and confidence of final-year BA Education 
(Primary) student teachers before and after a structured, experiential visit to the Glasgow Gaelic School. The 
study employed a 2 (Pre-Visit vs Post-Visit) design, from the cohort (n=100 Time 1, n=72 Time 2). 
 
Results. There were significant measurable increases in self-reported knowledge of GME, perceived 
relevance of the visit, and confidence in Gaelic teaching. Reflective Thematic Analysis showed a shift from 
abstract curiosity and uncertainty pre-visit to positive engagement and situated understanding post-visit, 
reinforcing the value of Gaelic’s cultural and educational importance. While the visit served as a powerful 
catalyst for professional reflection and perspective change, concerns regarding linguistic competence 
persisted. 
 
Conclusions. The findings underscore that authentic experiential engagement can positively shape 
professional dispositions, highlighting the necessity for Initial Teacher Education (ITE) programmes to provide 
structured, scaffolded support to bridge attitudinal shifts into sustained, confident classroom practice 
aligned with Scotland’s multilingual goals. This, in turn, leading to more ‘Gaelic allys’ in schools, and from a 
leadership perspective, support the long term sustainability of a national language. 
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This study aims to describe and understand the mission and enactment of public care in rural schools, to 
prevent students’ wellbeing and equality in education. The legal framework reinforces the school’s role in 
public care. According to Sweden’s new Social Services Act, all professionals working with children (including 
school staff) are legally required to report concerns to social services if they suspect that a child is being 
harmed or is at risk. In rural areas, where external support may be sparse, school leaders play an important 
role in ensuring that this duty is understood and acted upon. But rural school leaders often lead across 
multiple sites, engaging in peri-patetic leadership practices that challenge conventional expectations of 
presence and proximity. The physical absence from the school site, due to geographic dispersion, shapes 
how leadership is enacted and experienced. Rural school leaders and heads in Sweden face challenges in 
providing equitable education. Limited access to both educational and social support services, long travel 
distances, and constrained resources complicate efforts to fulfil the compensatory mission of education. 
Additional to the lack of support there is a phenomenon where individuals facing psychosocial challenges 
and dependent on income support are relocated to municipalities with lower housing costs. 
 
In order to understand these complex leading practices practice theory is used. Rural school leaders 
develop situated leadership practices that are relational, contextually responsive, and ethically attuned. 
At the same time, rural schools often benefit from strong local engagement, high staff continuity, and 
close relationships, which contribute to a heightened sense of place and the development of social 
capital. These qualities can be strategically mobilized by educational leaders to foster structures of 
public care around students. 
 
In this study, we explore how school leaders in rural areas enact leadership that supports public care, 
based on school visits and interviews with teachers, social workers, and school leaders, as well as 
collective reflections from gatherings of school counsellors and school leaders. Preliminary findings 
indicate significant challenges: a lack of formal competence in both schools and social services, long 
distances that hinder collaboration, and limited institutional capacity. Despite these constraints, there is 
a strong commitment to children’s well-being among multi discipline welfare professionals, and the 
enactment and autonomy of civic care—locally driven, informal support structures developed within 
villages, schools and the social service. Instead of fragmented expert service and support there is a 
holistic general and informal support and care. This is a critical study that foregrounds the rural in relation 
to urban norms shaping policy frameworks. These norms are intended to be implemented in rural contexts 
that are frequently portrayed as deficient by urban standards yet possess alternative strengths that remain 
undervalued in an era dominated by metrics and formally accredited competencies. 
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Educational systems operating in armed conflict face collapse through displacement, infrastructure 
destruction, and instability. However, there is little information as to how leaders ensure continuity of 
education when organizational structures are strained. This paper is a scoping review of an ongoing study 
that explores the role of educational leaders (at micro (school), meso (district), and macro (national) levels) 
in maintaining teaching and learning during a time of war. The objective of the review is not to come up with 
a new theory, but to find and synthesize the challenges that leaders encounter, and the strategies and methods 
that they use to maintain teaching and learning when exposed to extreme instability. 
 
The study explores two guiding questions: 
 
What are the main challenges faced by educational leaders in different war-affected regions? 
 
What strategies and practices do leaders adopt to sustain teaching and learning during times of 
emergency? 
 
The review conducts a systematic mapping of global studies of 2000-2024 to establish leadership 
strategies, choices, and organizational adjustments that manifest in conflict-impacted systems. Studies 
are identified through structured keyword searching across major databases and screened for relevance to 
leadership during armed conflict. Data extraction captures region, leadership level, type of disruption, 
documented challenges, and reported strategies or decisions used to maintain continuity. Being an 
ongoing scoping review, the presentation will present the framework, search methodology, and initial 
thematic categories under development to categorize leadership challenges and approaches reported to 
exist across contexts. The review also aims to explain the different ways in which leadership functions 
vary across system levels, and what types of organisational reforms take place in reaction to disruption of 
conflict. 
 
The submission can be associated with the Institutional Reform, which provides some relevance to BELMAS 
members who might be concerned with system disruption, crisis leadership, and emergency decision-
making. The paper is intended to add value to the limited global understanding of what leaders face during 
war and what strategies are seemingly viable in ensuring continuity and where the research is required to be 
done. The review offers information to policymakers, school heads, humanitarian collaborators and 
researchers who are seeking to safeguard education in times of armed conflict by focusing on leadership 
practice instead of theory building. 
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Critical teacher leaders advocate through a variety of teaching and leadership practices (Bradley-Levine 
2022). Their advocacy takes place in action predicated on a critical approach to teaching, democratic 
and affirming interactions with members of the school and community, and the promotion of systems that 
respect and honor their students’ dignity and human rights (Beane & Apple, 2007; Freire, 1970/2006; 
1973/2002; Starratt, 2004; Woods & Roberts, 2018). Through these actions, teacher leaders practice critical 
teacher leadership (CTL), demonstrating their commitment to engaging with their students, colleagues, and 
stakeholders to create safe and inclusive educational spaces, in which all students, but especially those 
who are traditionally marginalized and/or vulnerable, have opportunities to flourish. Yet, critical teacher 
leadership demands a substantial investment of time, energy, and effort (Bradley-Levine & Bender, 2023), 
prompting some to ask: Why do critical teacher leaders do this work, and is it sustainable? In this paper, the 
author will argue that through advocacy with and for students who are traditionally marginalized, critical 
teacher leaders tap into their purpose for being a teacher, and thus, are motivated to persist through 
difficulties because they are attuned to their purpose for doing the hard work required to be advocates for 
children and adolescents (Bradley-Levine, 2022). 
 
Teacher wellbeing is described as a “sense of personal professional fulfilment, satisfaction, purposefulness 
and happiness” (Acton & Glasgow, 2015, p. 102), while teacher wellness is defined as a “continuous, active 
process toward achieving a positive state of good health and enhanced physical, mental, emotional, and 
social well-being” (Kanold & Boogren, 2022, p. 1). Both wellbeing and wellness have been linked to teachers’ 
ability to stay connected to their purpose (Kanold & Boogren, 2022). According to Cherkowski and Walker 
(2018), “knowing what makes us feel whole, alive, connected, engaged, and acting with purpose in our 
work is essential to being able to attend to our wellbeing” (p. 2). Furthermore, staying connected with their 
purpose may provide teacher leaders with the ability to navigate the stresses of teaching, making them 
“better able to shut out some of the noise and keep going, knowing that [they] have choices and can take 
back some control” (Boogren, 2021, p. 15). Additionally, teacher actions and experiences are shown to 
foster a collective sense of wellbeing that both teachers and their students experience (Cherkowski & 
Walker, 2018). In other words, as wellbeing grows, teachers and students may experience positive growth in 
overall wellness. 
 
In this paper, evidence of the ways that critical teacher leaders find purpose through the practice of CTL will be 
highlighted, and the case will be offered that CTL supports teacher wellbeing and wellness, providing 
critical teacher leaders with a motive for continuing to do work that is both taxing and difficult. Retaining these 
teachers in the profession is important since their advocacy creates inclusive learning spaces in which all 
children can flourish. The concluding section will offer suggestions for teacher leaders, school 
administrators, and teacher educators on how to support CTL practices to develop and maintain teacher 
wellbeing and wellness. 
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This study investigates factors influencing teachers’ motivation to assume leadership roles in a highly 
centralized and collectivist educational system, addressing the prevalent reluctance among qualified 
educators to engage in such responsibilities. Drawing on an integrated theoretical framework combining the 
Theory of Reasoned Action, Social Exchange Theory, and Social Cognitive Theory, the research examines the 
roles of leader-member exchange (LMX)—the quality of dyadic relationships between teachers and school 
principals—and leadership self-efficacy (LSE)—teachers’ confidence in performing leadership tasks—in 
shaping motivation to lead (MTL). MTL is conceptualized as a multidimensional construct encompassing 
affective-identity (intrinsic enjoyment and self-identification as a leader), social-normative (duty-bound 
service to collective goals), and non-calculative (willingness to lead without extensive cost-benefit analysis) 
dimensions. The study poses four research questions: 
 
Does LMX significantly influence MTL? 
Does LMX significantly influence LSE? 
Does LSE significantly influence MTL? 
Does LSE mediate the relationship between LMX and MTL? 
 
This framework posits that high-quality LMX fosters trust, respect, and mutual support, encouraging extra-role 
behaviors like leadership initiatives. Supportive principal-teacher relationships are expected to enhance 
LSE by providing mastery experiences, verbal persuasion, and emotional arousal, which in turn bolsters 
MTL by reducing fear of failure and aligning personal capabilities with professional aspirations. In 
restrictive contexts characterized by hierarchical structures and cultural emphases on communal 
welfare, these dynamics may counterbalance systemic barriers to teacher leadership. 
 
Employing a non-experimental cross-sectional design, data were collected via a survey of 925 public 
school teachers in a major urban province, representing elementary, secondary, and high school levels 
(68.1% female; 79.4% bachelor’s degree holders). Validated scales measured MTL (20 items, three factors), LMX 
(11 items, four factors: affect, loyalty, contribution, professional respect), and LSE (10 items, three 
factors: direction setting, gaining commitment, overcoming obstacles). Procedural safeguards mitigated 
common method bias, including anonymity assurances, separated scale items, and varied response 
formats. 
 
Data analysis involved preliminary checks for normality and multicollinearity, confirmatory factor analyses 
confirming scale validity (e.g., CR > .70, AVE > .50), and structural equation modeling (SEM) yielding good fit 
(χ²/df=2.86, RMSEA=.05, CFI=.96). Results indicated positive direct effects: LMX on MTL (β=.52, p<.01), 
LMX on LSE (β=.16, p<.01), and LSE on MTL (β=.39, p<.01). Bootstrapping (5,000 resamples) confirmed LSE’s 
partial mediation of the LMX-MTL relationship (indirect effect β=.06, p<.01, 95% CI [.04, .09]). 
 
Findings highlight LMX’s direct and indirect roles in cultivating teacher leadership, with LSE as a key mediator, 
particularly amplifying social-normative and non-calculative MTL in collectivist settings. Theoretically, this 
refines understandings of motivational pathways in constrained systems. Practically, it informs school 
leaders and policymakers on fostering supportive relationships and efficacy-building programs to enhance 
teacher engagement in leadership, promoting innovation, peer support, and improved educational outcomes. 
Limitations include cross-sectional design and self-report data; future research could explore longitudinal 
effects and additional moderators. 
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Early career teachers (ECTs) are often assigned the same responsibilities as veteran colleagues, leaving 
many overwhelmed and struggling to balance professional and personal demands. Given the ongoing 
challenges of teacher retention, especially among teachers in their first five years, leaders must play an 
active role in helping ECTs navigate the complexities of the teaching profession. ECTs often face a steep 
learning curve, confronting new curricula, students, colleagues, systems, and expectations 
simultaneously. 
 
This study draws on semi-structured interviews with twelve ECTs in South Carolina to examine how they 
understand and experience leadership in their roles. While participants routinely engaged in practices that 
reflected leadership, they struggled to articulate a clear conception of leadership and often did not view 
themselves as leaders. Instead, they perceived their work as meeting responsibilities rather than 
exercising leadership. This study explores how ECTs conceptualize leadership and their self-perceptions as 
leaders amid the challenges of entering the teaching profession. Some researchers argue that teacher 
leadership can serve as a key mediator in reducing teacher attrition among new teachers. 
 
Although teacher leadership has been discussed for over four decades,  there is still no universally 
accepted definition.   York-Barr and Duke conducted a meta-analysis of 140 studies on teacher leadership 
focusing on “the process by which teachers, individually and collectively, influence their colleagues, 
principals, and other members of school communities to improve teaching and learning practices with the 
aim of increased student learning and achievement.”  However, their findings are challenging to compare 
due to the wide variation in teacher leadership contexts, role expectations, and organizational structures. 
In contrast, Fairman and Mackenzie offered a more structured framework by identifying nine spheres of 
teacher leadership: 
 
Individual teacher engages in learning about his or her practice; 
Individual teacher experiments and reflects; 
Teacher shares ideas and learning mentors, coaches other teachers; 
Teachers collaborate and reflect together on collective work; 
Teachers interact in groups and through relationships to re-culture the school; 
Teachers question, advocate, build support and organizational capacity; 
Teachers engage in collective school-wide improvement, focus resources and distribute leadership; 
Teachers collaborate with the broader school community, parents; 
Teacher (or group) shares work outside of school in professional organizations 
 
Similarly, Simpson categorized teacher leadership into five areas: student, teacher, school, family, and 
community levels. Katzenmeyer and Moller also support a broad view of teacher leadership, emphasizing that 
teachers can lead both “within and beyond the classroom.” These perspectives raise important questions: 
where does teaching end and teacher leadership begin? Are all teachers leaders? 
 
This study highlights the gap between ECTs’ professional responsibilities and their leadership identity. It 
suggests that induction programs should more explicitly frame and affirm how ECTs demonstrate 
leadership, thereby validating their contributions, fostering leadership identity, and potentially 
strengthening teacher retention and school improvement. 



BELMAS 2026  

Page | 154 

Critiquing Teacher Leadership: A Critical Education Leadership and Policy 
Scholarship (CELPS) Analysis 

 
Saturday, 4th July - 15:50: Session 5B - Teacher Leadership (Snowdon Suite) - Theatre - Abstract ID: 191 

 
 
Prof. Steve Courtney (University of Manchester), Dr. Bee Hughes (University of Manchester), Prof. 
Helen Gunter (University of Manchester), Dr. Claire Goodley (Manchester Metropolitan University), Dr. 
Su Corcoran (Manchester Metropolitan University), Dr. Karen Healey (University of Manchester) 
 
Teacher Leadership (TL) is a persistently privileged concept amongst education leadership researchers 
and in education jurisdictions that have been subjected to the global education reform movement 
(GERM). There, Teacher Leadership is frequently promoted as an unalloyed good for school improvement, 
professionalisation, and equity, and previous critiques have not dimmed this perception. This paper 
addresses the questions, ‘To what extent do the major claims regarding Teacher Leadership stand up to 
scrutiny?’ and ‘What are the purposes and consequences of those claims?’ We argue that the field’s 
near-consensus is problematic in several ways. We subject a series of pervasive claims about TL to 
critical scrutiny, interrogating the ideological work they perform within the functionalist paradigm that 
dominates the field. Our analysis is framed by the novel methodology of Critical Education Leadership and 
Policy Scholarship (CELPS), published by Courtney in 2024, which enables an epistemologically critical 
investigation of how leadership and policy are mutually constitutive. This analytical framework is relevant 
to the current analysis because it enables the location of teacher leadership in its contemporary cultural, 
political and economic contexts, and shows how both TL and the pol-icy/research field’s grounds for 
celebrating it are products of those contexts and not evidence of TL’s objective and inherent qualities. 
 
We identify and problematise eleven core claims that underpin the TL orthodoxy, including that TL: 
contributes to school effectiveness and improvement (SESI); is professionalising; methodologically robust; 
ontologically secure and distinct from other leadership forms; measurable; teachable; and inherently ethical, 
equitable, and desirable. For each claim, we undertake a three-stage critical analysis. First, we delineate the 
evidence and rhetoric used to support the claim in the functionalist literature. Second, we establish its 
superficial purpose—why it is presented as beneficial within a technocratic, improvement-focused paradigm. 
Third, and most significantly, we reveal the functions and consequences of these claims, exposing the gaps 
between their stated intentions and their operational realities. 
 
Preliminary findings indicate that these claims often function to depoliticise and decontextualise 
leadership. For instance, the claim that TL ‘professionalises’ can mask an intensification of labour and a 
responsibilisation of teachers for systemic outcomes. The assertion that TL is ‘equitable’, by expanding 
the pool of leaders, can produce conceptual bloat that dilutes the critical potential of leadership while 
creating new hierarchies and ‘losers’. The presumption of TL as ‘measurable’ and ‘teachable’ often 
serves to reduce it to a set of compliant, technical behaviours, reinforcing the very managerialist 
structures it purportedly challenges. 
 
By applying the CELPS framework, this paper moves beyond a simple critique of TL to analyse it as a 
policy-driven phenomenon co-constituted with dominant reform agendas. The significance of this work is 
threefold. For theory, it demonstrates the utility of CELPS in providing a robust critical methodology for 
leadership studies. For policy, it reveals the often-hidden consequences of popular leadership reforms. For 
practice, it equips educators and school leaders with a critical lens to interrogate the leadership 
discourses they are invited to enact, fostering a more nuanced and empowered engagement with the 
concept of teacher leadership. 
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Abstract 
The arrival of artificial intelligence (AI) marks a turning point for educational leadership. No longer a neutral 
tool, AI increasingly mirrors, accelerates, and reshapes the very logics through which leadership is 
understood and enacted. My forthcoming book with Cambridge University Press, AI and Educational 
Leadership: Ontology, Ethics, and the Future of Human Systems, confronts this transformation by 
positioning AI not as a managerial solution, but as a philosophical provocation for the field. 
 
The book begins from a paradox: while AI offers relief from the drudgery of administration, it simultaneously 
risks deepening the marketised, metrics-driven governance already afflicting schools, colleges, and universities. 
Drawing on thinkers such as Günther Anders, Hannah Arendt, J.M.E. McTaggart, and Rosi Braidotti, I argue that 
AI represents more than an efficiency tool. It is an ontological mirror; reflecting back the values, inequities, and 
reproductive logics that dominate education. As such, the question for leaders is not simply how to use AI, 
but who we are becoming through our entanglement with it. 
 
To explore this, the book unfolds through a speculative lifecycle metaphor, tracing the phases of 
Reproduction, Birth, Nurture, Development, Obsolescence, Death, and Rebirth. Each stage interrogates how 
AI reshapes education’s human purposes: from the reproduction of inequities within algorithmic governance, 
to the possibility of regenerative leadership rooted in care and planetary ethics. The lifecycle structure 
positions educational leadership within the longue durée of human becoming: inviting reflection on not only 
how institutions function, but on what it means to lead, to teach, and to be human in an AI-inflected age. 
 
Central to the argument is the concept of ontological stewardship. If leadership is increasingly 
augmented by machines, the task for human leaders is not to compete with algorithms, but to orient 
them toward humane, ethical, and regenerative futures. This requires moving beyond managerialism and 
the ‘fever-dream’ of efficiency to re-centre love, care, and dignity as guiding principles. The book shows how AI, if 
shaped by values of relation and stewardship, may free leaders from bureaucratic burdens, enabling 
greater focus on ethics, creativity, and futures-thinking. Yet, if governed by neoliberal logics, it risks 
accelerating alienation, obsolescence, and the erosion of educational purpose. 
 
For BELMAS, this work opens a critical conversation: How should leaders in education respond to intelligent 
systems that not only serve us, but increasingly shape us? What does it mean to steward not only 
institutions, but also our shared humanity in planetary times? By reframing AI as a mirror of leadership itself, 
this book challenges the field to imagine education not as optimisation, but as an act of care, relation, and 
regeneration. 
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In an era of profound disruption for higher education, marked by the end of the “golden age” of stable funding 
and operations (Parker, 2020), leadership has been rightly focused on digital transformation. The scholarly 
response has evolved from “e-leadership” (Jameson, 2013; Avolio et al., 2014) to a more holistic “digital 
leadership” (Jameson et al., 2022), aimed at embedding technology into institutional strategy to create 
“world-class” universities (Suryadi et al., 2023). However, the sudden and rapid proliferation of generative 
Artificial Intelligence (AI) represents a fundamental rupture, a challenge of a different kind and scale. This 
paper argues that this AI rupture exposes two critical, unaddressed gaps in the existing literature: first, a 
documented “engagement deficit,” wherein digitalisation, when poorly managed, can have a negative effect on 
student learning engagement (Gutu et al., 2024); and second, a new “pedagogical crisis,” where AI’s ability to 
automate core academic tasks threatens to “subvert learning” itself, creating an existential challenge for 
assessment and skill development (Chatfield, 2025). 
 
This paper posits that established digital leadership models, which are focused on managing technological 
integration (Ghamrawi & Tamim, 2022), are insufficient to address this new reality. As our methodological 
approach, this non-empirical paper employs a qualitative, conceptual-theoretical synthesis. As permitted by 
the BELMAS guidelines, this paper systematically analyses and synthesises literature from e-leadership, 
digital transformation, innovation studies, and emerging AI pedagogy to identify these gaps and build a new, 
necessary framework. 
 
Our central argument is the proposal of “AI-Driven Leadership” (ADL) as a new, essential paradigm. We 
theorise that ADL is a sophisticated blend of leadership styles, designed not just to manage AI but to lead a 
human-centric response to it. This framework has two pillars: 1) Strategic and Governance Acumen, a 
primarily transactional function (Niță & Guțu, 2023) focused on moving beyond simple ICT governance 
(Etkkali & Poba-Nzou, 2024) to establish robust, institution-wide ethical AI governance, providing the clear 
guidance and stability necessary to manage ambiguity; and 2) Pedagogical and Ethical Architecture, a 
primarily transformational function (Sauphayana, 2021) focused on inspiring a culture of pedagogical 
innovation to directly address the engagement deficit and the assessment crisis. 
 
In conclusion, this paper finds that the AI-Driven Leader’s primary role is to shift the institutional focus from 
surveillance (the “assessment arms race”) to “raising the cognitive bar” (Chatfield, 2025). This involves 
championing process-oriented assessments (e.g., portfolios, oral defences) that are “AI-proof” and re-centre 
human skills, thereby reversing the engagement deficit (Gutu et al., 2024) and validating, rather than 
dismissing, faculty resistance (Markova, 2014). The implications for educational leaders, and specifically for 
this conference and BELMAS members, are that leadership development must be urgently revised to 
prioritise ethical governance and pedagogical redesign. This conceptual work provides a necessary 
foundation for the future of AI leadership, which we frame as the “AI-Augmented Leader,” and calls for future 
empirical research, including longitudinal studies on ADL’s impact on student engagement and comparative 
case studies of institutional AI governance models. 
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This paper explored the importance of educational leadership in the initiation and implementation of AI-related 
education policy. Focusing on the Republic of Korea’s recent AI Digital Textbook reform, the study 
examined how democratic engagement, professional voice, and school-level realities shaped both the 
policy’s trajectory and its eventual collapse. The AI Digital Textbook initiative sought to modernise 
classroom learning by re-placing printed textbooks with AI-enhanced platforms integrating adaptive algorithms, 
real-time analytics, and personalised feedback. Although the reform promised innovation, it developed rapidly and 
with private-public participation, moving from guideline to national rollout within a short period of only 18 
months. 
 
Schools began implementing the policy in March 2025, but significant problems emerged immediately. 
Teachers reported technical instability, content inaccuracies, and increased workload, while parents and 
students ex-pressed concerns regarding screen exposure, data ethics, and the pedagogical logic of 
algorithm-driven learning. These issues highlighted a profound gap between policy intentions and school 
realities. After only one semester, the policy was revoked in August 2025 when its legal status as an 
official textbook was removed and became a mere educational material. The collapse revealed the risks of 
technocratic, centralised decision-making and the absence of appropriate leadership practices capable of 
mediating the complexity of AI-based reform. 
 
The consequences of the policy failure extended all levels across the education system. The central 
government suffered a loss of credibility and a reduction in public trust in its digital policy. Local offices of 
education experienced operational disruption as planned resources and training were rendered obsolete. 
Schools faced frustration and instability, while teachers and students encountered inconsistency in teaching and 
learning. For developers, the withdrawal removed the expected national market and damaged confidence 
in government–industry collaboration. 
 
To investigate these issues, the study employed a qualitative methodology informed by interpretivist 
perspectives on leadership and policy processes. Semi-structured interviews were conducted with 
policymakers, private companies, and school practitioners involved in the initial rollout. These interviews 
were complemented by documentary analysis of policy announcements, guidelines, parliamentary 
discussions, and public communication materials. Thematic analysis was used to identify patterns in 
leadership practice, decision-making, and stakeholder engagement. 
 
Guided by this approach, the study addressed three research questions: 
How did educational leadership influence to the failure of the AI Digital Textbook policy in South Korea? 
In what ways can educational leadership enhance the development of AI-related education policy so that it 
aligns with school-level realities? 
3 How can educational leadership support the effective implementation of AI-based reforms within school 
practice? 
 
This study analyses how educational leadership drove the platform’s development and identifies the 
unintended effects that surfaced throughout this process. Sustaining technological innovation required 
participatory decision-making, respect for professional expertise, and meaningful dialogue between 
policymakers and school communities. Without these democratic processes, AI-related reforms risked 
accelerating policy failure rather than enabling responsible and effective educational change. 
 
 
 
 
 



BELMAS 2026  

Page | 158 

Preparing School Principals for Digital Transformation in Malaysia 

 
Saturday, 4th July - 15:50: Session 5C - AI and Educational Leadership (Pembroke Suite) - Theatre - Abstract 
ID: 279 

 
 
Ms. Adyani Ahmad (University of Nottingham) 
 
Digital transformation has become a defining feature of progressive education, accelerating significantly following 
the pandemic crisis. In Malaysia, national policies and government investments reflect the authorities’ strong 
commitment to elevating digital initiatives as a national priority. Within this context, Fully Residential Schools, 
which are fully funded, well-resourced, and highly autonomous institutions, are positioned to model excellence in 
secondary education and lead digital transformation. This strategic role places principals at the front row of 
navigating increasingly complex, technology-driven school environments. 
 
Despite substantial governmental efforts and investments, principal preparation and development programmes 
remain misaligned with national digital aspirations. Digital leadership within principal training remains uncertain 
and inconsistent. Current practices are still prioritising managerial and classical leadership approaches, leaving 
principals unprepared for the demands of a digitally empowered education system. 
 
Research highlights that digital leadership involves principals’ ways of thinking and practising, including how they 
design and share vision to build culture and lead school improvement. However, the primary preparation 
programme in Malaysia, the National Professional Qualification for Educational Leader (NPQEL), provides 
foundational competencies but lacks emphasis on the technological dimensions of leadership. As a result, 
principals often develop digital competencies informally or depending heavily on the schools’ technical team, 
leading to uneven enactment across schools. 
 
Studies further show that leadership identities and beliefs strongly influence decision-making, with effective digital 
decisions resulting in improved teacher collaboration, enhanced student engagement, and more efficient 
organisational management. But systemic challenges persist where uneven infrastructure, limited digital-skills 
training, centralised management cultures, and practical gaps between policy aspirations and actual pro-gramme 
design exist. Continuous coaching, clearer competency standards, and contextually grounded frame-works have 
been recommended to strengthen digital leadership development and support sustainable trans-formation. 
 
This study investigates how principals conceptualise and enact digital leadership, how technology features in their 
preparation and development experiences, and how these experiences shape their identities and decision-making. 
It also examines how digital leadership influences school-level outcomes and identifies challenges and strategies 
for embedding digital leadership elements within leadership preparation programmes. 
 
A qualitative multiple-case study design is employed, involving three Fully Residential Schools in the southern 
region of Malaysia. Data collection includes semi-structured interviews with principals, senior assistants, and 
Ministry-appointed school coaches, focus group discussions with heads of department, and document analysis of 
national policies, training modules, school strategic plans, and digital-learning initiatives. The study will integrate 
within-case analysis and cross-case comparison to strengthen analytical depth. Thematic analysis supports 
triangulation across interviews, documents, and focus group data. 
 
It is hoped that this study contributes an empirically grounded framework for strengthening digital leadership 
preparation and development in Malaysia’s Fully Residential Schools. Empirically, this research offers context-rich 
insights into principals’ readiness for digital transformation. Theoretically, it deepens understanding of digital 
leadership within a highly centralized system. Policy-wise, it exposes misalignments between national aspirations 
and program realities. Practically, it informs more responsive leadership preparation that integrates digital 
competencies and identity development to support sustainable digital transformation. 
 
Keywords: Digital Leadership, Principal Preparation, Principal Development, Leadership Preparation and 
Development 
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Increasingly, schools are impacted by a range of events that disrupt their normal operations including 
natural disasters, human-induced events, and health emergencies. Despite most of these events 
originating outside of the control of schools, principals are tasked with the civic obligation of managing 
them whenever they occur. Notwithstanding the unpredictability, frequency, and impact of crisis on 
schools, many school leaders are untrained in, unfamiliar with, and generally unprepared for their 
leadership responsibilities during these times. While we attribute arguments of principals’ 
unpreparedness for crisis management roles to their leadership preparation programs, viewing these 
programs as being responsible for what principals learn about leadership, we recognize educational 
leadership standards as the blueprint for what principals should know and be able to do. These, in turn, 
shape the curricula of leadership preparation programs. The following questions are explored: To what 
extent do educational leadership standards across United States include consideration of crisis 
management in their expectations of school leaders? and In what way(s) do educational leadership 
standards frame these responsibilities? 
 
This study adopted a summative, qualitative content analysis approach to examine the framing of, and extent to 
which educational leadership standards reflect crisis management responsibilities. The educational leadership 
standards for the 49 states and Washington D.C., were identified through web search. A combination of 
deductive and inductive coding approaches supports the study’s analysis. Deductively, crisis management 
concepts were used to locate references to these responsibilities, whereas inductive coding allowed us 
to decipher the framing of these functions. 
 
The analysis revealed minimal explicit attention to the crisis management responsibilities of school leaders, 
with the term “crisis” surfacing forty times across 1029 pages (10 states). Safety appeared to be central 
across the standards’ conceptualization of crisis management functions. This argument is supported by the 
association between 1) crisis management and associated indicators centered around principals’ functions 
in creating and maintaining a safe environment, and 2) suggested artifacts and evidence of school leaders’ 
engagement in crisis management, including safety plans, drills, and audits. We also noted that these 
discussions, though minimal, extended to emotional safety and well-being. 
 
We present two implications from our findings. First, we associate the inattentiveness of educational leadership 
standards to school leaders’ crisis management responsibilities as undergirding principals’ 
unpreparedness. Future revisions to national and state standards may benefit from making crisis 
management more explicit, ensuring that leaders are both expected and prepared to meet the complex 
demands of educational crises. The second implication from this study pertains to the need for leadership 
preparation programs to attend to these functions across their curricula, providing low-stakes opportunities 
for aspiring leaders to develop the skills and competencies that might support their future crisis 
management. 
 
In addition to engaging with discussions about crisis management and school leaders’ preparedness, this 
presentation offers a US perspective to these discussions which could benefit the interest of the wider 
BELMAS membership. The presentation aligns with the leadership preparation and development RIG, 
offering implications for how school leaders are prepared for their crisis management responsibilities. 
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Sustainable leadership in higher education demands adaptive, relational, and collaborative approaches that 
enable universities to uphold equity, academic integrity, and institutional resilience during periods of disruption. 
Drawing on qualitative data from a broader mixed-method project on Epistemic Disruptions in Reconstituting 
Higher Education Pedagogy in South Africa, this paper focuses specifically on leadership perspectives to explore 
how sustainable leadership practices evolved through two major crises: the national student protests of 
2015 and 2016 and the COVID-19 pandemic. The study offers insights to leadership, management, and 
organisational learning by demonstrating how leaders cultivated sustainable practices that extended 
beyond crisis response to long-term institutional transformation. 
 
Findings reveal that sustainability in leadership was rooted in the creation of collaborative ecosystems. 
University leaders reported intensified communication and daily engagement with key units such as teaching and 
learning centres, e-learning teams, student affairs, libraries, and research offices. These structures 
functioned as academic support hubs that met regularly, often virtually, to assess readiness, anticipate 
emerging challenges, and coordinate institutional interventions. Through this collective decision-making, 
leaders were able to reduce silos, ensure consistent information flow, and enable rapid, contextually 
responsive strategies. 
 
The study also highlights the importance of enabling institutional environments as a foundation for sustainable 
leadership. Senior management cultivated conditions of trust, autonomy, and recognition in which 
academics felt encouraged to innovate. Leaders emphasised that having the freedom to experiment, access 
resources, and propose new approaches contributed to a culture of adaptability and shared responsibility, 
capabilities essential for organisational sustainability. Human-centred leadership emerged as another 
pillar of sustainability. Leaders foregrounded empathy, communication, and emotional intelligence in their 
interactions with both staff and students. Recognising the pressures faced during the crises, they prioritised 
flexible communication channels, timely feedback, and strengthened mentorship structures. This care-
centred approach ensured continuity of learning and fostered psychological safety during periods of 
heightened uncertainty. 
 
Innovation was similarly amplified during crisis conditions. Leaders described an increased need to think 
creatively, adopt novel teaching modalities, and design flexible assessment and support mechanisms. 
Teams responded with heightened creativity, producing digital tools, new forms of simulation, and context-
sensitive pedagogical models that strengthened both teaching quality and institutional resilience. Overall, 
the study demonstrates that sustainable leadership in higher education in South Africa is multi-dimensional. 
It thrives through collaborative structures, supportive organisational cultures, empathetic and relational 
practices, and continual innovation. These findings offer important insights for leadership communities, 
emphasising that sustainability is not simply operational continuity but a commitment to building resilient, 
inclusive, and future-focused institutions. 
 
Keywords: Sustainable leadership; higher education; collaboration; crisis leadership; organisational resilience; 
student support; innovation; South Africa. 
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School-based leaders have long occupied a paradoxical position within public education: acknowledged as 
being essential to the success of schools, yet frequently overextended, undervalued, and isolated in their 
work. In Saskatchewan, Canada, this paradox intensified during the COVID-19 pandemic, exposing long-
standing pressures on principals and vice-principals. This presentation draws on a multi-year mixed-
methods study examining the work and wellbeing of school leaders across the province, using data collected 
both during the height of the pandemic and in the years that followed. Together, the data reveal a troubling 
trajectory: not only did stress and workload spike during COVID-19, as expected, but indicators of emotional 
exhaustion and workload intensification have remained high, suggesting that what began as a crisis has now 
become an issue of sustain-ability with respect to the future of school-based leadership in the province. Even 
more troubling, our probe of the literature suggests that the Saskatchewan reality, rather than being an 
isolated case, is reflective of school leadership across global contexts. We therefore invite a critical 
conversation about systemic action to stem this issue before it becomes even more widespread across 
jurisdictions. 
 
Qualitative focus groups held during the pandemic began to reveal the impacts of escalating 
administrative demands and persistent policy incoherence that was endemic during the first few months 
of this crisis. Participants lamented the lack of adequate supplies, daily disruptions to deal with students 
and staff who needed to engage isolation protocols, and the notion that “nothing was ever taken off [their] 
plate”. Lack of supports from school districts and central administration and the feeling that they could 
not ask for help without being perceived as weak and incapable further compounded these issues and, for 
much of the first few months, participants displayed alarming masking behaviours as they attempted to be 
the good steward and engage in “we are all going to be ok” attitudes. 
 
Quantitative survey data one year later, however, illuminated the true scale of the issue. More than 80% of 
respondents reported experiencing draining situations at work, with supporting the wellbeing of others cited most 
frequently as contributing to their stress. Consistent with the impacts of burnout, some participants 
indicated they had left the principalship or were considering leaving. 
 
Drawing across this data, a central argument of this presentation is that burnout among school leaders is 
not an individual problem but a system-level problem with system-level consequences. Leadership 
sustainability cannot be achieved through wellness tip-sheets or relying solely on the commitment and 
resilience of school leaders. Rather, our data support the need for structural reform: improved staffing and 
resource allocation, simplified reporting and accountability frameworks, stronger networks of professional 
support, and a reconsideration of expectations placed on school leaders. Without such action, 
Saskatchewan’s education system faces a looming leadership crisis—one with significant implications for 
teacher development, student learning, and community stability. 
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The current study examines how school principals working in a structurally segregated educational system 
enacted crisis communication strategies during the COVID-19 pandemic and how their practices 
challenge and extend the dominant situational crisis communication theory (SCCT). Drawing on critical 
perspectives on pol-icy, leadership, and inequality, it puts into question the assumptions of coherence, 
control, and stakeholder alignment that underpin mainstream approaches to crisis communication in 
educational systems marked by majority–minority divisions and uneven legitimacy. The study is based on in-
depth, semi-structured interviews with 42 middle-school principals from Jewish and Arab societies in Israel. 
Using constructivist and interpretive design, the analysis combined within-case and cross-case thematic 
procedures to identify patterns in how principals communicated with supervisors, teachers, parents, and 
students, and how they navigated digital arenas saturated with misinformation. The analytical framing brings 
together SCCT and leadership perspective thinking to foreground how crisis communication is shaped by 
structural inequality, organizational embeddedness, and contextual and cultural legitimacy. Four 
interrelated themes captured principals’ crisis communication work. First, navigating upward 
accountability meant balancing compliance with quickly changing top-down orders and advocating for 
local needs. Principals used denial and rebuilding strategies based on their proximity to the institution and 
their perceived control. Second, leading internally focused on supporting teachers through capacity building and 
recognition: Arab principals adopted emotionally supportive practices, such as informal workshops and 
personal check-ins, whereas Jewish principals relied more on structured professional learning 
communities and institutionally integrated appreciation initiatives. Third, getting outside stakeholders 
involved meant building trust with stressed parents by giving them both instructive information (clear 
instructions on remote learning schedules, platforms, and safety measures) and adjusting information 
(empathetic messages that acknowledged household stress, economic strain, and caregiving burden) to 
keep students engaged in learning and the community together. Fourth, principals addressed rumors 
that were spreading rapidly through WhatsApp family groups, neighborhood hubs, and school-wide groups by 
using relational counters, such as voice messages and direct calls to influential parents, as well as more 
protocol-based and platform-level clarifications. The current study extends SCCT to public education by 
conceptualizing cri-sis communication as contextually embedded “trust work” rather than a neutral choice 
among message types. It proposes three interlocking dimensions—organizational embeddedness, contextual 
and cultural legitimacy, and digital misinformation management—as core conditions shaping how crisis 
communication can stabilize schooling, protect vulnerable students, and sustain confidence in public 
education. The findings have implications for critical educational policy and leadership, highlighting the 
need for policy frameworks, leadership preparation, and system support that acknowledge structural 
inequality, prioritize culturally responsive communication, and equip school leaders to act as credible 
mediators between governance systems, marginalized communities, and digital content. 
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This study examines how Swedish school principals experience and manages the emotional labour of crisis 
leadership, with a particular focus on their strategies for recovery and resilience once immediate crises have 
subsided. School principals are often positioned as the emotional anchors of their communities during 
crises such as public health emergencies, community tragedies, or disruptive social events. Yet, their own 
needs for care and recovery remain largely invisible. The study addresses this gap by investigating how 
principals balance professional expectations to provide stability with personal challenges of vulnerability, 
fatigue, and the demand for resilience. 
 
This study is framed primarily through Weick’s theory of sensemaking (Weick,1995; Weick, Sutcliffe & 
Obstfeld, 2005), which emphasises how individuals interpret ambiguous and uncertain events to construct 
meaning and act. Sensemaking is particularly relevant to crisis contexts, where principals are confronted 
with complexity, unpredictability, and heightened emotional demands. By focusing on principals’ 
retrospective accounts, the study explores how they narrate, interpret, and reframe their lived experiences of 
crisis leadership and recovery, and how these processes contribute to resilience. At the same time, the 
analysis is situated within broader debates on the emotional labour of leadership (Hochschild, 1983) and the 
ethic of care (Tronto, 1998). While sensemaking highlights cognitive and interpretive processes, these 
processes are embedded in the emotional and relational demands of the principalship. The study therefore 
considers how principals’ sense-making is shaped by the requirement to perform emotional labour and to 
embody care for others, even as they seek care and recovery for themselves. An intersectional lens is 
incorporated to recognise how gender, identity, and cultural expectations influence both sensemaking and 
recovery practices. 
 
The empirical basis of the study is semi-structured interviews with 20 experienced Swedish principals who 
have all participated in a continuing professional development (CPD) course on leading in crisis. Data are 
analysed thematically, with attention to critical incidents that illuminate heightened emotional labour and 
subsequent coping strategies. 
 
Preliminary findings indicate that principals experience intense emotional dissonance during crises, as they 
must embody calm, strength, and authority for their staff and communities while privately struggling with 
fear, anxiety, and grief. Strategies for recovery included reliance on peer networks established during the CPD 
course, the development of personal wellbeing practices, and selective withdrawal from professional duties 
to regain balance. However, systemic pressures limit opportunities for sustainable recovery. 
 
The study argues that principals’ recovery and resilience after crisis leadership must be understood as a 
systemic and societal concern, not merely an individual burden. By reframing principals as both leaders and 
care recipients, the findings underscore the need for institutional frameworks that prioritise leader wellbeing 
along-side staff and student welfare. The research contributes to debates on emotional labour and care in 
school leadership, demonstrating the importance of policy support, professional learning communities, and 
cultural shifts that normalise recovery and promote sustainable resilience in educational leadership. 
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This presentation argues that International Schools, and consequently their leadership, occupy a Volatile, 
Uncertain, Complex and Ambiguous (VUCA) space and suggests that understanding how these leaders have 
overcome VUCA challenges is important as national schools increasingly experience VUCA struggles. 
There has been a rapid growth of international schools during this century, particularly in Asia and the 
Middle East and there are as many children educated in them as there are in a medium sized country like 
England. These schools differ but are typically characterised by following a curriculum other than the 
national one of their locality; by nationally-diverse staffing and/ or student bodies, either of which may be 
transient; by varied and unpredictable forms of governance. International school leaders face 
challenges arising from their characteristics, including: transience; loneliness; cultural differences; 
governance; business elements and managing school composition. Each of these elements contributes 
to the turbulence surrounding leadership in international schools. Drawing upon our empirical research 
we theorise the challenges faced by their leaders as leading within a VUCA space, and posit that national 
school leadership will soon face similar challenges. Both our empirical work and the extant literature 
suggest that leading in a VUCA space places considerable emotional demands on the leader. We 
conclude by positing that models of effective school leadership would be enhanced by the inclusion of 
principal emotional regulation and well-being as part of Self-Leadership. 
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This paper examines school leader wellbeing and retention in the UK through mixed-methods analysis of the 
2024–25 UK Sustainable School Leadership Survey and individual-level workforce data for England and Scot-
land (2010–2023/24). Leadership wellbeing is typically conceptualised as an individual psychological state, 
yet evidence from this study suggests it is better understood as a multifaceted, relational and context-
embedded construct that shapes – and is shaped by – leaders’ ability to sustain their practice, connect and 
relate, and realise their values over time. 
The analysis draws on 1,624 survey responses from headteachers, senior leaders and middle leaders across 
England (n=1,004), Scotland (n=333) and Northern Ireland (n=242). Respondents represented all phases and 
governance structures. The survey combined the Short Warwick-Edinburgh Mental Wellbeing Scale 
(SWEMWBS), bespoke work-related wellbeing items, and open- and closed-response questions generating 
rich data on school leader experiences and perspectives. Quantitative and qualitative analyses were 
integrated to explore the structure of wellbeing, its variation across contexts, and its relationship to role 
demands, identity and intentions to leave. 
 
Findings show that generic wellbeing measures do not adequately capture leaders’ lived experience. Many 
re-port strong purpose, identity and connection to their communities, yet also describe exhaustion, moral 
strain and acute role pressure. These two perspectives are not contradictory; leaders’ broader appraisals of 
fulfilment coexist with volatile, moment-to-moment experiences shaped by safeguarding, behaviour, 
staffing, account-ability and community relationships, often under severe resource constraints. In this 
sense, wellbeing is best understood as a dynamic state produced through the practical, emotional, moral and 
relational labour of school leadership rather than as a stable disposition or state. 
 
Building on the survey’s categories of thriving, surviving and sinking, the paper proposes a framework that 
differentiates facets of leadership experience including: (i) purpose and connection; (ii) coping under 
pressure; 
(iii) relational and community anchoring; and (iv) institutional and contextual conditions. These dimensions 
provide a school leadership-specific account of wellbeing and help explain why leaders may report high 
fulfilment yet experience significant strain. 
 
Workforce data reinforce the significance of these wellbeing dynamics for retention. In Scotland, around 15% of 
headteachers exit headship within one year, rising to 34% within three years and 50% within five. In 
England, patterns are similar: approximately 13% leave within a year, 31% within three years and 46% 
within five. Attrition is markedly higher in special schools, among older leaders, and in certain localities 
where three-year leaving rates exceed 40%. These structural, demographic and local patterns mirror 
survey indicators of strain – particularly workload intensity, safeguarding pressures and accountability – and 
demonstrate that retention challenges arise not only from individual factors but from local and system-level 
conditions. 
 
The paper concludes by considering whether addressing wellbeing is sufficient to address retention or 
whether structural changes are required. It argues that leadership wellbeing should be understood as a 
collective and systemic property, not solely an individual capacity. Implications are drawn for leadership 
development, policy design and the creation of sustainable conditions in which school leaders are able 
not only to remain in post but to thrive. 



BELMAS 2026 

Page | 166 

Learning and Leading for Social Justice in a Global Era of Growing Authoritarianism 

 
Saturday, 4th July - 15:50: Session 5E - Leader Well-Being (Raglan Suite) - Theatre - Abstract ID: 328 

 
 
Prof. Katherine Cumings Mansfield (Independent Scholar), Dr. Brenda Rubio (University of North Texas) 
 
According to several reports, there has been significant growth in authoritarianism across the globe, with more 
closed autocracies than liberal democracies for the first time in 20 years. While specifics vary across 
contexts, authoritarian regimes undermine democratic practices by purposely co-opting educational 
systems, both for youth in schools and adult learners in universities. This is often done via politicizing 
curricula, promoting nationalist agendas, and erasing diverse perspectives. In addition, educators are 
often surveilled, harassed, and/or dismissed, arrested, or exiled for thinking, teaching, and/or writing 
critically. Thus, academic freedom is stifled and true learning is thwarted. 
 
In addition to outright censorship of teaching and research, there is a distinct shift in the culture of 
education’s purposes: Rather than being a tool for developing democratic citizens who understand the 
importance of civil rights and the concept of the public good, many educational leaders are experiencing 
serious back-sliding of hard-fought advances for marginalized communities-including women, 
immigrant/refugee communities, Afro-descendants, LGBTQI communities, Indigenous communities, and 
people with disabilities. Instead, there is a concerted effort to dismantle programs that have been shown to 
pave the way for students of diverse needs backgrounds to access an education. 
 
The purpose of this presentation is to document and share our experiences with growing authoritarianism 
in the United States with documented examples of the new laws and university “guidance” aimed to 
curtail our abilities to think, speak, teach, research, and write. We then show how this political upheaval has 
seriously curtailed our abilities to provide a research-based educational leadership program with a 
particular focus on the concept of moral distress. That is, professors and students alike are experiencing 
ethical dilemmas and psycho-logical conflict between doing what we know is in the best interests of the 
communities we serve, juxtaposed against obeying the institutional constraints placed on us. 
 
Central Questions Guiding the Paper/Presentation 
 
How are anti-EDI policies manifesting in different education organizations across the world and within 
specific countries? 
How has the passing of anti-EDI bills impacted preparation programs of BELMAS members? 
What are some professional and personal struggles BELMAS members may be having with balancing their 
knowledge of research, understanding of professional standards, and reading of policy changes? 
What can concerned citizens do (locally, globally)? 
How can schools, universities, families and other citizens work together to build community spaces? What 
kinds of spaces are needed? Who decides? 
What can educational leaders do to build a global community to support each other? How might we 
build understanding across different manifestations of authoritarianism? Is there room for the creation of 
additional Research Interest Groups (RIGs)? 
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Teacher professional learning is not confined to what occurs in a workshop, one must also attend to what 
happens when a teacher returns to school to implement the new teaching practice. Teacher professional 
learning is contextually bound in school culture and context and has a direct link for teachers’ initiation and 
implementation of new innovations (Fullan, 2015; Rahman, 2017). Fullan (2015) acknowledges that 
although leadership is a complex and contested concept, it has a considerable impact on professional 
learning and promoting & sustaining of change in the classroom. With this in mind, there is wide belief 
that school leadership impacts teachers’ practices arising from teachers’ engagement in professional learning 
by creating conditions to support collaboration, reflection and feedback (Bolam et al., 2006; Fullan et al., 
2005; Rhodes et al., 2004). 
 
This paper is part of a wider study which explored the experiences of fifteen teachers from five schools 
engaged in a professional learning programme. This qualitative research paper focuses on a specific 
contribution of that study, the role of school leadership in supporting fifteen teachers from five schools 
implementing new practices after returning from a professional learning programme. Semi-structured 
interviews were conducted to explore the views of the fifteen teachers. Interviews were transcribed and 
thematically analysed, using Braun and Clarke’s (2006) six phases. 
 
Research Question: How does school leadership affects teacher’s classroom implementation of learning from a 
professional learning programme? 
 
The findings from this paper report: 
 
The school leader created the conditions and the culture for collaborative sharing of learning in three of the 
five schools. Teachers are more likely to implement new learning when they work in a school environment 
that values collaboration (Clarke and Hollingsworth, 2002; Jurasaite, Harbison and Rex, 2010; Leithwood et 
al., 1998, Warren Little, 1982; Park et al., 2007), have school leaders with an understanding of the 
professional learning initiative (Leithwood et al., 2009; Newman et al., 2000) and opportunities for teachers to 
reflect upon their learning and receive feedback from others (Imants, 2002). 
All five schools had at least one school leader currently or previously trained in the programme. In four of 
the schools, the teachers reported that having a school leader experienced in the knowledge of the 
programme was key in creating organisational capacity for change (supporting teachers in planning, 
reflecting and implementing the practices in four of the schools). 
One school leader provided no support to the team of teachers, and this had a negative impact upon 
implementation. 
 
The findings acknowledge school leadership determines the success or failure of teachers implementing 
their new learning in the classroom as a result of attending a professional learning programme. In 
schools with successful implementation of learning the school leader creates the conditions and the 
culture for teachers to collaborate, reflect and engage in their learning. The danger of the lack of 
implementation in one school is due to school leaders not engaging or supporting teachers with 
professional learning. 
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Introduction 
Recognising the limited empirical research on distributed leadership within the Ghanaian educational 
context, this study explores how distributed leadership is understood, enacted, and experienced in selected 
public basic schools within the Asante Akim North District. The district provides an appropriate setting due to 
its mix of urban and rural schools, accessibility, and consistently high academic performance. A multiple 
case study design was adopted, allowing for an in-depth exploration of distributed leadership practices 
across different school settings. 
 
Literature on Distributed Leadership in Ghana 
Research on distributed leadership (DL) in Ghana has grown over the past two decades, highlighting its 
relevance to school improvement, teacher development, and organisational effectiveness. However, the 
application of DL in schools remains relatively new and conceptually challenging (Dampson, 2015). 
 
Early studies by Oduro (2004) emphasised the need to distribute leadership tasks to address complex school 
challenges, noting that collaborative leadership enhances decision-making and teacher participation. 
Subsequent studies reinforce this, showing that DL promotes teacher empowerment, improves morale, and 
encourages shared responsibility (Dampson & Evelyne, 2018; Gyasi et al., 2020). Empirical findings also show 
positive relationships between DL and teacher commitment, organisational engagement, and classroom 
effectiveness (Dampson et al., 2018; Ibrahim, 2022). 
 
Despite these benefits, challenges persist. Many school leaders still operate within hierarchical structures 
that restrict teacher involvement (Ampah-Mensah, 2013), and some educators view decision-making roles as 
demanding or burdensome (Drah, 2011). Overall, the literature suggests that although DL has significant 
potential for strengthening Ghana’s educational system, its adoption requires clearer conceptual 
understanding, targeted professional development, and a shift toward more collaborative leadership 
practices. 
 
Methods 
A multiple case study design was used to explore distributed leadership across different school contexts. 
Data were collected through semi-structured interviews, non-participant observations of school leadership and 
collaborative meetings, unstructured field notes, and documentary analysis of school policies and 
records. This triangulation provided a comprehensive understanding of how leadership responsibilities are 
shared and how teachers and school leaders participate in decision-making. 
 
The sample comprises eleven participants from each of the three selected schools: the headteacher, 
assistant headteacher, three heads of departments or subject leaders, and six classroom teachers. Data 
were analysed thematically, involving systematic identification, coding, and interpretation of recurring themes 
related to leadership practices, collaboration, and teacher empowerment. 
 
Findings 
Preliminary findings indicate that distributed leadership is actively practiced in the selected schools, with 
participants affirming that it contributes to school improvement, enhances collaboration, and supports 
staff development. Teachers and leaders reported that shared responsibilities and participatory decision-making 
have strengthened teamwork and improved instructional practices. However, several challenges hinder 
effective enactment, including limited resources, nepotism in leadership allocation, heavy workloads, 
and appointing unqualified personnel to key roles. Despite these challenges, participants strongly 
advocated wider adoption of distributed leadership across Ghanaian schools, emphasising its potential to 
improve school functioning and educational outcomes when appropriately supported. 
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The Teach for All global network currently connects more than 60 countries, where independent partner 
organisations operate with a shared purpose to ‘recruit diverse, promising leaders to commit to at least two 
years to teach in marginalized communities, and support and develop them to work together with families 
and community members towards a shared vision for student success’. In England, for example, the Teach First 
scheme, established in 2003, is now the single largest provider of teacher education. It aims to recruit 
high-achieving graduates who work in areas of disadvantage, with the claimed incentive for both schools 
and new teachers that they work in the classroom immediately after their recruitment. In this paper, we provide 
insights into the operation of Teach for Russia, considering similarities and differences between the two 
schemes, and focusing in particular on the experiences of recruits to Teach for Russia and those 
responsible for their deployment and oversight. Our analytical framework adopts the FIT-Choice 
framework (Watt & Richardson, 2007), in order to consider how early-career teachers’ values and abilities 
align with the demands of their job. We focus on two key aspects: perceived personal utility and 
perceived social utility. By personal utility, we mean participants’ perceptions of teaching as a potential 
long-term career that may lead to leadership responsibilities and the opportunity to influence pedagogical 
change at school or system level. In terms of social utility, we consider the fit between participants’ 
personal values and the expectation of their organisation, which is that they work in areas where there is a 
crisis of teacher recruitment, and where they can influence the educational outcomes of children and 
young people from disadvantaged backgrounds, including those marginalised by their ethnicity, language, 
faith, citizenship status, or economic circumstances. Like Teach First, Teach for Russia challenges some 
established norms of how early-career teachers are recruited and trained, thus encountering some scepticism 
from both higher-education providers and experienced members of the teaching profession. It prioritises 
early experience in the classroom over pre-service, theory-based instruction. It encourages its recruits to 
aspire to taking on leadership roles in education. On the other hand, the school environment for Teach for 
Russia’s teachers is very different, because in Russia the teacher-recruitment crisis is most acute in 
remote, rural areas – and ‘remote’ has more extreme connotations in Russia than in the largely urbanised 
United Kingdom. Our contribution through this paper is to highlight learning about innovative approaches to 
pedagogy, community engagement, professional development and school leadership in Russia. We draw attention 
to these trends in a context that is under-researched and currently difficult to access, thereby aligning with the 
Leadership Preparation & Development Research Group’s aim to generate exchange of knowledge across borders 
and professional contexts. 
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Since inclusive education have gained attention, schools have been expected to seek change. For this 
purpose, several policies have been designed and implemented (Ainscow, 2022), and school leadership has 
been identified as a key practice to foster transformation (Ryan, 2011). 
 
Nevertheless, developing policies and leadership practices for inclusion can be problematic, especially with 
neoliberal contexts (Waitoller, 2020). Chile is no exception for this, as previous research has described how 
inclusive policies are contradictory (López et al., 2018) and make school leaders feel they need further 
support to balance school improvement and inclusion (Rojas et al., 2019). Practices for inclusive school 
leadership in Chile have been identified (Valdés et al., 2025) but still require deeper understanding as a 
contextual practice. This study asked how inclusive practices were configured from the perspective of 
school management teams in a public school and a particular school that receives partial public funding, 
since both types of school are compelled by Chilean inclusive-oriented policies. 
 
Consequently, this work problematizes leadership practices for inclusion from a humanistic and critical 
approach (Gunter, 2005; 2016) that wonders how people experience school life and problematizes power 
dynamics within it. Using the theory of practices architectures (Kemmis & Grootenboer, 2008) to understand 
educational leadership as culturally situated praxis (Wilkinson, 2017), a parallel case study took place including 
principals, academic coordinators and middle leaders. Semi structured interviews and participant 
observations were carried out during one academic year, and member-check discussions took place once 
every semester, to collaboratively interpret results. Ethical procedures took place accordingly. 
 
The theory of practice architectures served as an analytical framework. In this way, sayings, doings and 
relatings were identified as interrelated dimension in leadership practices, as well as cultural, material and 
ideological architectures, respectively. Sayings and symbolic-cultural architectures related to broad 
meanings of inclusion and diversity, while official discourses were tensioned between social history with the 
surrounding community and public discourses that reinforced institutional positioning. Doings and 
economic-material architectures described how policies and economic resources constrained practices but 
were simultaneously discussed and contested from autonomy and professional discretion. Lastly, relatings 
and ideological architectures showed how professional collaboration was based in belonging and trust in 
contexts that transitioned between community values and formal positions. 
 
These results are relevant to discuss the problematic relation between educational leadership and 
inclusive purposes, which require social and ethical transformations. School leadership has been a 
developing research field in Chile (Weinstein et al., 2019) but there is also a lack of deeper understandings 
of practice, as it has been discussed in international contexts (e.g. McGinity et al., 2022). This work 
provides evidence to problematize practices from a situated Latin American context. From here, it is 
possible to discuss that leadership has historical, cultural and transformative dimensions that unveil when 
diverse theoretical perspectives are considered. Also, inherent dilemmas and contradictions for school 
leadership need to be acknowledge by researchers and policymakers to move inclusion and social justice 
beyond policy implementation. Finally, Latin American contexts can contribute to knowledge production 
around inclusive education internationally. 
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The prevailing model of governance in Malta is based on a highly centralised system which sees policy makers 
at Ministerial level determining the reform policies that are to be implemented at the school level. Although, 
over the past two decades, different forms of involvement and engagement with stakeholders have been 
encouraged, reforms are still determined by central authorities. At the same time, one notes that few studies 
have been conducted to explore how governance impacts on those expected to implement government-
initiated reforms. This research study aims to explore the notion of governance by engaging through a series of 
individual in-depth interviews with a group of school leaders working in the State school sector. Findings 
highlighted a number of important issues related to leadership, trust and agency. These issues collaborate 
local and international studies that identify these as central to a governance that respects the important 
role that educators can play to determine school improvement. At the same time the responses brought out 
some interesting differences in the way school leaders as actors at the micro level relate to centralised 
reforms. The paper ends by presenting a series of proposals that could address the perceptions expressed 
by the school leaders and lead to improving the governance structures in the Maltese education system. 
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Abstract: The relationship between the board chair and the executive leader is thought to be of importance 
both to the effective operation of the board, and to the overall success of the organisation. In the English 
education system, the relationship has been little studied with most published literature from the business and 
non-profit sectors. 
This paper describes a two-phase explorative, emergent, sequential, mixed methods study with a grounded 
theory approach to data analysis undertaken to gain a deeper understanding of this crucial relationship. The 
study is deliberately explorative in nature to counter any potential bias from my insider status and is designed 
to use authoritative knowledge of experienced chairs and raise the voices of governors so often absent in 
education discourse. 
 
Phase 1 of the study adopted a social constructionist approach and consisted of two focus groups of experienced 
chairs. The design of the Phase 2 survey emerged from this collaboration both during and after the focus group 
events. Themes from the focus group data centred on the quality of understanding that both sides of the 
relationship have about the role and function of governance. This, in the view of the focus groups, could 
lead to a lack of respect for governors, and an undervaluing of the impact governance could have on the 
organisation. A lack of focus on the purpose and impact of governance in both Headteacher and governor 
training was felt to be a contributing factor. 
 
Phase 2 of the study was designed as a semi-structured mixed methods survey and explored the themes 
developed in Phase 1. This was distributed through social media and other networks to both chairs and 
executive leaders. Adopting a grounded theory approach to Phase 2 data analysis, making extensive use of 
analytic memoing and theoretical sampling methods, other interesting aspects of the relationship were 
identified such as the importance of communication, shared values and common purpose. This led to a 
deep reflection and analysis of the phrase ‘professional relationship’ used in qualitative responses by a 
number of respondents. 
 
Approaching the data using cycles of grounded theory coding a theoretical model has been constructed 
identifying the factors that may contribute to the forming of this professional relationship. The model also 
explores the impact a strong professional relationship may have on the individuals involved, to their 
leadership, and to the organisation as a whole and to barriers that might prevent it forming. It is hoped that 
the findings from this study can inform education debates about what constitutes effective governance through 
its focus on improving the leadership of these two key individuals. 
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It is accepted that schools are complex systems with numerous layers of interactions and relationships. 
Within the system there exist numerous sub-systems. K-12 English-medium International Schools are 
arguably especially complex as a ‘system’ with links to numerous external forces such as curricula providers, 
companies, Embassies, and accreditation agencies. These relationships are complex, evolving and loosely-
linking, as de-scribed by the ‘CELLS’ framework developed by Hawkins and James (2018) in the EMAL 
journal. However, the research into managing these relationships is accepted to be surprisingly sparse. In 
the case of non-profit driven ‘traditional international schools’, where the Head is appointed by a Board of 
Trustees made up largely of elected parents, the relationship between the Head and the Board is paramount. 
This session reports on a survey of 50 schools belonging to the Academy of International School Heads (AISH) 
which explored the complexity of the relationship between the Head and the Board (especially the Chair). It 
will show, for the first time, that the longevity of the Board Chair is often much lower than that of the Head, 
whilst Board turnover is quite high in most schools. This situation adds considerably to the complexity of the 
‘parent/Board sub-system’, creating a position where the Head is serving a Board and Chair that did not 
appoint them and has a loose relationship with each other. At the same time, the Head spends a 
considerable amount of time in meetings with the Chair, and the Board. However, invisible boundaries begin 
to quickly evolve as new members enter the system. Inevitably, this relationship will often break down, 
leading to a high turnover of Heads. It seems time that the continuously growing body of international 
schools were scrutinised as ‘complex systems’ with organic problematic relationships, and this session will 
point to other sub-systems that need investigating. In particular, many Heads reported spending more time 
not only on Board-related issues but on dealing with financial and regulatory/legal issues. This session will be 
especially relevant to members of the International and Comparative Education (ICE) Research Interest 
Group. 
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Although principals are increasingly positioned as key agents of school improvement, yet leadership preparation 
still tends to prioritise managerial discourses centred on efficiency, accountability and technical problem-solving. 
This provides limited guidance for engaging with the complex, relational and value-laden aspects of their 
mandate—areas frequently described as conceptually elusive, emotionally demanding and easy to de-prioritise 
amid competing pressures. This paper examines how a national school leadership programme at a Swedish 
university can strengthen principals’ capacity to lead challenging work on norms, gender and democratic values, 
areas widely acknowledged as vital, yet persistently difficult to enact in practice. 
 
Drawing on a multi-year development initiative within the Swedish National School Leadership Training 
Programme, the study explores how principals make sense of, struggle with and learn to enact leadership that 
addresses gender equality, democratic values and inclusion in their everyday school work. Participants describe 
tensions between broad policy expectations and the realities of leading schools. They often characterise the 
leadership of norms and values—especially regarding gender and gender equality—as professionally risky and 
difficult to translate into concrete practice, with few structured opportunities to reflect on their assumptions, 
identity positions and organisational contexts. The paper interprets these difficulties not as individual deficits but 
as expressions of embedded cultural and organisational patterns that shape what is perceived as legitimate or 
avoidable leadership work. 
 
The study draws on gender theory and organisational cultural perspectives that view gender, power and norms as 
enacted through everyday interactions and assumptions. Acker’s (1990) theory of gendered organisations provides 
a basis for analysing how inequalities are reproduced within school leadership. The concept of gender-aware 
leadership is used as an analytical lens, highlighting leaders’ capacities to recognise how inequities are produced 
and to act when they become visible. 
 
Three research questions guide the paper: 
 
How do principals understand and interpret the leadership of norms and values during their participation in a 
national leadership programme? 
Which aspects of this leadership work do they experience as particularly difficult, and why? 
How can a leadership programme be designed to support principals’ capacity to lead complex change processes 
related to gender equality, democracy and inclusion? 
 
The analysis draws on observations, written reflections and group discussions from multiple cohorts of principals 
engaged in activities such as case work, identity-focused reflection, feedback groups and facilitated dialogues. 
These activities aim to deepen conceptual understanding while mobilising leaders’ agency, moral purpose and 
courage to address sensitive and contested issues. 
 
Findings indicate that targeted pedagogical design—combining theoretical grounding with reflective, relational 
learning environments—enables principals to recognise power dynamics they previously overlooked, articulate 
dilemmas they often avoid and experiment with new forms of leadership. The study shows how university-based 
programmes can create spaces for principals to slow down, question taken-for-granted assumptions and develop 
the competence and confidence needed to lead for equity. 
 
The paper contributes to research on educational leadership development by demonstrating how preparation 
programmes can move beyond technical competencies to cultivate principals’ capacity to lead for gender equality, 
democratic values and inclusion. 
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In recent years, educational leaders in both the UK and US have faced mounting stakeholder pressure 
over a wide array of issues, from COVID-related school closures (Heffernan et al., 2022) to demands 
around curriculum and equity (UNESCO, 2022), often tied to broader debates over social progress 
(Khalifa et al., 2016) and organizational accountability (Banwo et al., 2022). 
 
This empirical qualitative study stems from a broader project examining the decision-making experiences of 
20 educational leaders managing stakeholder pushback on socially contentious issues that can elicit public 
back-lash. This paper focuses specifically on emerging findings that merit deeper attention. It explores how 
educational leaders in the US and UK interpret and respond to stakeholder backlash over socially contentious 
issues, with an emphasis on comparative decision-making shaped by differing political, institutional, and 
policy con-texts. 
Two research questions guide this study: 
How do educational leaders in the U.S. and U.K. interpret and respond to stakeholder backlash over 
complex and polarized demands? 
What similarities and differences emerge in the decision-making strategies used by U.S. and U.K. 
educational leaders to manage stakeholder backlash amid complex and polarized demands? 
Methodology 
Drawing on social cognitive theory (Bandura, 1986) and sensemaking (Weick, 2005) in leadership, the study 
investigates how educational leaders navigate stakeholder resistance while perusing institutional goals and 
maintaining stakeholder trust while managing challenges that elicit public backlash. Using a qualitative, 
cross-national case-study design (Yin, 2008), we conducted semi-structured interviews with 20 educational 
leaders. Participants included district superintendents in the US and local education authority (LEA) directors 
in the UK. Data were coded and thematically analyzed using interpretive phenomenological analysis (Smith et 
al., 2009), allowing for nuanced insights into participants decision-making experiences and leadership 
responses during episodes of organized public backlash. 
 
Preliminary Findings 
Preliminary findings suggest both convergence and divergence in leadership approaches. Common across both 
contexts was the use of relational framing, emotional regulation, and reframing techniques to de-escalate 
stake-holder tensions. However, leaders in the U.K. more frequently referenced compliance with centralized 
policies and narrative alignment with national initiatives, while U.S. leaders emphasized local autonomy, 
legal defensiveness, and coalition-building with community actors. This comparative lens highlights how national 
policy environments and political climates shape leadership responses to backlash. 
 
Significance 
Findings contribute to global and comparative understandings of effective leadership for socially contested 
educational issues and offer practical implications for leadership preparation programs, policy design, and 
organizational resilience training. The study aligns with conference themes on leadership preparation and 
development, and comparative education by offering cross national-context insights into navigating 
stakeholder resistance. 
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This study examined the evolution of discussions about artificial intelligence (AI) and school leadership in 
U.S. practitioner publications during the second year following the release of ChatGPT. Building on our 
previous analysis of practitioner discourse in the initial year, this follow-up study examined how practitioner 
discourse constructed and reshaped leadership expectations as AI became institutionalized in schools 
during its second year. 
 
Data collection covered the period from November 30, 2023, to November 30, 2024, and included 12 practitioner 
outlets widely read by U.S. school and district leaders: Education Week, District Administration, AASA 
School Administrator, American School Board Journal, Tech & Learning, THE Journal, ASCD Educational 
Leadership, Ed Tech, Edutopia, Phi Delta Kappan, NEA Today, and Principal Magazine. Using qualitative 
document analysis, we reviewed 106 articles that discussed school leadership in relation to AI. The 
research team collaboratively developed a hierarchical codebook of 53 categories through iterative coding 
and review in Dedoose, identifying four overarching themes. 
 
A recurring theme across most articles was that leaders managed technological uncertainty primarily through 
policy setting and development. Practitioner texts described superintendents and district officials translating 
ambiguity into coherence through strategic planning, legal and ethical safeguards, and data privacy 
measures. Articles increasingly call for school systems to formalize AI strategies, revise acceptable-use and 
academic-honesty policies, and enhance procurement oversight to ensure equitable and secure 
implementation. 
 
Teacher professional learning emerged as a consistent leadership strategy for cultivating AI literacy and 
collective readiness. Leaders were depicted as creating low-stakes spaces for experimentation, organizing large-
scale training events, and embedding ethical reflection into staff learning. Leaders were depicted creating low-
stakes spaces for experimentation, organizing large-scale training events, and embedding ethical 
reflection into staff learning. These accounts portrayed professional learning as a leadership strategy that 
supported teachers’ confidence and collective readiness for AI integration. 
 
Articles addressing students’ engagement with AI have highlighted the importance of responsible use, academic 
integrity, and digital citizenship. Leaders were expected to design transparent guidelines that balanced 
innovation with fairness, ensuring AI supported rather than undermined equitable learning. The fourth theme 
focused on administrators, who were portrayed as institutional sensemakers navigating heightened 
expectations amid limited procedural guidance, revealing the growing burden of leadership responsibility 
under persistent ambiguity. 
 
Finally, collaboration emerged as a fifth theme, portrayed as essential for leaders seeking legitimate and 
ethical governance of AI. Leaders were shown convening teachers, students, families, and external 
partners to build trust and shared responsibility, reinforcing the belief that collective participation is 
necessary for ethical oversight and organizational legitimacy. 
 
The findings illustrate how practitioner discourse translates technological change into questions of governance, 
ethics, and institutional responsibility within the field of educational leadership. Practitioner leaders 
position themselves as central actors responsible for transforming technological innovation into 
coherent and ethical organizational practices, even as concrete guidance remains limited. Future research 
could examine how these shifts inform leadership preparation and professional learning. This study 
contributes to educational leadership scholarship by demonstrating how practitioner discourse shapes 
evolving understandings of leadership amid the institutionalization of AI in education. 
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Research is abundant on resilient leadership, but it is difficult to find studies on adopting disciplined 
approaches and their impact. It is all the more crucial to study in the Indian context because studies have 
rarely been carried out on the resilience of school heads. The paper argues that resilient leadership practices are 
necessarily embedded in adopting disciplined approaches to turn around adverse situations for achieving school 
excellence, which in turn enhances the confidence of school heads as leaders. Achieving equitable quality 
education is a Sustainable Development Goal. 
 
A conceptual framework employing a two-dimensional matrix (individual vs. collective actions, internal vs. ex-
ternal environments) was developed to study this phenomenon. The framework examines interactions 
within four key areas: method of addressing adversity, action-environment interaction, change area, and 
change features. Adversity is addressed through specific “disciplined approaches”: disciplined conversations, 
disciplining ideas with facts, disciplined learning, and purposeful learning. Areas of change include mindset, 
behaviour, culture, and systems. Change features include beliefs, values, work styles, systems, and processes. A 
self-selected sample of 45 principals in Andhra Pradesh answered ten open-ended questions. 
 
The analysis indicated that not all situations demand exercising intense resilient leadership, but it calls for 
‘everyday resilience’ when facing day-to-day challenges. This resilience comes from recognising and studying the 
‘everyday data’. Exercising everyday resilience has the potential to avoid a crisis. Disciplined 
conversations help in practising everyday resilience. It is supported by disciplined ideas with facts in the 
form of day-to-day observations, listening to what others say, sharing the day-to-day happenings, formal 
and informal discussions with others and so on. The nature of adversity is mild in these cases. However, 
for severe and acute adversities, a series of efforts filled with a conviction to resolve the shocks using 
personal resources. These resources are flexibility and creative thinking, using positive energy, positive 
adaptation and positive emotions to evolve strategies. These resources are characterised by knowledge, social 
integration and developing workarounds for achieving the goals. The school heads did not see these disciplined 
approaches as mutually exclusive. They used these disciplined approaches in combination. Disciplined 
conversations often led to fact-based ideas, which in turn fostered disciplined and purposeful learning. 
Disciplined conversations are complemented by disciplining the ideas with facts, which act as a necessary 
precondition for applying disciplined and purposeful learning. All these together bring positive changes in 
the school and enhance their self-confidence. So, disciplined approaches are interrelated, 
interdependent and interact with each other. 
 
The impact of exercising resilient leadership was evident in three ways: turning around the schools, achieving 
academic excellence (e.g., 100 per cent pass rate in the 10th standard board examination), and enhanced 
self-confidence among school heads. Key attributes of resilient school leaders identified are engaging 
effectively to handle multiple and diverse activities simultaneously, detecting and navigating hard-to-reverse 
thresholds, integrating different forms of knowledge, acknowledging and working with social and educational 
diversity and anticipating and coping with uncertainties and surprises. These impacts and key attributes of 
resilient leadership contribute to the sustainable developmental goal of providing equitable quality 
education. 
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This paper examines how the co-construction of a manifesto, from a national organisation representing 
secondary school leaders in Scotland, can operate as a critical professional learning site through which 
to interrogate the interplay of leadership practice, organisational identity, and national education policy. 
Reflection on the co-creation process illustrates how a collective, research-informed approach can 
strengthen leadership agency, amplify professional voice and support members of the organisation to 
navigate a complex, often contested educational policy landscape. 
 
The paper analyses the manifesto’s development in the months preceding the 2026 Scottish Parliamentary 
elections, a period shaped by shifting social, economic and geopolitical pressures. In doing so, it offers 
insights of direct relevance to BELMAS researchers, policymakers and practitioners concerned with 
educational leadership, public policy, and social justice. The authors argue that the manifesto process is 
more than the production of an organisational artefact; it is a generative space where leaders 
collaboratively negotiate tensions between compliance and critique, accountability and agency, and equity 
and excellence. In this sense, the manifesto becomes both a reflective mirror and a strategic tool, supporting 
the organisation’s members to articulate critical, future-focused leadership commitments. 
 
The analysis is positioned within Courtney’s (2024) Critical Education Leadership and Policy Scholarship, that 
recognises leadership and policy as mutually shaping, foregrounding the manifesto as a critical space for 
collective sense-making, agency and policy influence. Further, the paper draws on frameworks of ethical 
leadership (Shapiro & Stefkovich, 2021), political acuity (Mitchell, 2025), and critical leadership praxis (Freire, 
1970; McDonald, 2023). These perspectives enable a conceptualisation of leadership as collaborative, relational 
and oriented toward public service and social justice. Within this framing, the manifesto co-construction 
process is theorised as a form of professional learning that cultivates ethically grounded, politically astute, 
and critically conscious leadership identities and practices. 
 
Drawing on scholarship that positions manifestos as both public declarations and critical interventions 
(Latour, 2010; Hanna & Ashby, 2022; Subagyo, 2023), the paper addresses five interrelated questions: 
 
How can the organisation ensure the manifesto authentically represents the voices, experiences and 
aspirations of its membership? 
How can the manifesto process and product strengthen the organisation’s identity, strategic purpose, and 
policy influence? 
In what ways can manifesto development reveal, reproduce, or challenge dominant power relations 
within Scotland’s educational policy environment? 
How can a manifesto articulate a socially just, future-oriented vision that responds to global challenges to 
human flourishing? 
What forms of leadership learning and organisational support are needed to sustain the espoused 
aspirations and commitments, beyond publication of the manifesto? 
 
Examining these questions reveals how national and political dynamics influence secondary school leadership, 
highlighting the manifesto as both a powerful symbol of collective agency and a practical lever for driving 
professional and policy change. 
 
The paper concludes that critically informed manifesto development provides a model for leadership learning, 
policy engagement, and social justice advocacy, reconceptualising manifestos as tools of critical praxis, 
offering practical guidance for professional bodies, and demonstrating how collective leadership 
strengthens and influences public education systems. 
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This paper has as its stimulus the research of Thomas et al (2010) into educational innovation in China, South 
America and Africa. The authors highlight two related areas of reform in what they refer to as ‘developing 
countries’: strengthening pedagogical practices through in-service professional development, and refining 
assessment processes to reflect wider educational objectives. Context is crucial, both in shaping reform and 
in understanding the transferability of any learning from those initiatives. Fifteen years on from that 
publication, we report on recent research conducted by practitioners in the three continents. First, we 
examine the influence of leadership support and professional development on the instructional confidence 
and empowerment of teachers in a secondary school in Ghana. The findings of this research have 
implications for policy makers, school leaders and the education sector as a whole. For leadership models to 
be built on trust, respect and empowerment, leadership development must be embedded within coherent 
national frameworks that enable sustained, context-relevant growth over time. Leadership and professional 
development are not separate levers in educational improvement, but interconnected forces that align to 
create the conditions for successful teaching and learning. Next, we report on research conducted in a 
school in China, on an initiative as part of the International Baccalaureate Diploma Programme (IBDP) to 
enhance students’ access to top-ranking universities. Both student and staff participants recognise the 
potential for the IBDP to improve academic outcomes. However, this might be achieved at the expense of the 
non-cognitive attributes – perseverance, motivation, self-control, communication, and teamwork – that are 
an integral part of the IBDP Learner Profile and that aim to bridge physical, cultural and social divides 
between individuals and communities. Finally, we move to Colombia, where the training of instructors 
through Online Coding Bootcamps presents a challenge to conventional means of professional development. 
The Bootcamp model is theorised as a closer match than traditional instruction to the reality of the 
workplace, where asynchronous work is the norm. This is a coaching model – a two-way process – rather 
than the one-way process of direct instruction. The enquiry brings critical insights into the interplay between 
professional growth, instructional coaching, and asynchronous learning. The challenge for leadership is to 
understand the difference between ‘doing coaching’ and ‘being a coach’. Each of these three distinct 
research projects engages with educational improvement as a contextually negotiated process, whether 
through leadership, learner development, or alternative professional training. Our analysis is, therefore, both 
comparative and complementary. In our concluding discussion, we adapt the analytical framework proposed 
by Mourshed et al (2010), which examines local performance priorities, contextual cultural factors, the 
decision-making process, and the existence of a critical incidence to stimulate reform. Our paper has two 
main purposes. The first is to contribute critical accounts of improvement initiatives in settings that are 
under-represented in the educational-leadership field. The second is to recognise the value of research by 
practitioners into current practice and, in these three cases, research conducted by part-time Masters 
students alongside their demanding day-to-day professional work. 
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The Quebec education system uses a medical model to assess and support neurodivergent students. While this 
model is useful for identifying students with different needs, it also stigmatises them as being less capable which 
activates stereotype threat. This stigma also affects neurodivergent staff working in schools, creating systemic 
barriers to employment, as well as issues regarding a sense of belonging and mental health. 
 
Our study examined how individuals in formal and informal leadership roles within a school can foster a 
neuroinclusive organisational culture to mitigate the stigma and stereotype threat experienced by neurodivergent 
staff. To this end, we collaborated with a school in the Greater Montreal area that was already familiar with 
neurodiversity and neurodivergence as they relate to students, but not to staff. The specific research objectives 
were to: 1) identify the strengths, obstacles, and opportunities of developing such a culture; 2) co-create an action 
plan to establish a neuroinclusive school culture; and 3) explore how perceptions of neurodivergence and 
neuroinclusive practices evolve among school staff throughout the process. 
 
To achieve these objectives, we employed a mixed-methods design. Quantitative data on perceptions, attitudes, 
and stereotype threat were collected via a survey of school staff, and qualitative data were collected through group 
discussions. These group discussions were conducted using an integral systemic approach. This method enables 
individuals to be grouped according to their professional role, allowing for a systemic analysis of professional 
practices in relation to the research objectives. Each group’s analysis was then reviewed anonymously by 
neurodivergent employees within the organization. These comments were shared with the initial professional 
groups to identify common ground and create meaningful action plans specific to each school. We will present our 
detailed methodology and explain how it can be transferred to other organisations. We will also present our 
preliminary findings and demonstrate their impact on the schools’ organisational culture and the well-being of 
their neurodivergent staff. 
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This paper critically examines the debate surrounding authentic assessment in UK degree apprenticeships, 
focusing on the tensions between academic rigour, workplace relevance, and regulatory compliance. 
Authentic assessment, which evaluates learners through tasks that replicate real-world practice, is widely 
promoted as a means of aligning higher education with employer needs. Constructivist and situated learning 
theories highlight its pedagogical value, and assessment theory situates authentic assessment as central to 
the measure of apprentice performance. However, each voice interprets ‘authenticity’ differently – alignment 
with workplace practices, learner-centred approaches, and or compliance with regulatory standards. The 
recent government Post 16 Educations and Skills White Paper may amplify the policy-driven interpretation, 
potentially positioning it as the dominant voice in shaping future practice. 
 
The White Paper raises issues including modularity, employer engagement, and lifelong learning which will 
provide fresh challenge for leaders within post-16 educational environments to develop authentic 
assessment methods that reflect real-world skills within a learning environment under strain from financial 
pressure and the ongoing drive for cost-efficiency. Leaders will be required to consider curriculum 
redevelopment alongside workforce development to ensure courses are able to deliver innovative, authentic 
assessments that maintain regulatory compliance balanced with the expectations of both employers and 
learners. 
 
Adopting a secondary research design, both qualitative and interpretive, the study considers a systematic 
academic literature (2015 -2025), institutional case studies concerning the Chartered Manager and Project 
Manager Level 6 degree apprenticeships, and recent government policy to consider ‘how is authentic 
assessment conceptualised within the degree apprenticeship (DA) context, and what tensions exist between 
policy, practice, and academic perspectives?” 
 
Data analysis is underpinned by combining four theoretical perspectives to conceptualise authentic 
assessment and analyse the challenges within DA. Constructive alignment will explore the relationship 
between learning outcomes, workplace practice, and assessment frameworks, while constructivism and 
situated learning provide a lens for understanding the strengths of authentic assessment. Assessment 
principles and theory are used to examine the academic requirement for validity, reliability, and authenticity. 
 
Findings suggest that authentic assessment is of value to management apprentices, but highlights the 
potential for authenticity to become diluted and potentially constrained by increased regulatory demands for 
standardisation and accountability. This paper argues that the debate is not whether authentic assessment 
is desirable, but how it can be achieved whilst considering the differing perspectives and competing 
priorities. Assessment models that integrate authentic workplace projects with robust and reflective 
academic measures and evidence are proposed as a pathway to bridging academic and workplace practice. 
 
The research contributes to the understanding of how competing voices and interests shape degree 
apprenticeship assessment, policy and practice. By confronting the tensions between regulation, workplace 
and skills demands, and academic standards, it provides insights for balanced and informed decision-
making free from the potential dominant voice. 
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Castel Volturno is a small town located on the western coast of Italy, in the southern region of Campania. 
With a population of approximately 23,000, Castel Volturno was, at one time, a seaside resort but is now 
steeped in poverty, largely due to the influx of thousands of immigrants, mostly from Ghana and Nigeria, over 
the last fifty years, as well as the infiltration of the Camarro clan, an organized crime family with significant 
influence in southern Italy. As a result of living in this context, many young people, children of immigrants but 
not Italian citizens, due to Italian laws, live in poverty, have no positive outlets, and little interest in school. 
Under the leadership of a former Italian Olympic basketball player and coach, Massimo Antonelli, Tam Tam 
Basketball began. 
 
Following the objectives of the BELMAS International and Comparative Education RIG, this study explores the 
story of Tam Tam Basketball and how Coach Antonelli inspired pride and passion into the young people of 
Castel Volturno through sport. This presentation reports on Phase 1 of a longitudinal research study, with a 
focus on the context in which the young people of Castel Volturno live and the work of the adult leaders who 
have mentored and guided them to imagine a different future for themselves. 
 
This qualitative case study gathered narratives from six coaches and supporters of this program to offer their 
stories on the impact that Coach Antonelli has brought not only to the young people but to their families. 
Institutional approval was given by Bournemouth University and consent to speak with the coaches was also 
given by Coach Antonelli. Approximately one hour interviews were conducted and transcripts were translated 
from Italian to English by a research team member for coding. After transcripts were cleaned, initial coding 
began. Initial codes for Phase 1 focused on outcomes for the young people, both initial outcomes and future 
outcomes, post-sport. Following the initial round of coding, pattern variables were established, which 
resulted in themes. The themes presented here are: personal responsibility, decision making, identity and 
belonging, and future aspirations. We conclude the presentation with a discussion of the leader’s influence 
on the lives of the young people. 
 
The significance of this study links, in large part, to the findings. The findings revealed stories of children 
whose parents abandon them, leaving them to find somewhere to live. Tam Tam gave them not only place but 
an identity and adults to serve as positive role models. Participants spoke of rule following, providing food, 
and helping the team members to look to what they could overcome and become. Framed in self-
determination theory, this study speaks to the value in theory application as we grew to understand the 
context and the potential in these young people. 
 
Future research will look to onsite observations and further interviews with school personnel, families, and 
inclusion of the voice of the young people and their experiences with Tam Tam. 
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On September 11, 2001, two highjacked planes struck the World Trade Center, causing fatalities and chaos in 
Manhattan. Several schools serving young children were located in Lower Manhattan, near the attack site. 
These schools experienced significant fear and trauma, which provided valuable insights into how trauma 
and crises affect school leaders, specifically contributing to understanding the preparation of school leaders 
for large-scale crises. As the 25th anniversary of these attacks approaches, it is important to reflect on the 
experiences of these leaders. Their firsthand accounts can help us better understand how to react to crises 
and the dynamic thinking required for success during turbulent times. 
 
This proposal is relevant to BELMAS members as it directly addresses crucial aspects of educational 
leadership: crisis management, leadership development, and the profound impact of unforeseen events on 
school communities. By examining the firsthand experiences of early childhood directors during a defining 
global crisis, this session offers unique insights for members involved in leading, researching, and shaping 
policy in educational settings. It directly informs professional development and policy discussions within the 
leadership community, preparing leaders to navigate unforeseen and high-stakes crises. 
 
The following key questions will be addressed: How did early childhood directors in Lower Manhattan 
respond to the 9/11 crisis? What leadership styles, strategies, and community relationships proved effective 
during and after the crisis? And what implications do these findings have for contemporary leadership 
preparation and crisis management in educational settings? 
 
This approach will integrate the principles of the Educational Crisis Framework (ECF), emphasizing 
leadership, communication, community support, and informed decision-making. A qualitative study, 
conducted immediately after 9/11, examined how five preschool directors within a five-mile radius of the 
World Trade Center responded. The study analyzed how leadership style, gender, community relationships, 
and actions influenced their effectiveness. Research involved semi-structured interviews, case studies, site 
observations, school mission statements, and email analysis. 
 
This work aims to better prepare school leaders for crises by drawing upon 9/11 experiences and integrating 
ECF principles. For educational practice, the firsthand accounts and derived strategies will provide 
actionable guidance for current and aspiring school leaders, equipping them with concrete tools for planning, 
responding to, and recovering from unexpected critical incidents. For educational policy, the findings can 
inform policy development for educational authorities and school boards regarding crisis preparedness 
protocols, resource allocation for psychological support in schools, and the development of robust crisis 
communication plans. This research contributes to the refinement and practical application of crisis 
leadership theory in educational contexts, particularly in understanding the interplay between individual 
leadership attributes and systemic crisis response. The study revealed the uniqueness of each director’s 
experience, with examples including evacuating students by commandeering a bus and a tugboat, and 
dealing with parents in shock and with injuries. A key finding was that leadership style significantly impacted 
crisis management success, with emotional support for teachers and parents being crucial. The focus on a 
specific event and its aftermath provides a unique and practical perspective compared to general crisis 
management discussions. 
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Research on educational leadership in crisis contexts has proliferated, yet it remains shaped by assumptions of 
stability, episodic disruption, and universal applicability. Most studies foreground the experiences of leaders 
in well-resourced Western settings. This leaves critical gaps in understanding how leadership operates under 
protracted crisis conditions, particularly in fragile, resource-deprived contexts marked by socio-political 
instability. In Lebanon, where crises are chronic and structural, educational leadership faces unique and 
underexplored challenges. Although research on leadership during disruptions such as COVID-19 has grown, 
it largely reflects the institutional conditions of the Global North. Such work often overlooks the dynamics of 
leadership in contexts shaped by ongoing structural marginalisation, economic collapse, and political 
precarity. 
 
In Lebanon, public school principals contend with layered crises, including mass displacement, 
infrastructural decay, and the collapse of public services, while managing historically underfunded and 
socially peripheralised institutions. 
 
The global literature increasingly acknowledges the emotional, relational, and ethical dimensions of 
educational leadership under pressure. Yet the dominant frame continues to privilege performativity, 
efficiency, and managerialism, often underpinned by surveillance practices aimed at monitoring and 
controlling behaviour . How such logics are taken up, or resisted, in fragile, under-researched contexts 
remains poorly understood. 
 
This study addresses that gap by examining how principals in Lebanese public schools serving marginalised 
communities interpret and use surveillance not simply as a mechanism of control, but as a tool of support. 
This inquiry is situated within a theoretical framework that triangulates Bolman and Deal’s (1997) four-frame 
model with Foucauldian concepts such as governmentality and technologies of the self (Foucault, 2023). 
This enables a dual-layered analysis: one that foregrounds both the structural demands placed on school 
leaders and the agentic ways they reframe and repurpose these demands within contexts of chronic 
instability. 
 
Through in-depth, semi-structured interviews with 24 school principals, we examine (1) their leadership 
practices and (2) the rationales they gave these practices. This study employs a conceptual triangulation of 
the Bolman and Deal four-frame model and Foucauldian concepts such as governmentality, surveillance, 
and technologies of the self to critically analyse school leaders’ narratives. Findings suggest that, in the 
compounded crisis context of Lebanon, school principals exhibit a tension between re-evaluating their 
routine practices and maintaining established systems of control and surveillance to ensure the proper 
functioning of schools. This study underscores the need for future research to explore how leadership in 
marginalised contexts can move beyond these normative practices to develop more empowering and human-
centred approaches, especially during crises. This research could inform strategies that balance structural 
efficiency with teacher empowerment and community engagement, fostering sustainable educational 
leadership. Findings of the study can also have implications for policy makers to consider this dynamic and 
develop leadership preparation programs and professional development that build principals’ capacity to 
navigate their complex roles while working towards the necessary structural reform. 
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The purpose of this proposal is to present a leadership framework for school leaders in a time of 
permacrisis. It is based on a chapter for an edited book entitled Educational Leadership in a Turbulent Era 
(Gurr, Drysdale, Moreno, Eds). We argue that we have now moved from a VUCA environment to a time of 
permacrisis. Permacrisis gained attention in 2022 when it was named Collins Dictionary’s word of the 
year, encapsulating the feeling of living through a period marked by multiple, overlapping crises. It is 
defined as “an extended period of instability and insecurity, especially one resulting from a series of 
catastrophic events” (Collins Dictionary). It is often associated with another term ‘polycrisis’ which attempts 
to capture the sense that the world is dealing with not just several problems but a multitude of 
interconnected and mutually reinforcing crises. 
 
Both permacrises and polycrisis offer new and important insights into the current situation. While we 
highlight and compare both approaches in our presentation, we spotlight permacrisis because of the prolonged 
and unrelenting nature of the crises. 
 
Permacrisis is mainly concerned with global challenges and issues confronting leaders and nations 
(economics, geopolitical tension, political instability and other catastrophic events). We argue that 
education is experiencing its own permacrisis. Ten crises are identified that have impacted education over 
the past decade. These crises cover areas such as teacher shortage and retention, demographic change and 
migration, inequity, disruptive technology, AI, student and staff wellbeing, budget constraints, curriculum and 
pedagogy debates, and parent involvement. We present a Leadership Domains and Capabilities Framework 
to help leaders navigate, seize opportunities and succeed when faced with the new challenges of 
permacrisis. Far from a feeling of hopeless due to being overwhelmed and powerless there are opportunities 
for leaders to work towards solutions that address the root causes and build resilience for the future. The 
framework builds on a previous framework that we developed for leading in uncertain times. 
 
The framework is conceived as three circles. The inner circle represents the expected outcomes of 
leadership - student, organisational and societal outcomes. In the middle circle are seven domains that 
leaders will use to support the outcomes. These are setting direction, developing people, developing the 
organisation, leading teaching and learning understanding the context, leading self, and influencing 
others. (Authors 2017, 2020, 2026; Leithwood & Sun, 2012). We argued that these seven domains remain 
stable over time and circumstances. The outer circle includes the capabilities required to effectively enact 
the domains. Capabilities are defined as knowledge, skills, behaviours and dispositions. We argue that 
leader need a toolkit of capabilities and in times of permacrisis some will be more important than others. 
In this framework we identify two to three key capabilities for each domain. We show how these 
capabilities have changed and been refined for a new era. To be successful in today’s challenging 
environment educational leaders will need to explore, adapt and integrate new capabilities with existing 
ones and tailor them to their context and leadership style. 
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Over the past few decades, school leaders have been forced to navigate and respond to multiple, large-scale 
crises, which have threatened their personal safety and strained their leadership resilience. However, the 
gravity and complexity of these crises reveal a need for more specialized leadership training in preparation 
pro-grams so that school leaders are better able to “traverse the sundry conditions associated with leading a 
school and school community” during tumultuous times (Urick et al., 2021). This is especially important 
given the current challenges with principal retention in US schools. This need is amplified by rising principal 
turnover; for example, 11% of U.S. principals left the role after the pandemic (NCES, 2024), suggesting 
preparation programs must better address crisis management. 
 
Many principals began their roles without formal preparation in crisis management, and it is not included in the 
Professional Standards of Educational Leaders (Grissom & Condon, 2021). While it is common for interns to 
assume some leadership roles and responsibilities during their internship (Fusarelli & Fusarelli, 2024), 
Hurricane Helene in 2024 exposed the lack of crisis-management preparation among MSA students 
working as principal interns, who suddenly took on responsibilities far beyond typical internship 
experiences. A year later, the Caribbean faced another major disaster, underscoring the urgency of 
preparing leaders for natural disasters. This study explores the experiences of those serving in school 
leadership roles during a natural disaster. We offer some preliminary findings from an empirical study 
conducted in several school districts across the eastern region of the United States and discuss possible 
solutions for preparing school leaders to lead during tumultuous times. Our recent review of literature on crisis 
leadership revealed that research for K-12 schools focus more on COVID-19 school closures and school 
shootings (Grissom & Condon, 2021; Urick, Carpenter & Eckert, 2021), while research on educational 
leadership during natural disasters positioned in the United States is limited (Fletcher & Nicholas, 2015). 
Thus, our aim is to contribute to this specific area of research. In this proposed presentation, we will (a) 
discuss the literature relating to crisis leadership, (b) give preliminary findings for ongoing research on 
leading during natural disasters, and (c) offer some guidance for supporting leaders during crisis based on 
themes from our emerging work. 
 
We consider a multi-tiered approach to this work using the ethic of care (Noddings, 1984; Shapiro & 
Stefkovich, 2022) and Turbulence Theory (Gross, 1998, 2000, 2020; Shapiro & Gross, 2013) as our theoretical 
framework to identify, assess the severity, and lead schools during crises related to natural disasters. 
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Principals experience many stressors, work long hours, and operate under increasingly uncertain contexts. 
The impact of work-stress has been shown to affect school leaders’ mental and physical health while 
impacting their ability to be effective principals who can sustain their work. While much is known about 
why school leaders are stressed and its impacts, fewer studies have explored how personality and 
disposition play a role in the relationship between work-stress and downstream negative outcomes. Studies 
have found that principals’ dis-positions play an important role in effective leadership in terms of student 
outcomes and school climate, but little is known about the role of dispositions on psychological resilience. 
Specifically, few studies have examined the role of gratitude disposition as a buffer against work-stress and 
other negative health and professional outcomes, though gratitude has been empirically demonstrated to 
support individuals’ mental health and work-place satisfaction in other fields like psychology. 
 
This quantitative study examines how principals’ disposition towards gratitude moderates the impact of 
work-stress on mental health, leadership self-efficacy, and leave intentions. Guided by Folkman and 
Lazarus’s trans-actional stress theory, we argue that the manifestation of stress is due to an imbalance 
between stress appraisal and available coping mechanisms. In this study, we center principals’ gratitude 
disposition as a coping mechanism that can potentially buffer the direct impacts of work-stress on mental 
health and occupational outcomes. We ask, 1. How do principals’ perceptions of work-stress and gratitude 
disposition directly predict mental health, leadership self-efficacy, and leave intentions? and 2. Does 
gratitude moderate, and thereby buffer, the impact of work-stress on these outcomes? Principals were 
recruited from non-charter, public school principals in Texas, U.S., and 119 responses were used for the data 
analysis. The survey included scales that assessed perceptions of stress adapted to work (Cohen et al.,1983), 
anxiety (Spitzer et al., 2006), depression (Kroenke et al., 2001), leadership self-efficacy (Tschannen-Moran 
and Gareis; 2004), and intentions to leave (Mobley, 1978). We conducted moderation analyses using ordinary 
least squares (OLS) regression using R. Model assumptions were examined through diagnostic tools. 
 
As expected, work-stress directly predicted poorer mental health, lower self-efficacy, and higher leave 
intentions. Gratitude directly predicted lower depression symptoms and intentions to leave and higher 
leadership self-efficacy. Moderation analyses showed that gratitude significantly moderated the work-stress 
and intentions to leave relationship; however, the interaction predicted higher leave intentions than work-
stress alone. This finding is novel and runs contrary to our hypothesis of gratitude as a buffer. While stress 
and gratitude individually predict leave intentions in expected directions, gratitude in principals may serve 
as a catalyst rather than a buffer for principals under high stress conditions. Since gratitude is tied inextricably 
with other positive prosocial behaviors such as high conscientiousness and positive outlooks, we believe high 
gratitude principals in high stress conditions may be seeking better alternatives. Future research 
especially through qualitative methods is needed to deepen an understanding of this phenomenon in 
school leaders. 
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Objectives and Perspectives 
Black and South Asian headteachers continue to be underrepresented in British schools. While 
educational research has chronicled individual and institutional barriers and enablers to their career 
progression, the in-fluence of gender and intersectionality, and the role of religion in their leadership 
practice, less common are studies of the lived experiences of BAME school leaders. This paper analyzes the 
career trajectories and professional identities of seven Black and South Asian headteachers ten years on 
who were part of a study of three generations of BAME headteachers (28 participants) first interviewed in 
2015. It seeks to answer the questions, “How have BAME headteachers’ professional lives and leadership 
identities changed over time?” 
 
Methods 
Longitudinal research in educational leadership has examined the career stages of headship and the 
role of collaborative leadership on school improvement. Less common are studies of individual leaders 
over time. Longitudinal life histories of BAME headteachers enable the researcher to go beyond a “snapshot” view 
of their leadership practice. Modeled after the documentary “Up Series,” which followed the lives of 14 
British school children into adulthood, I followed these headteachers every five years to document their 
career changes. In 2020 five years after their initial life history interview I reinterviewed seven BAME head 
teachers from five UK geographic regions (West Yorkshire, London, West Midlands, East Midlands, SW England) 
regarding their career decisions and professional identities. In 2025 ten years on these same seven 
headteachers were located and reinterviewed using a similar life history protocol. 
 
Findings 
The career trajectories of the seven novice BAME headteachers from 2015 have been strongly influenced by 
changes in the UK economic and policy landscape, particularly academization. Two were forced out of their 
headteacher roles as the result of governance changes and financial challenges in their Multi Academy Trusts 
(MATs). (One of these retired and the other moved to Tanzania as an educational consultant). Another head-
teacher became the CEO of a MAT when his West Yorkshire primary school was academized, but has recently 
left the UK and assumed the headship of a British international school in Morocco. A fourth headteacher 
interviewed in 2015 left the headship of the West London primary school she attended as a child to become 
head-teacher in a series of international schools in Dubai and UAE. A fifth headteacher from a local authority 
secondary school who vowed he would not join an academy is now the new head of a MAT outside London. 
The two BAME headteachers from the original study who remained in faith-based schools have experienced 
the most stability in their work life, with plans to continue leading their current school. 
 
Significance 
Like the canary in the mine, issues affecting racialized groups can signal underlying tensions and fault lines 
in the larger society. The volatility of the professional experiences of these BAME headteachers are 
harbingers for the school leadership profession as a whole, with wider implications for the professional 
identities and future retention and diversification of UK school leaders. 
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This presentation offers initial findings from a research project exploring the work of school leaders in 
relation to supporting young people in particularly challenging circumstances. Original data is drawn from 
interviews with school staff who hold specific leadership roles rarely explored in Educational Leadership and 
Management research; such leaders include Special Educational Needs Co-ordinators (SENDCos), 
Designated Safeguarding Leads (DSLs) and members of Senior Leadership Teams with responsibility for 
supporting young people in especially challenging circumstances. It is now becoming clear that the work 
of school leaders is increasingly directed at supporting young people and their families, rather than 
focusing on activities aimed at directly improving teaching and learning. Thus, it is of utmost importance to 
understand the challenges faced by school leaders such as the participants in this project so that new ways of 
working can be developed to support them and to make the education system as inclusive as possible. 
 
We know that young people are facing increasing challenges. Current data suggests that 1 in 7 young people 
live with a mental health condition, rising to 1 in 4 females aged between 15-19, while children’s sense of 
wellbeing in schools continues to decline. The number, and complexities, of children with Special 
Educational Needs and Disabilities (SEND) continues to increase and while notifications of serious 
safeguarding concerns appear to be gradually reducing, governments suspect that this does not 
necessarily reflect what is actually happening in schools and society. There are also concerns that levels of 
violence in schools are rising, including violence towards staff. Such a changing environment needs to be 
seen in the context of education systems around the world, dominated by neoliberal and authoritarian 
approaches to teaching and learning which are now acknowledged to be, ‘messy and often confusing…this 
confusion can have damaging consequences, especially for the most disadvantaged and vulnerable.’ 
 
School leaders, however, have to deal with this. The purpose of this project is to help develop our 
understanding of what this changing environment means for school leadership, and what this might mean 
for future models of leadership rooted in concepts of human flourishing rather than human capital. 
 
Original data from semi-structured Interviews with school leaders (n=30) across five English secondary 
schools and five English primary schools is presented. The data is structured within a theoretical 
framework drawing on Henri Lefebvre’s concept of triadic spatial practice, identifying participants’ 
conceived, perceived and lived spaces. Reflexive Thematic Analysis techniques are then used to present 
common themes identifying key challenges and practices faced by the participants in their everyday, working 
life. 
 
The presentation concludes with three central elements. Firstly, practical suggestions are offered about how 
to support school-based colleagues such as the participants in this project; secondly, we suggests some 
ways that this research can help develop current thinking about existing models of Educational Leadership 
and Management scholarship; finally, we suggest some ways in which this project can point towards future 
school curriculum models predicated on concepts of human flourishing. 
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Headteachers are responsible for promoting and supporting staff and pupil wellbeing yet support for 
their own wellbeing remains unclear. Despite growing recognition of school leader stress, exhaustion and 
burnout, wellbeing is often seen as a personal responsibility rather than a systemic consideration. 
 
Arguably, the additional challenges faced by rural headteachers – such as reduced funding, additional teaching 
responsibilities and limited staffing – may intensify these challenges. While existing research often 
focuses on short time periods, such as a day or a week in the life of a headteacher, few offer a longitudinal 
perspective over the course of a year or focus specifically on rural English primary contexts. 
 
This interpretivist study adopts a Brunerian lens to explore the narrative experiences of eight rural 
primary headteachers from a single local authority in South-East England. Seligman’s PERMA model and an 
adaptation of the eight dimensions of wellness are used to conceptualise wellbeing and wellness 
respectively. 
 
This study’s qualitative focus on subjective experiential wellbeing allows a richness of data that can be lost in 
quantitative research. Experience is conceptualised through Kahneman’s experiencing and remembering 
self, whereby experience within the moment and later recollection are two separate perspectives on the 
same action. As such, research design employed approaches to access both perspectives. 
 
Data collection spans one year, from November 2025 to November 2026. In order to access the remembering 
self, a series of three interviews focusing on the personal, policy and environmental factors affecting 
participants’ wellbeing were conducted across the data collection period. In addition to this, Czarniawska’s 
conceptualisation of Flanagan’s Critical Incident Technique was utilised to produce six illustrative 
experiences of participants’ wellbeing across the data collection period. 
 
In this presentation, emergent themes will be explored alongside reflections on the insider perspective, its 
impact on data and its methodological tensions. 
 
This study’s combination of longitudinal design, interpretivist methodology, and focus on rural primary 
leadership offers an original and distinctive contribution to understanding headteachers’ lived experiences of 
wellbeing. It intends to contribute to the understanding of headteachers’ lived experiences of wellbeing and to 
provoke policy and practical conversation around this. Furthermore, it is intended that this study will prompt 
methodological discussions around the use of qualitative narrative inquiry, particularly from an insider 
perspective, to interpret wellbeing both in and out of educational leadership. 
 
Rural schools can be essential resources for their communities, providing education, communal space and 
care for pupils, families and beyond. This study provides a voice to the leaders who enable this to happen, 
and suggests that supporting and promoting their wellbeing could benefit not only leaders, but all school 
stakeholders. 
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This study examines how leadership development systems in Japan and Kenya contributed to educational 
resilience before and after COVID-19. While many countries experienced substantial learning losses during 
the pandemic, Japan experienced virtually no pandemic-related decline in national assessment scores 
between 2019 and 2021. In Kenya, several counties also maintained stable learning outcomes despite 
socioeconomic constraints, suggesting the presence of institutional mechanisms that buffered disruption. 
This study explores whether structured leadership development systems in both countries played a 
meaningful role in sustaining learning. 
 
Japan operates a dual leadership development structure combining national training provided by the 
Ministry of Education with complementary prefectural training delivered through teacher training centers. 
Kenya has implemented a nationwide framework consisting of Continuous Professional Development 
(CPD/TPD) and the National Professional Qualification (NPQ) for school leaders. Teacher development 
underwent major re-forms, with TPD becoming mandatory in 2017 and CPD being reorganized in 2021 
alongside the rollout of the Competency-Based Curriculum (CBC), resulting in a more coherent and 
standardized system. 
 
Although the training structures differ, both countries emphasize the school as the primary site of leadership 
development, with principals’ day-to-day leadership practices functioning as a critical driver of school 
improvement. Importantly, both systems combine national standardization with space for school-level 
contextualization, enabling principals to adapt common expectations to local conditions. In this sense, 
leadership development serves not only as capacity building but also as a mechanism for promoting social 
and contextual justice across diverse school environments. 
 
To support comparison, the analysis draws on Japan’s National Assessment of Academic Ability (2019, 2021–
2024) and county-level indicators from Kenya, including poverty rate, pupil–teacher ratio (PTR), net 
enrolment, attendance, and literacy. Examination data from 16 public schools—eight each in Bungoma and 
Elgeyo-Marakwet—were analyzed for 2020–2024. Across four cycles, Elgeyo-Marakwet schools consistently 
achieved pass rates and mean scores comparable to those in Bungoma despite more challenging contextual 
conditions. Qualitative accounts highlight multidimensional disadvantages—geographic isolation, weak 
infrastructure, natural hazards, and intermittent insecurity—not reflected in county-level statistics. 
 
The ability of Elgeyo-Marakwet schools to maintain performance suggests that CPD, particularly CBC/TPD-
aligned training, together with strengthened school leadership, may have exerted compensatory effects 
mitigating contextual risks. This parallels Japan’s experience, where established leadership development 
structures supported instructional stability and learning continuity. 
 
Overall, the findings indicate that systematic leadership development—standardized nationally yet enacted 
contextually—plays a significant functional role in supporting educational resilience. 
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Effective leadership is recognised as a critical factor in a school’s progress toward improvement. 
Nevertheless, the provision of support plays a significant role in achieving such effectiveness. Scholarly 
discourse on educational leadership frequently highlights the limited professional development opportunities 
available to leaders, as well as the contribution of the “critical friend,” often positioned outside the school 
and the leader’s immediate environment. This research investigates the necessity of support systems 
through the lenses of school self-evaluation, development planning, and the relationship between leadership 
and strategic management within specific educational contexts. Key questions addressed include: What 
forms of support can be provided to leaders? What needs create demand for this support? In what ways 
can support contribute not only to school improvement but also to leader wellbeing and professionalism? 
These are the central inquiries guiding this study. 
 
The concept of the critical friend, as it relates to support and educational leadership, arose from broader 
research into school self-evaluation and development planning, examining how leaders in two Maltese 
schools engage with these processes professionally. Employing a mixed methods approach, the study 
gathered data via surveys completed by all educators, in-depth interviews with ten participants, and focus 
groups involving leadership teams from both schools. Among the principal focuses was the examination of 
perceptions and outcomes regarding educational leadership. The involvement of the researcher as a critical 
friend during the study also provided insight into the role and identified a need within professional 
development for leaders. 
 
The findings and key discussion points presented in this paper centre on the perspectives of educators and 
leadership team members concerning the role of leadership in strategic management within their educational 
settings, as well as the types of support deemed necessary by both groups to sustain their schools’ 
development and improvement plans. 
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The context of this paper is the English education system where a significant proportion of schools are within 
Multi-Academy Trusts (MATs). A MAT is a group of schools operating outside of the Local Authority and instead 
overseen by national government. MATs are highly accountable for their own school improvement, judged 
through school effectiveness measures such as student outcomes and Ofsted gradings. This requires 
governance decisions by those leading MATs: they must consider what structures and processes they will 
adopt to build capacity and orchestrate school improvement. 
 
Teacher epistemic networks (TENs) provide one example of this and is a broad term used in my PhD to 
de-scribe formal collaborative structures for secondary teachers of the same subject as one aspect of 
professional development. They are utilised by some, but not all, MATs. MAT leaders are keen to exploit 
teachers’ passion for specialism and enable further learning by creating space for shared knowledge, 
language and artefacts, although the impact of such networks is contested. 
 
My PhD study aims to explore the assumptions and lived realities that emerge from leading and being 
members of TENs within MATs in England using Etienne Wenger’s concept of Communities of Practice (CoPs) 
as my primary theoretical lens. My early conceptualisation reimagined Wenger’s Modes of Belonging as 
first principles in a Venn diagram, seeking to visualise the complexity of CoPs through adapted 
intersections. As an emerging researcher navigating the complexities of research and a ‘pracademic’ with 
a leadership role in a MAT, my conceptualisation has developed in line with Wenger’s ideas of theory and 
practice informing each other. 
 
In this paper I explore the development of my critical understanding of this concept through further 
literature review and early fieldwork and I critically examine CoPs as a lens for understanding TENs within 
MATs. I begin with Wenger and Lave’s ideas of situated learning and then revisit Wenger’s framework of 
CoPs as a social learning system. I identify unresolved and multi-stranded issues and later critical 
perspectives, offering potential lines of enquiry for researchers. Finally, I propose a refined model which 
maintains Wenger’s sense of personal learning trajectories and the evolution of social structures whilst 
delving more deeply into their unstable manifestations and unexplored themes. 
 
Whilst CoPs are not a straightforward conceptual lens, their very flexibility is an opportunity to explore 
the complexity of how teachers as individuals learn together within a network of others who share their 
subject specialism. The focus upon the seeming tension between autonomous collaborative learning 
within the hierarchical structures of a MAT offers insight into the challenge of professional learning at 
scale. This paper contributes to the existing body of evidence and ongoing discourse that all MATs can potentially 
learn from whilst unanswered questions offer potential lines of enquiry and reflections for policy makers 
and other emerging researchers. 
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This paper presents findings from the research project: ‘Supporting system leadership: rationale, practice 
and impact,’ which evaluated the School Trust CEO programme (STCEO), delivered by the [authors’ 
institution] and funded by the Department for Education. 
 
The programme is intended to prepare and develop the next generation of CEOs for Multi-Academy Trusts 
through a structured, 12-month professional development offer combining self-study, executive coaching, 
tailored immersion experiences and peer-networking opportunities. It is underpinned by the Department for 
Education’s Content Framework for MAT CEOs, which identifies six domains of knowledge and behaviours 
essential for trust leadership 
System leadership emerged as an aim and central concern of the School Trust CEO programme, which led 
programme evaluators to explore how the ‘system leadership’ of MAT CEOs is conceptualised within the 
literature, by programme designers and programme participants. 
 
Begg argues that “Systems leadership” is an ‘attempt to shift towards [a] more group-based model of 
addressing how to activate change’ (2020, sub-section 3). Cousin (2019) describes system leadership as a 
governance trend moving away from hierarchical central control towards self-regulation of a complex adaptive 
system. Although this trend emerges prior to the establishment of the ‘multi-academy trust’ within the 
English school system, Innes et al (2023) have drawn attention to a desire for MAT leaders to embody 
system leadership practice for system-wide improvement and change, and Courtney and McGinity (2022) 
argue that MATs in England serve as a primary site for system leadership practice. To what extent is this by 
design and to what extent has system leadership, previously attributed to head teachers, been co-opted 
as a function of the CEO role? 
 
The paper draws on interviews with programme leaders, designers and practitioners, as well as the 
reflections of two cohorts of programme participants (called ‘Fellows’) to illuminate a theoretical analysis 
of the literature of system leadership and the complication and problematisation the concept undergoes 
when considered as a programme outcome or a desirable attribute of MAT leadership. 
 
We will conclude by offering a conceptual model of system leadership that accommodates and integrates 
MAT CEOs’ accounts of their agency and responsibility in relation to their own organisations, the wider school 
system and wider professional communities serving welfare and social justice. This model is an original 
contribution to the literature of system leadership in education and can guide those interested in thinking 
about the ways that MAT CEOs can be prepared for system leadership. We will also draw on our programme 
evaluation research to offer practical guidance about the extent to which programme components were 
successful in developing system leadership. 
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After a rapid expansion in online learning during the COVID-19 pandemic, a return to ‘normal’ has been 
experienced for most children. However, increasing numbers of learners now attend one of 
approximately 25 UK-based online schools. Online learning research grew from 2020 onwards, with much 
focus on technology, student wellbeing, and learning loss. Few studies have considered leadership or the 
nature of culture in the growing sector of online-only education. The personal experiences of leaders relating 
to leadership and culture in these environments remain largely unstudied. 
 
My work uses interpretative phenomenological analysis (IPA) to help to understand the unique experiences of 
leading an online school and how leaders have sought to build a school culture in a virtual space. IPA enables 
the in-depth analysis of individual lived experiences as unique cases. As an initial exploratory study in this 
field, my research helps to describe the current state of play of leadership and culture in UK-based online 
schools, and what it is like to be leading within these spaces. This person-centred, experience-led 
approach provides the ability to understand the processes and practices which may contribute to effective 
leadership and culture ‘building’ within a virtual space. 
 
This paper will share the findings of my PhD research, based on semi-structured interviews centred on the 
interaction of leadership and culture. Within these interviews, leaders have discussed their own practices, 
ideas, and experiences; the variety between them is stark. One online school leader specifically delineates 
between three cultural groups – teachers, admin and students, all with their own practices and values which 
keep them separate. Conversely, a different school leader describes how they actively “build” a culture 
which brings together all stakeholders in the school, coalescing around a set of virtual values. One sees 
leadership as a pre-destined role for him, albeit heavily focussed on the entrepreneurial side of his business; 
another describes himself as “an unexpected entrepreneur” who rejects financial growth in favour of a highly 
selective, values-centred school. The personal experiential themes for the five leaders also reflect this 
variety, ranging from the weight of emotional labour in leadership, to the need to effectively “lead with two 
brains” as an educator and entrepreneur, to fears around decision making, mitigated by regular virtual 
collaboration as community-building. Despite this, there are some key shared experiences which will help to 
inform our understanding of those working within this nascent sector. By foregrounding the lived experience 
of these leaders, this paper offers new insights into the processes, practices and possibilities of 
leadership and culture in online schools and suggests how the sector might evolve in an increasingly digital 
future. 
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Objectives: This research aims at understanding the impact of school leaders on students’ learning in 
Bahraini high performing intermediate schools. It would address an important gap in the literature by 
identifying and disseminating crucial practices of learning-centered school leaders in outstanding/ good local 
intermediate schools, which positively impact students’ learning Significance: Identifying such successful 
practices will form a base of research that inform the content, and structure of initial preparation and 
professional development programs for school leaders in Bahrain. Hallinger and Chen (2015) found that 
research on topics related to school leadership and management in Asian countries remains in a relatively 
early stage of development. Similarly, there is extremely limited literature exists about school leadership 
context in Bahrain, which in turn provides ample justification to explore such topic. 
 
Research Questions: 1- What effects does learning-centered leadership have on students’ learning of the 4-
core subjects: Arabic, English, Math & Science, from the ‘good’ performing school principals’ and staff points 
of view? What are the documents and policies undertaken by the school leadership that support those 
views? 2- What are the practices of learning-centered leadership that are associated with improved students’ 
learning of the 4-core subjects: Arabic, English, Math & Science, in good per-forming intermediate schools in 
Bahrain, from the perspectives of ‘good’ schools’ principals and staff? What are the documents and policies 
undertaken by the school leadership that support those views? Conceptual Framework: This study stands on 
the fact that leadership’s effect on student learning is mediated through teachers, classroom practices and 
other school-level organizational structures (Hallinger & Heck, 2010; Pont et al., 2008). Methodology: To 
answer questions 1 & 2, this research employed a case study research design, based on 5 intermediate 
schools. The schools were chosen from those that are rated outstanding/good by the third cycle of BQA 
review reports (as of December 2018). A qualitative design was employed through content analysis of policy 
documents along with focus group discussions and semi-structured interviews with school leadership and 
staff. Preliminary Findings: The preliminary qualitative results revealed some impactful learning-centered 
leadership dimensions that are associated with students’ achievement and in line with the literature. These 
practices include knowledge of curriculum, instruction and assessment, monitoring impact on student 
learning, outreach to stakeholders, promoting and participating in teacher learning and development, 
defining goals and expectations, resourcing strategically, developing, and motivating people through 
relationships and intellectual stimulation and ensuring an orderly and supportive environment (Dimmock, 
2012; Pont et al., 2008; Robinson et al.,2008; Tan, 2014). 
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Over the past two decades, educational systems across the Arab world have undergone dramatic changes, 
marked by large-scale reform initiatives, policy shifts, and efforts to align with global trends while attending to 
local needs. These transformations have created the need for a strong, contextually grounded knowledge 
base to guide leadership practices and inform decision-making processes. To date, however, our 
understanding of how educational change is led and studied in the region remains limited. As part of a larger 
research project exploring the forces shaping educational change, this paper seeks to fill this gap by 
systematically analyzing existing research on leadership for educational change in the Arab world. The review 
aims to map the features of the existing knowledge base in this emerging field. To this end, the review will 
analyze journal articles, book chapters, and dissertations written in both English and Arabic. Instead of 
engaging with the substantive content of these sources, the review will focus on examining trends in 
knowledge production such as the volume of existing literature, its geographic distribution, study types, 
topical foci, and research methods. Eligible sources will be identified through extensive searches within 
multiple databases, including Scopus, ERIC, and ProQuest for English language literature, and EduSearch for 
Arabic literature. By employing this comprehensive systematic approach, we expect this review to highlight 
the strengths, gaps, and future directions of research on leadership for educational change in Arab societies, 
thereby contributing to global debates on this important line of inquiry. 
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Abstract 
Instructional leadership plays an essential role in supporting the quality of teaching and learning within 
schools. As the primary instructional leader, the school principal guides teachers, offers professional 
support, and helps build a learning environment that encourages effective teaching and improved student 
outcomes. The influence of instructional leadership is not limited to strengthening teachers’ daily practices; 
rather, it extends to shaping student learning through sustained guidance and a supportive school climate. 
 
The present study examined the influence of principals’ instructional leadership practices on teachers’ 
teaching effectiveness in public schools in Muscat Governorate. It also investigated whether perceptions of 
instructional leadership and teaching effectiveness differed according to teacher gender or the principal’s 
years of experience. Quantitative research design was employed. The Instructional Leadership Scale 
developed by Hallinger and Wang (2015) was used to measure principals’ leadership practices, while 
teaching effectiveness was assessed using the scale developed by Liu and Hallinger (2016). The sample 
consisted of 133 public-school teachers, including 89 females (56%) and 70 males (44%). Means, standard 
deviations, and multiple regression were used to analyze the data. 
 
The findings showed high levels of teaching effectiveness among teachers, alongside a high level of instructional 
leadership practices across the three dimensions: defining the school mission, supervising instruction, and 
promoting a positive school learning climate. No statistically significant differences were found based on gender 
or principals’ years of experience. Regression results further indicated that instructional leadership 
significantly predicted teaching effectiveness, accounting for 20% of the variance. 
 
Recommendations 
The study recommends continuing to provide professional development programs for school principals in the 
area of instructional leadership, given their clear impact on enhancing principals’ competencies, keeping 
them aligned with best practices, and ensuring sustained improvement in the quality of teaching and 
learning. Particular emphasis should be placed on strengthening principals’ skills in setting clear and 
measurable school goals, supervising curriculum implementation, and fostering a positive and supportive 
learning environment, as these practices have a direct influence on improving teaching effectiveness and 
student learning outcomes. The study also highlights the importance of conducting periodic evaluations of 
instructional leadership practices and examining their actual impact on teacher performance, in order to 
ensure that leadership efforts remain aligned with the school’s developmental needs. 
 
Furthermore, the study recommends conducting a similar investigation using a mixed-methods approach 
(quantitative and qualitative) to gain deeper insights into the underlying factors behind the relationships 
identified. It also suggests expanding the study to include other governorates in Oman to determine the 
generalizability of the findings. In addition, the study proposes examining new potential mediating variables 
such as job satisfaction, burnout, professional commitment, or school effectiveness, as these may further 
explain variations in teaching effectiveness. Finally, it is recommended to incorporate additional data-
collection tools, such as interviews or classroom observations, to strengthen the accuracy and robustness of 
the results. 
 
Keywords: instructional leadership, teaching effectiveness, public schools. 
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Despite significant, well-intentioned efforts to improve graduate outcomes, universities continue to experience 
unequal levels of student engagement, despite embedded employability provision and closer integration 
between careers and academia. As a result, persistent gaps in graduate outcomes remain among 
students with lower-resourced backgrounds. Leadership efforts frequently assume that participation in 
curricula and mandatory skills activities equates to genuine, transformative engagement. However, 
drawing on my doctoral research with lower-resourced graduates, this paper argues that the sector has 
misinterpreted the problem. Engagement in career development is not simply a behavioural or skills-
based issue. The emotional, embodied, and relational dimensions that shape whether students 
genuinely connect with their future selves remain in-visible within current strategies, limiting impact. 
 
These emotional and embodied dimensions became evident in my study’s central finding: the key factor 
shaping differentiated graduate outcomes was the degree of emotional investment in a possible future self 
within a classed trajectory. A strong illusio was grounded in reflexive practice, enabling participants to open 
themselves to dispositional change and the possibility of habitus rupture. Others, despite similar 
backgrounds and opportunities, remained constrained by their dispositions, relationality, networks, and 
economic circumstances. Collectively, these dimensions revealed a continuum of engagement shaped by 
the strength of a graduate’s illusio. Although participants shared similar socio-economic backgrounds, their 
ability to acquire the institutional, social, and embodied cultural capital required to navigate the graduate 
labour market varied significantly. 
 
Two contrasting trajectories illustrate this distinction. One student, who aligned with the comfort seeker end 
of the continuum, recognised the importance of gaining experience but withdrew from a competitive 
internship because it felt inconvenient after moving house, despite being near campus. Instead, he 
stayed comfortable, with surface-level engagement, focused on achieving a good degree, but missing 
opportunities to build capital. Externally, he appeared engaged; he was achieving the highest grades, undertaking a 
placement, building employability skills and attributes. Yet none of this was transformative, due to minimal 
emotional investment. In contrast, another participant developed a strong illusio early on, positioning them 
towards the risk taker end of the continuum. They began with a first-year internship, built relationships 
within the organisation, and were soon discussing future employment opportunities. Their willingness to 
engage with the field, learn its expectations, create opportunities and take risks enabled them to acquire 
the social and embodied cultural capital needed for progression. 
 
These findings exemplify a deeper challenge for leadership: habitus shapes dispositions subconsciously, 
steering lower-resourced students with weak illusio towards the safe and familiar and away from entering 
or remaining in new fields long enough for transformative change to begin. This means that even the most 
comprehensive employability curricula and services cannot assume genuine, transformative 
engagement. Students may appear engaged; they attend, complete assessments, hear the guidance but 
remain unchanged and positioned at the weaker end of the continuum. Emotional investment cannot be 
engineered through mandatory participation; institutions can only create the relational and reflexive 
conditions that make it possible. Leadership strategies that do not recognise the influence of habitus risk 
reinforcing surface-level compliance rather than supporting meaningful progression. 
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