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The voices of women: 2010 research report from WLN and LSN 

Next generation of leaders: gender differences in motivation 2010

The recent LSN report on an on-line survey carried out in conjunction with the Women’s Leadership Network looks at the views and perceptions of 112 male and female senior managers and serving principals regarding their motivation and their own career triggers and enablers.

Key findings around gender factors: 
Both women and men are motivated by the power to make a difference and by the need for new challenges. However, women are more likely than men to show a lack of self-confidence – especially around the levels of responsibility and accountability and a fear of not being up to the job. And as we might expect, they had more concerns about the potential impact of the principal role on their family and social life and the heavy workload, and also about the perceived impossibility of the role.

The recommendations in the report relating to gender factors indicated the need for effective equality and diversity training for principals and governors, with the proposal that this should include:

· a sound understanding of the barriers that women and other under-represented groups such as ethnic minorities can face in their career pathway

· the need to support women and men taking, and returning from, career breaks; 

· and strategies for encouraging more women and members of other under-represented groups to aim for principal roles.
The report includes key recommendations to college principals, governing bodies and sector support organisations about how to achieve the objectives above.

To see 'The next generation of leaders: motivations and leadership in the FE sector' report in PDF format, click on the icon below.
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Executive summary: key findings
from the survey

This research investigates important factors and issues relating to the role of
principal in FE colleges, with the aim of helping to inform succession planning.
For nearly a decade there have been major concerns in the further education
sector about the issue of leadership succession. Often referred to are issues
such as the ageing of the profession, particularly in terms of middle and senior
managers, and the perceived reduction in suitable candidates for senior posts,
linked with perceptions of what the top jobs now entail. These and related
concerns must surely be exacerbated by the current and predicted financial
constraints affecting all organisations, along with the ever-present potential
for even more political change in the future.

The research reports the views and perceptions of senior managers and principals
about their motivation and their own career triggers and enablers. It also considers
their views on the qualities and skills required by principals.

The findings are based on an on-line survey which was completed by 51 senior
managers and 61 serving principals from a range of colleges and regions during
October and November 2009. The results are reported according to the two role
types; the findings outlined below highlight some of the key issues and
challenges highlighted by senior managers for progressing into principal roles.

What motivates and excites people about the role of principal?

In spite of the pressures of the sector and negative perceptions of the role of
principal, senior managers in the sector continue to be excited by and motivated
by ‘the power to make a difference, to make things happen’, and by their need
for new challenges and more responsibility. However, a relatively low percentage
of second-tier managers were interested in the role of principal.

The need for support and encouragement from others in their career progression
was ranked highly in terms of career triggers and enablers. A surprisingly high
proportion reported that an important career trigger was that ‘an opportunity
came up at my college’.

And what concerns and deters them?

Issues of lack of self-confidence figured strongly through both direct and
indirect references in the responses, with a high level of concern about the
levels of responsibility and accountability and a fear of ‘not being up to the job’.

Respondents also had concerns about the potential impact of the principal
role on their family and social life, as well as about the heavy workload and
the perceived impossibility of the role.
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There were some significant differences between responses from males and
females. Women were far more likely than men to have concerns about not being
up to the job. Female second-tier managers were less likely to be interested in
becoming a principal or to have planned their careers, and more likely to score
themselves low in matching their skills against those required by a principal.
Female respondents were more likely to have been motivated by encouragement
of others and to have been persuaded that they were capable of the principal’s
role after observing another doing it.

Succession planning: need for a change in focus

Despite an awareness for some time of the impending FE succession crisis, this
survey suggests that major problems remain. Thus, a change of focus in activities
may be needed, to embrace the following new objectives.

e Persuading people at every level that the potential to make a significant
difference to learners’ experiences and to the wider community increases,
rather than decreases, with each promotion

e Taking advantage of people’s desire for new challenges and new horizons
by emphasising the exciting aspects of facing and finding solutions to new
problems and dilemmas

e Demystifying the role of principalin the eyes of potential candidates for those
positions, and counteracting less positive impressions about its ‘do-ability’

@ Raising the profile of the line manager’s role in encouraging and supporting
the career development of members of their team.

This report includes recommendations to college principals, governing bodies
and sector support organisations about how to achieve the objectives above.





1

1.1

1.2

Introduction

For nearly a decade there have been major concerns in the further education
sector about the issue of leadership succession. Often referred to are issues
such as the ageing of the profession, particularly in terms of middle and senior
managers, and the perceived reduction in suitable candidates for senior posts,
linked with perceptions of what the top jobs now entail. These and related
concerns must surely be exacerbated by the current and predicted financial
constraints affecting all organisations, along with the ever-present potential
for even more political change in the future.

Aims of research

The research itself was led and carried out by LSN, in collaboration with the
Women’s Leadership Network (WLN). It was supported by the Network of Black
Professionals (NBP) with further participation by Protocol National.

The aim of the survey was to help inform succession planning across the sector
through a better understanding of what motivates and encourages people to
apply for the top jobs in FE colleges, and what deters them. If the sector can
better identify the nature of the encouragement and support that will increase
the number of ambitious people in the sector, there should be an enhanced
ability to build both greater capacity and wider diversity into the next generation
of college leaders.

In essence, the first key issue investigated through the on-line survey was

the motivation of professionals to pursue a leadership career in the institutions
of the FE sector. This was followed by exploring the factors that might deter them
and an identification of the career triggers and enablers they have experienced
during their own career journey. Their views about the leadership skills and
qualities needed for such roles, now and in the future, forms the next main
dimension of the questionnaire. Finally, the findings of the survey led to an
exploration of possible changes and developments that might raise the level

of succession planning as it is currently practised in the sector.

Context

Leadership is universally seen as a crucial component of organisational success,
and leadership in the education sector is no exception to this rule. In all contexts
and at all levels, but most particularly for the top positions, the pathways

to leadership are of considerable importance. Moreover, the enabling factors
and barriers that can occur during any leadership journey (both perceived and
actually encountered) need to be understood and addressed if success for

the individual, the organisation and all of its stakeholders, is to be maximised.
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1.3

In 2002, a Department for Education and Skills study into leadership and
management in colleges and WBL found that 60% of college and WBL leaders
were due to retire by 2007 (PWC 2002). A year later, an LSDA survey referred

to the significant ageing of the leadership and management of the general

FE college workforce between 1997 and 2002 (Frearson 2003). In 2005, Collinson
and Collinson referred to the considerable decline in the number of candidates
for FE principal and senior management positions (Collinson and Collinson
2005); and their research for CEL found that ‘many senior staff in the sector see
the role and responsibilities of the principal to be so challenging, demanding
and stressful that they are reluctant to apply for such positions’ (Collinson 2006).

A similar succession crisis is occurring in the schools sector. In April of this year,
a survey aimed at identifying motivations and barriers to senior leadership roles
was carried out by the National College for Leadership of Schools and Children’s
Services (NCLSCS 2010). The report includes recommendations for good practice
in succession planning. For several years, the NCLSCS has been working with

its partners and school leaders to explore and evaluate alternative models of
leadership including collaborative, shared and partnership-based arrangements
(from the preceding body, NCSL, in 2008). Although the case studies may be of
limited direct relevance to the further education sector, the concept of alternative
approaches to leadership may well be worth considering.

How senior roles are perceived in the sector

As indicated above, it does seem that currently, fewer suitable applicants are
available for senior posts and that talented middle managers are becoming
more reluctant to apply for promotion. It is vital to understand what issues are
preventing talented staff in the sector from applying for promotion and from
embarking on a leadership career in the sector.

Several studies have found that perceptions of the job of principal have become
increasingly negative. ‘Many respondents from senior manager to lecturer level
emphasise that the job of principal is highly stressful and in some cases almost
impossible’, state Collinson and Collinson (Collinson and Collinson 2005).
Similar findings can be seen in another study, Reluctant Leaders: An Analysis of
Middle Managers’ Perceptions of Leadership in Further Education, (Gleeson and
Knight 2008). This study concludes that the views of middle managers challenge
the current environment of accountability, audit, inspection and control. The authors
contend that these formal controls fail to engage professionals’ commitment and
goodwill; that middle managers are reluctant to become leaders as they believe
that this will take them away from their subject and their students; and that the
role will clash with family commitments and their work-life balance.

Are these concerns shared by second tier managers? And what can the sector
do to motivate talented middle and senior managers to apply for promotion?
This survey may provide in part some answers.
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1.4 The challenge of achieving diversity in leadership roles

1.5

There are currently some significantly under-represented groups at senior
management and principal levels in the sector. In particular, black and minority
ethnic (BME) professionals, already under-represented as a whole in the

sector at 8.4% of the workforce, are, at senior management level, even more
under-represented at 3.5% (LLUK 2009). As for women, although representing
64% of the workforce and 60% of managers in the sector (LLUK 2009), they
make up only 36% of principals, and this has not changed for two years

(WLN 2010).

It is essential to understand the motivations, barriers and concerns of
under-represented groups if we are to ensure that we are recruiting our leaders
from the full pool of talent in the sector. Numbers of BME respondents to this
survey are low and it is therefore difficult to make deductions. However further
understanding may come from a Learning and Skills Improvement Service (LSIS)
practitioners’ report on gender and career progression which was published in
2010, and in which a number of specific barriers and enablers particularly relevant
to BME women are identified (LSIS, 2010).

Gender-related factors in career progression

A report of this name was produced by CEL in 2007, based on research carried
out by the LSN on behalf of CEL and WLN. The aim was to provide information
about the numbers and profiles of managers in further education, exploring
the gender-related enablers and barriers to career progression and identifying
possible roles for CEL and WLN.

Data collection was based on information received from 172 colleges. Individual
online survey responses were received from 119 women and 9o men, and
telephone interviews were conducted with 30 women and 14 men.

Data showed the following:

Women were over-represented in first line management roles but continue to
be under-represented at senior management levels and on governing bodies

Minority ethnic groups were under-represented in all management levels,
particularly at second tier level

There was still a significant ‘glass ceiling’ effect

There were important contributory factors linked to the impact of career breaks
and levels of domestic responsibilities on career progression forwomen.

The research indicated that factors hindering career progression differed
between women and men. Whilst both men and women referred to lack of
experience, women’s biggest barrier to career progression was family concerns.
Women were more likely to believe that it was important to be capable of doing
the job — more women identified ‘could do the job’ as an enabler or motivating
factor — and women were more likely than men to see supportive line managers
or colleagues as important.

Factors contributing to career progression for both women and men were
experience and ability. More men than women said that there were no barriers.
Also mentioned by women and not men was the impact of career breaks.
Notably principals in the sample did not appear to have had a career break.





2 Who responded to the survey

An invitation to complete the survey went out to the principals of 355 colleges
in England (including general further education colleges, specialist colleges
and sixth-form colleges). Principals were additionally asked to send the survey
on to ‘second-tier’ colleagues within the same institution, for them to complete
and return it as well. The questionnaire could be undertaken either on-line or
via a hard copy (obtained by request, and returned by post). Anonymity and
confidentiality were guaranteed in line with normal ethical research practices.

The survey covered aspects of the participants’ professional life, such as their
current context and role, their reasons for becoming (or wishing to become)

a principal, their views of the skills and qualities needed to lead a college,
and their confidence regarding their own levels of those skills and qualities.

The questions were designed by LSN’s Research team and WLN. They were

a mixture of multiple-choice, ranking and open-response formats, and 26
questions in total were presented in the survey. However, respondents would
normally only answer a maximum of either 18 or 22 questions, dependent

on being either a principal or a second-tier manager, respectively.

The invitation for the survey is presented in Appendix 1a and the questionnaire
in Appendix 1b.

A total of 112 responses were received to these invitations, consisting of:

@ 61 principals and 49 second-tier postholders (plus two who self-identified as
‘other’ in response to the question on ‘job title’ — who have been combined with
the second-tier post-holder group, on the grounds that principals will have passed
on the survey to potential principal candidates)

e 50 female and 62 male respondents
@ 107 white, one Asian or Asian British, two Black or Black British, and one
dual-heritage respondent, one respondent who did not specify their ethnicity.

The raw data were then processed and analysed by the Research team at LSN,
using the statistical software programmes SNAP, Excel and SPSS. Data
summaries can be found in Appendix 2.
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2.1 Jobtitle

Figure1 Job Title of Respondents (Q1.1)

I Principal

Il Second-tier management
(eg Vice Principal, Director)

Base: All 112 respondents

The response rate of 17.2% for principals (some 61 principals out of a potential
field of approximately 355) is perhaps average for this sort of survey. With regards
to the views of second-tier managers, the response rate is lower. There may be

a total field of well over 1200 of these across the FE college sector, assuming

an average of three or four such second-tier post-holders per institution.

The proportions by gender of principals responding to the survey exactly mirrors
the current proportions of female and male principals around the FE sector

(i.e., 36% and 64% respectively, as reported by WLN for February 2010).
Moreover, 17.2% of female principals in post around the sector responded,

as did 17.2% of male principals, each exactly echoing the overall response rate.

At the second-tier level, some 55% of those responding were female. There are
currently no figures available for second-tier gender patterns across the sector.

2.2 Age

Figure2 Age of Respondents (Q1.2)

60—64
55-59
50-54
45—49
40-44
35-39

40 45

Age of respondents (%)

Base: All 112 respondents
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2.3

Figure3 Gender of Respondents (Q1.3)

2.4

Figure 4

Chinese

Dual heritage

Asian or Asian British
Black or Black British
White

The widely acknowledged view of an FE leadership succession crisis appears
on the surface to be justified by the patterns shown in the survey response:

virtually 70% of respondents are aged 50 or more. At second tier, 50% of
female respondents were aged 50 or over compared to 43% of the males.

Gender

Base: All 112 respondents

The proportions of response, overall, were roughly equal between the genders.

[ Female

B Male

This does not however reflect the pattern of the sector as a whole.

See comments above for further interpretation.

Ethnic group

Respondents ethical group (Q1.4)

Base: 111 respondents (one respondent did not specify their ethnicity)

20

30

40

Ethnic group (%)

50

60

70

80

90

The degree of response from black and minority ethnic (BME) principals and

second-tier managers, at 4%, reflects the sectoral representation of BME staff at
this level (3.4% of senior managers, according to LLUK, 2009). However the low

numbers involved make it difficult to draw any conclusions from the findings.

100
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2.5 Institution type

Figure5 Type of college worked at (Q1.5)

I General Further Education college

[ Sixth from college

I Specialist college (eg Agriculture, Arts etc.)
[ Other

Base: All 112 respondents

The institutional pattern of response is dominated by returns from GFE colleges,
but to preserve confidentiality there is no information available about numbers
of individual returns from particular institutions.

2.6 Providerregion

Figure6 Regional location of provider (Q1.6)

Greater London

South East

West Midlands

North West

South West

Yorkshire and the Humber
East Midlands

North East

East of England

0 5 10 15 20 25 30 35 40 45 50

Regional location of provider (%)

Base: All 112 respondents

No strong conclusions can be drawn about the regional distribution of responses,
although there appears to be some possibility of over- and under-representation,
given regions’ general size and their numbers of colleges.
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2.7 Lengthoftimein current role

Figure7 Length of time in current role (Q1.7)

More than 10 years
6 to 10 years

3 to 5 years

1to 2 years

6 months to 1 year

Less than 6 months

0 5 10 15 20 25 30 35 40 45

Length of time in current role (%)

Base: All 112 respondents

Length of tenure of current role suggests that many respondents have views
that are based on significantly established experience of either principalship or
second-tier college management: some 73% have worked at their present level
for three or more years, and 42% for six or more years.

2.8 Length of time in current institution

Figure8 Length of time working in current college (Q1.8)

More than 10 years
6 to 10 years

3to 5years

1to 2 years

6 months to 1 year

Less than 6 months

0 5 10 15 20 25 30 35 40 45

Length of time in current institution (%)

Base: 106 respondents (95% response rate)

Length of experience in the respondent’s current institution was an even more
highly-marked pattern — some 84% had been there for three or more years, with
60% for six or more years, and a striking 34% for more than ten years. Thus, the
views expressed seem in most cases to have been formed and developed in
some considerable measure within one working context.
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2.9

Figureg

Live within reasonable daily
commuting distance of work

Travel more than 2 hours every day
(including return journey)

| am a weekly commuter

2.10

Figure 10

Travel to work

Travel to work patterns (Q1.9)

40 50 90

Travel to work patterns (%)
Base: All 112 respondents

Whilst a significant majority of respondents agreed that they have only a
reasonable distance to commute, 12% travel more than two hours a day and
6% are weekly commuters Although numbers are small, women are more likely
than men to be weekly commuting.

The gender-specific aspect of this issue reveals some differences, however:

a significantly smaller proportion of females identify their travel to work as being
within a reasonable distance compared to males, and a larger proportion as
being at least two hours’ travel a day. A much higher proportion of females
indicate a weekly commuting pattern compared to male respondents — although
the actual numbers are not large. The correlation of this with related elements
of motivation, and barriers, may be worth consideration.

Relocation

Relocation to take up current job (Q1.10)

I Yes
0 No

Base: All 112 Respondents

The pattern regarding relocation in order to take up the current post is, however,
a little more evenly-balanced. About a third of those submitting a response had
moved house. This factor may be considered in terms of its influence with
respondents on both motivation and perceived barriers.

100
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Here, the divisions between female and male respondents is different from that
found for travel-to-work patterns: males were a little more likely to have relocated
in order to take up their current principalship or second-tier post than females.

The free-text comments in response to these two questions did not show
significant variations by gender, although there were half again as many
comments here from male respondents than from female ones. Relocations
throughout appeared to be on a major scale, including many from London,

the South East or South west to the North East or North West (or vice versa).
The contrasting implications regarding property-price and cost-of-living matters
in either case are worth considering.
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3

3.1.1

Figure 11

Findings and interpretations

This chapter presents findings from the survey. The quantitative data is displayed
in chart format, and where appropriate, free-text, qualitative responses are
presented along with tabular versions of the findings in Appendix 2. The survey
was structured in sections with questions specific for either second-tier managers
only, principals, or all respondents. The findings for each section are outlined
below with section 3.1 representing the responses of second-tier managers only,
section 3.2 representing only principals and section 3.3 representing all
respondents.

Second-tier managers’ views and experiences

This section sets out the findings from the survey questions that were completed
by second-tier managers.

Line management

Respondents were asked to indicate whether they are line managed by the
principal of their college. As shown in Figure 11 below, some 78% of second-tier
managers reported that they are line-managed by their principal. This suggests

a close proximity allowing some degree of detailed observation of the ‘next level’
at work by the junior post-holder, with some influence on motivation. This could
however be either positive or negative.

Proportion of second-tier management respondents who are line managed
by the principal (Q2.1a)

[0 Yes
I No

Base: All respondents (51) who are second-tier managers
Q: Are you line managed by the principal?
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3.1.2 Interestin becoming a principal

Second-tier managers were asked about the extent to which they are interested
in becoming a principal. As shown in figure 12 below, 62% of respondents
stated that they are ‘quite interested’ or ‘very interested’ in becoming a principal.
More than one in every three senior managers responding are not particularly

or not at all interested in advancing to the top tier. This may be considered
further evidence for the contention about a leadership succession crisis —
especially given an assumption that those choosing to respond to such

a survey at all would perhaps be expected to have a particular interest in

‘the leadership ladder'.

Figure12  Second-tier managers who are interested in becoming a principal (Q2.2a)

Not at all interested
Not particularly interested
Quite interested

Very interested

0 5 10 15 20 25 30 35 40 45

Second-tier managers who are interested in becoming a principal (%)

Base: All respondents (51) who are second-tier managers
Q: Are you interested in becoming a principal?

The 19 respondents who indicated that they do not have particular interest in
becoming a principal were asked to provide a reason for their decision in the
free text box on the survey. Of these:

@ about athird cited a wariness about, or positive dislike of the main elements
of the principalship role, as they saw it

@ aboutathird indicated age as the sole or major reason
@ several mentioned that theirambitions did not really go as far as a top-tier post

@ several others indicated that they were quite happy at their current level (and thus
about a third in total referred in some way to their personal levels of ambition
and/or satisfaction)

@ and several respondents mentioned the likely disappearance of class contact,
the impact on family and the stress associated with a principal’s role.

50
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Gender differences

There was a marked difference in response to this question between the genders,
with 57% of females showing some, or a good degree of, positive interest in
becoming a principal, compared with 70% of males. Of the female second-tier
managers, who indicated that they would be interested in becoming a principal,
50% were aged 50 or over, compared with 43% of the males in this age group.

In the free-text responses:

e double the number of females (four) mentioned age as an inhibiting factor,
compared to males (two)

e that pattern was reversed regarding disquiet about the nature of the principalship
role, with two females mentioning this as compared to four males

@ only females referred to stress, family or loss of class contact as dissuading factors.

3.1.3 Previous applications for principal posts

Second-tier managers were asked to indicate whether they had previously
applied for the position of principal at either their current college, or another
college. As shown in figure 13 below, nearly three-quarters of the second-tier
senior managers who responded to this question had not previously applied for
a principal’s role. Of the fifteen who had, nearly all expanded in free text about
that experience. These comments included:

@ alarger number of applications to external colleges than ones that were internal

o five who mentioned that they were successful up to the short-listing stage, but
three did not reach short-listing

@ several references were made to internal appointments, and one of those plus
several others (where the successful candidate was not identified as being internal
or external) referred to a greater level of experience, ability or skill in the successful
candidate.

As would be expected, all those second-tier respondents replying to the
sub-question about the outcome of the previous application indicated that they
had been unsuccessful. None indicated that they had turned down the offer.

Figure13 Second-tier managers who have previously applied to for a position as principal (Q2.3a)

I Yes
I No

Base: All respondents (51) who are second-tier managers
Q: Have you previously applied for the position of principal either
at your current college or at another college?
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3.1.4

Gender differences

There was no marked difference in these comments between the genders —
although two female respondents indicated that family commitments acted
as a barrier to their prospective applications, whereas only one respondent
had mentioned that as a factor in Question 2.2 above.

Motivation for becoming a principal

Senior managers were asked to select up to three main motivations (from a list
of seven) for wanting to become a principal. As shown in figure 14 below, the
patterns of motivation mentioned by respondents proved particularly interesting
as the main theme of the survey. Some key aspects are as follows:

By farthe most common motivations were those to do with the ‘powerto make
things happen, to make a difference’ (an option chosen by 66% of second-tier
respondents) and a ‘need for new challenges, new horizons’ (from 64%). These
suggest self-confidence, commitment and pragmatism as some of the most
important drivers for these individuals, as well as ambition and vision

The next most frequently chosen (48% selected this as one of their three priorities)
was the concept of a logical next step of ‘natural career progression’, which could
suggest either a strong commitment to the profession and its structures, ora
degree of ‘inevitability’

43% chose to foreground a belief that they could ‘do as good a job or better than
the principals they know’. This might imply that observing anotherin the role has
boosted some individuals’ confidence in their own abilities, or it could reflect
doubts about the effectiveness of an existing role model

Over a third of respondents chose ‘salary’ as a key reason, indicating that this is
not a primary motivation

Only 27% of responses were related to having the opportunity to influence regional
and national policies, suggesting something of a particular limit to ambition and
vision amongst a number of respondents, however much those qualities might
apply locally, institutionally or personally. It may also reflect some limitation of
prior experience in these dimensions, amongst second-tier postholders

@ An early, clear goal about becoming a college principal was the least frequently-

chosen option (only 14%) from the list of suggested motivations — indicating that
few respondents had that in mind, and thus deliberately mounted ‘the ladder’,
from their early days; rather, they seemed to arrive at such an aim by a process
of evolution, experience or happenstance.

No further motivations were identified by respondents beyond those offered
in the questionnaire.

Not all respondents to this question chose to mark three options. However the
majority of respondents provided either two or three motivations.
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Figure14 Main motivation for wishing to become a principal (Q2.4a)

Power to make a difference,
to make things happen

Need for new challenges,
new horizons

Natural career progression

Belief that you could do as good a job
if not better than principals you know

Increased salary

Opportunity to influence
regional and national policies

Wanted to be a principal from an early
stage in your career

30 40 50 70 80 90 100
Main motivation for wishing to become a principal (%)

Base: 44 respondents who are second-tier managers
Q: What is your main motivation for wishing to become a principal?
(Please indicate your top three motivation factors)

Note: This question was open to all second tier respondents, including those
who had previously answered that they are not at all (7), or not particularly (12)
interested in becoming a principal. Only seven second tier respondents did not
submit an answer, two who had said they are not particularly interested and five
who had said they are not at all interested in becoming a principal. Respondents
also had the option to select more than one response, meaning that the total
responses do not add up to 100 percent.

Gender differences

There was one motivation where the pattern of choice appears significantly
marked by gender differentiation (once the different numbers at each level,

by gender are taken into account). Although only a few respondents selected

the ‘wanted to be a principal from an early stage’ option, five out of that group of
six were male — perhaps suggesting an early degree of confidence and ambition
amongst men entering FE as a profession; and conversely, a lack of early
confidence or ambition amongst women.

3.1.5 Concerns about becoming a principal

Respondents were asked about their concerns about becoming a principal. As
shown in figure 15, several observations can be made from the survey findings:

e the greatest degree of concern (lodged by 61% second-tier respondents) was
about the potentialimpact on family and social life, reflecting concerns around
the idea of ‘work-life balance’

@ the next highest number of choices fell on concerns about the level of
responsibility and accountability — nearly half of the respondents ticked this
option — leading to questions about the nature of the role, its perceived
manageability, and management lines even at the very top
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@ around a third of those responding ticked ‘fear of failure’, ‘heavy workload’ or
‘need to relocate’ — respectively suggesting both genuine commitment and a lack
of deep-seated confidence (in the first case), the work-life balance issue again
(inthe second case), and a feeling that to move up would not be possible internally

(in the third case)

@ concerns for a significant minority included ‘having to make tough decisions’
(itis slightly surprising to see the disjunct here with the substantial
‘responsibility/accountability’ concern, above), and ‘dealing with governors’

e there were single mentions of concerns about ‘time out of college in an
ambassadorial role’, ‘dealing with external agencies and parents [sic] and

of ‘not enjoying [a principal’s] job’.

As with the preceding question, the majority of respondents provided two

or three concerns.

Figure1s Concerns about becoming a principal (Q2.5a)

Impact on family and social life

Level of responsibility and accountability

Fear that you may not be
up to the job and/or of failure

Heavy workload

Need to relocate

Having to make tough decisions

Dealing with governors

Other

o 10 20

Concerns about becoming a principal (%)

Base: 51 respondents who are second-tier managers
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Q: What concerns you about becoming a principal?

(Please indicate your top three concerns)

Note: Respondents had the option to select more than one option, therefore

the total responses do not add up to 100 percent.

Gender differences

70
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Gender differences in the responses about concerns reveal some intriguing

contrasts, most being consistent with previous such patterns. These include that:

@ only fourwomen saw ‘heavy workload’ as a worry in potentially advancing to

principalship, and none of those placed that as their top concern —whereas a
dozen male respondents did, with half of those placing it above all others

@ although roughly the same number of males and females placed impact on family
and social life amongst their top three concerns, twice as many men made it their

first choice as did women

100
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e ofthe 14 women choosing ‘level of responsibility and accountability’ as one

of their concerns, nearly half made this their top priority — but only three of the
11 males did so

e 15 female respondents highlighted ‘fear of not being up to the job, or of failure’,

and again half saw this as theirworst fear — but only five males did, with all of them
placing it third on their list

e eight women listed ‘having to make tough decisions’ as a concern, but that factor

was chosen by only two men, and

e ten females saw ‘need to relocate’ as a concern in becoming a principal, and seven

3.1.6

Figure 16

Skills

Experience

Knowledge

of those were in the first position, but just six males did so in total (one in first
position).

Capabilities required for becoming a principal

Respondents were asked to assess their match with the post of principal in
relation to: skills; experience; and knowledge. Matching their own current

levels of skills, experience and knowledge to the levels they consider appropriate
to the post of principal is a more explicit measure of confidence amongst the
second-tier respondents. More than half (56%) felt that they had either an
excellent or a good match when it came to knowledge, and nearly half when

it came to skills and experience (48% and 46%, respectively).

The aspect with the greatest number estimating their personal level as an
‘excellent’ match was experience, indicated by 17% of respondents. At the
other end of the spectrum, just 10% of respondents felt they had ‘serious’ gaps
in their current degree of experience, and 6% in both the skills and knowledge
categories. Hence the matter of experience was the one that clearly produced
the highest levels both of confidence and lack of confidence.

Personal assessment of capabilities for becoming a principal (Q2.6a)

Personal assessment of capabilities for becoming a principal (%)

[ Serious gaps
Il Some minor gaps
I A good match
[0 An excellent match

Base: 48 respondents who are second-tier managers
Q: What is your assessment of your match with the post of principal
in relation to the following factors?

50
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Gender differences

When considering the different patterns of self-matching in these three areas
by female and male respondents, there are again some significant contrasts.

e Interms of skills, the 17 women respondents appear more frequently to feel that
they have ‘minor’ (17) or ‘serious’ (three) gaps, and none defined themselves as
an ‘excellent’ match in this respect. Five of the 22 men rated themselves as an
‘excellent’ match, and nine as ‘good’ — but none suggested that they had a ‘serious’
gap in this field

e Asimilar, if less marked, general pattern appeared regarding the gender
differential over self-estimating levels of experience. 16 women suggested ‘minor’
(11) or ‘serious’ (5) gaps, but just two saw them selves as an ‘excellent’ match.
Ofthe 22 men, none estimated their there being a ‘serious’ gap, whilst of the
12 suggesting ‘good’ or ‘excellent’ matches, there was an even split of six
responses each

e Similarly for knowledge, the contrasts at the top and bottom ends continued:
three women perceived ‘serious’ gaps, but no men did; only one female suggested
an ‘excellent’ level of matching, whilst four men did

@ Thus, taking all three areas together, the total of women’s estimations of a ‘serious’
gap was 11, out of 78 responses altogether from females (forming 14% of their
ratings, but a full 100% of all the ‘serious gap’ ratings from both genders);
only three ratings of an ‘excellent’ match came from female respondents in total
(4%; and 17% of the total of 18 ‘excellent’ ratings given by both genders). Males
therefore produced 83% of the ‘excellent’ match-ratings, but 0% of the ‘serious
gap ratings.

3.1.7 Careertriggers

Respondents were asked to select the three main career triggers during their
career history. As shown in figure 17 below, the findings reveal that there are
three main types of career triggers, including: the ‘need for new challenges
and more responsibility’ (cited by 90% of respondents); ‘being encouraged
to apply for promotion (cited by nearly two-thirds of respondents, 63%)’; and
‘because an opportunity came up’ at their college (reported by just over half,
53%, of respondents). Each of these suggest a link to responses elsewhere in
the survey: respectively, to the motivations, confidence levels and conscious
designs of a career.

The only other significant trigger chosen was ‘planned career progression route
(i.e. with planned timings for each career step)’ at 18%; just a few respondents
mentioned either that ‘a change in home circumstances made it possible’ (8%)
or ‘redundancy or college restructure’ (6%).

There were 121 responses in total, from 51 second-tier managers, meaning that
in general, each respondent provided either two or three career triggers.
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Figure17 CareerTriggers (Q2.7a)

Need for new challenges
and more responsibility

You were encouraged
to apply for promotion

Opportunity came up at your college

Planned career progression route (j.e. with
planned timings for each career step)

A change in home circumstances
made it possible

Redundancy or college restructure

10 20 30 40 50 60 70 80 90 100

Main motivation for wishing to become a principal (%)

Base: 51 respondents who are second-tier managers
Q: What have been the triggers during your career history?
(Please select up to three options from the list below)

Note: Respondents had the option to select more than one option,
therefore the total responses do not add up to 100 percent.

Gender differences

In gender terms, the distinctions here seem comparatively few and insignificant.
A slightly higher proportion of females reported ‘encouragement to apply’.

3.1.8 Career enablers

Respondents were also asked to select the three main enablers that have helped
them progress in their careers. As shown in figure 18 below, the findings reveal
that, by far the most important career enablers, as rated by those responding,
were ‘own determination and confidence’ and ‘experience and skills gained

in each post’. This seems somewhat contradictory in some respects given the
patterns of some previous responses. Nevertheless, it does also suggest that

a degree of self-sufficiency and adaptability is at the heart of career progression,
supporting the motivation factors identified above.

The other two factors of any serious significance chosen by respondents were
both to do with personal support — from a line-manager (mentioned by 41% of
respondents amongst their maximum of three helpful factors), and from a mentor,
coach or similar professional figure (22%). These relationship-based factors,

of professional origin, can conceivably also be interpreted as being part of
motivation.

Three further, but lesser factors were also apparent in the findings, including:
networking (from 18% of respondents); family support (16%); and professional
development of various sorts (10%). These factors appear to be linked by their
more diffuse nature, arguably at one remove from the actual performance of the
job. It is perhaps interesting that there is only a relatively low identification of
initiatives like MBAs, Leadership Development Programmes and other staff
development activities as having been of significant help in career progression.
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Figure 18
Experience and skills gained
in each post

Your own determination
and confidence in your abilities

Support and encouragement
from line manager

Supportive relationship
with mentor, coach or similar

Networking with colleagues
in other colleges

Support from family and friends

MBA, leadership development
programme or other staff development

Again, no extra factors were provided by the respondents beyond those offered
in the survey. The average number of enabling factors identified (given a stated
maximum of three to be chosen) was approximately two or three.

Things which have been most helpful for career progression (Q2.8a)

20

Base: 51 respondents who are not currently principals
Q: What has helped the most in your career progression?
(Please select up to three options from the list below)

Note: Respondents had the option to select more than one option,

30
Things which have been most helpful for career progression (%)
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therefore the total responses do not add up to 100 percent.

Gender differences

There were some differences between genders, as with the previous question.
Excluding those with small totals of response overall, the one area with some

90

useful differentiation was ‘experience and skills gained’, identified by 18%

of females, as opposed to just 14% of males. However, just two women referred
to ‘support from family and friends’, where six males did.

100
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3.2.1

Principals’ views and experiences

This section presents an analysis of the findings from the survey questions
completed by current principals.

Motivation for becoming a principal

Respondents were asked about their main motivations for becoming a principal.
Answering the same question as second-tier respondents did (section 4.1.4
above), principal-level respondents chose in a roughly similar pattern, but with
one or two noticeable differences of ranking.

The most common motivation chosen retrospectively by established principals
for moving up to that level was the ‘power to make things happen, to make a
difference’ (selected by 84% of principal-level respondents)

@ A‘need for new challenges, new horizons’ was the second most frequent choice

of rationale for becoming a principal in the first place, selected by 61% of principals.
The next most frequently-chosen option (by 51% of principals) was that of ‘natural
career progression’. This choice is one with a particularly retrospective nature —
here that hindsight comes from the vantage point of a progression that has already
reached the top, in terms of college hierarchies

39% of principals had felt they could ‘do as good a job or better’ than the principals
they had known at the time. Itis possible that some individuals have overcome

a lack of confidence when observing others doing the job, or perhaps this reflects
doubts over the effectiveness of principals encountered at that point

There is then a significant percentage gap, with two retrospective motivations each
being foregrounded by around 20% of the principal-level respondents: ‘salary’
(21%) and ‘opportunity to influence regional and national policies’ (20%)

Bottom of the list for those rationales offered in the questionnaire and chosen by
principals was the one indicating that this was a role that they had envisioned for
themselves at the start of their career. 11% of this group of respondents made that
choice

e Other motivations for becoming a principal that were provided as part of the

qualitative responses to the survey include:
Two respondents stated ‘personal motivations’, with no further explanation

Other respondents included four motivations that were linked to pragmatic
career-trajectory choices, including: a move to a second principalship;

a move prompted by the merger of the respondent’s previous college;

a change of career to leading ‘a people-oriented organisation’ (presumably,
therefore, entering FE and/or college leadership from another field); and
taking up the role on an interim basis (presumably still the case when
returning the survey)

One last rationale volunteered was that of believing that the respondent
could move the institution from ‘satisfactory’ level to ‘good’ —presumably
in Ofsted inspection terms — for the benefit of local people.

Of the 61 principal-level respondents, virtually every one gave three choices,
as requested.
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Figure 19

Power to make a difference,
to make things happen

Need for new challenges, new horizons

Natural career progression for you

Belief that you could do as good a job
if not better than principals you knew

Increased salary

Opportunity to influence regional
and national policies

Wanted to be a principal from
an early stage in your career

Other

Main motivation for becoming a principal (Q2.1b)

60
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Main motivation for becoming a principal (%)
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Base: 61 Principal level respondents
Q: What was your main motivation for applying for the post of principal?
(Please indicate your top three motivation factors)

Note: Respondents had the option to select more than one option, therefore
the total responses do not add up to 100 percent.

Gender differences

Several gender differences were apparent in the answers to this survey question,
although the rankings of them between the sub-set of female principals and

the sub-set of male ones did not seem very different. 22 female principals are
represented (36% of the total number of principals); 39 were male (or 64%):

proportionally, women were more likely to have ranked the ‘belief that you could
do as well or better as their first choice (but the numbers are small)

increased salary, although not a major choice in itself between both genders,
had been of more interest to male, than to female, principals (again, the numbers
are small)

as for ‘opportunity to influence regional and national policy’, this constituted
10% of the women’s choices as opposed to 4% of the men’s.

Differences between second-tier managers and principals

Distinctions between established principals and current second-tier postholders
in answering this question reveal some interesting differences about perceptions
of motives. These differentials can probably be accounted for through the
concept of hindsight, in the main: either that of greater experience or enhanced
self-knowledge. Key points here include the following:

100
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3.2.2

@ Although the relative rankings amongst all the options are identical amongst
principals and second-tiers, there are some contrasts in the differentiation
amongst the motivations between the groups. Forinstance, the shared top reason
forwanting to become a principal, in theory orin retrospect (‘power to make things
happen, make a difference’) was prioritised by 84% of principals, but by 66% of
second-tier managers

@ The gap down to the second-ranked reason (‘need for new challenges, new
horizons’) was some 23 points for principals, but strikingly only two points for
second-tiers (61% and 64%, respectively

e This pattern is also striking regarding the motivation provided by salary: only
21% of current principals picked salary as a key motivation, compared with 39%
of second-tiers. This too may well be something of a logically expected contrast

e In othercases (‘beliefyou could do as well or better’, ‘opportunity to influence
atregional and national levels’ and ‘wanted to be a principal at an early stage’),
the percentages amongst the two sub-sets were eithervery close oridentical

e Asmall number of principals offered other rationales amongst their three options,
but no second-tiers did, perhaps indicating a more individualised, more reflective
and better-developed sense of self and context in established top leaders of
colleges, given their experience of the role in actual practice.

Concerns

Principals were asked to indicate their main concerns about the role before
taking up the post. Current principals answered the identical question to the
one above for second-tier postholders, but of course in retrospect. As shown
in figure 20 below, key findings demonstrate that:

e Worries about the impact of taking up such a role on family and social life was
the top of the list, with some 59% selecting this as one of their maximum of
three options. The next most common concern was the feeling that they might
‘not be up to the job, orfail’ (54%). In third place came the concemn of ‘levels of
responsibility and accountability’, with 48% identifying that. There are of course
some close connections amongst these issues, as indeed there are with some
of the less-frequent areas of concern, below

® 43% chose the question of ‘workload’ as one of their main concerns, followed
by dealing with governors (26%)

e Comparatively few selected relocation (18%) and/or having to make hard
choices (15%)

e There were ten free-text alternative options suggested (from 16% of respondents):
these were primarily to do with either the influence and/orimpact of external
‘political’ matters, or with aspects of personal survivalin the role —i.e., passing
the probationary period, or the institution’s own viability

e On average, 2.8 concerns were listed by each principal responding, so only a few
did not list three.
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Figure 20 Prior concerns about becoming a principal (Q2.2b)

Impact on family and social life

Fear that you may not be
up to the job and/or of failure

Level of responsibility
and accountability

The heavy workload

Dealing with governors

Need to relocate

Having to make tough decisions

Other
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Prior concerns about becoming a principal (%)

Base: 61 Principal level respondents
Q: What concerned you about the job before you became a principal?
(Please indicate your top three concemns)

Note: Respondents had the option to select more than one option, therefore
the total responses do not add up to 100 percent.

Gender differences

When comparative numbers of female and male principals responding to the
survey are taken into account, these concerns had some interesting patterns
according to gender — although it must be added that the counts in the three
areas of concern mentioned here were not high.

o Women were more likely to be concerned about relationships with governors,
which may be related to the gender make-up of governing bodies when those
principals took up their posts

@ Females were less likely than men to select ‘workload’ as an issue for them when
first becoming a principal. Conversely, men were less likely to choose ‘levels of
responsibility or accountability’. So, amongst these principals, women appeared
to be less concerned about a principal’s workload per se than men, but rather
more about not being able to produce the necessary outputs in a successful way

@ Females listed three of the ten ‘other’ concerns, but there was no discernible
pattern to those three.

100
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Differences between second-tier managers and principals

When comparing the with-hindsight responses of principals alongside those
more immediate ones of current second-tiers, several things seem worth noting.
These include that:

@ The highest-ranked area of concern is the same in both instances, with fairly
identical percentages of respondents in each sub-set selecting it: the ‘family
and social life” issue (from 60% of principals and 61% of second-tiers). It seems
significant that this is clearly both an anticipated and a recalled concern

® 53% of current principals recall that ‘fear of failure or not being up to the job’ was
a majorworry before they first came to the role, whereas 35% of those not yet at
that level identified this concern. For second-tier respondents, however, the ‘levels
of responsibility and accountability’ theme came second, with 49% choosing
that — but for principals this concern was placed third, at 47%

e Theremaining issues offered produced quite different ranking patterns and
percentages between the two sub-sets, usually between about 10% and 30%

e And in this question, there were more than twice as many individual free-text
responses in the ‘other’ category from principals as there were from second-tier
managers — with the comparative prominence for principals and absence for
second-tier managers of mentions of external/political influences and
impacts — a striking difference of theme in this case.

3.2.3 Careertriggers

Principals were asked to indicate the main career triggers that they had
experienced during their career history. As shown in Figure 21, amongst serving
principals, all except one (i.e., 98%) chose ‘the need for new challenges and
more responsibility’ as one key trigger for career change — with the trigger of
‘being encouraged to apply for promotion’ coming a rather distant second
(nevertheless, nearly two out of three principals highlighted this trigger, at 61%).

Only two other triggers had any significant impact for the principals sub-set:
‘an opportunity came up at the college’ attracted 34% of these respondents,
while 28% opted for ‘planned career progression route, with planned timings’.

Four further triggers were volunteered in the free text ‘open’ response
box — all quite varied and individual.

On average, each respondent offered either two or three options, out of
a maximum of three.
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Figure 21

Need for new challenges
and more responsibility

You were encouraged you
to apply for promotion

Opportunity came up at your college

Planned career progression route (i.e. with
planned timings for each career step)

Redundancy or college restructure

A change in home circumstances
made it possible

Other

Career Triggers for Principals (Q2.3b)
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Career triggers for principals (%)

Base: 61 Principal level respondents
Q: What have been the triggers during your career history?
(Please select up to three options)

Note: Respondents had the option to select more than one option, therefore
the total responses do not add up to 100 percent.

Gender differences

In terms of gender-distinctiveness for these responses, there were two patterns
worth noting (in terms of significance of numbers, and in context of a gender split
of 36% female and 64% male, for both the respondents and the sector’s current
group of principals as an entirety):

females were more likely to have been encouraged to apply to be a principal
than the males

the number of males and females for whom an opportunity arising at their college
was a key trigger were roughly equal.

Differences between second-tier managers and principals

Comparing this set of responses to those from the second tier managers, there

is a very similar ranking of trigger options, with close correlations of proportions
selecting the top two options — first in each case was the ‘new challenge’ trigger,
with 98% of principals and 90% of second-tier staff; being ‘encouraged to apply’,
stood at 62% and 63%, respectively.

The numbers choosing the ‘opportunity came up at college’ made that the
trigger third among both sub-sets, but with 33% of principals as against 58%
of second-tiers.

A reverse pattern occurred with the fourth-ranked trigger (‘planned career
progression route/timing’), with 28% of principals nominating that factor but
only 18% of second-tier post-holders. This contrast is suggestive of a hindsight
from existing principals that identifies serendipity as less important and
career-planning as more important; whereas those yet to become principals
see opportunity as a greater spur than a carefully-timed planned step.

A few principals offered other triggers, but none came from the other group.

100
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3.2.4

Figure 22

Experience and skills gained
in each post

Your own determination
and confidence in your abilities

Support from family and friends
Support and encouragement
from line manager

Supportive relationship
with mentor, coach or similar

MBA, leadership development
programme or other staff development

Networking with colleagues
in other colleges

Other

Career enablers

Principals were asked to identify the main enablers which had helped them
progress their careers. As shown in figure 22 below, respondents who were
already at the level of principal retrospectively saw their experience and skills
(77% of the sub-set), and their determination and confidence (75%), as the clear
favourites amongst the seven options suggested for the most helpful factors in
their career progression to date.

A distant third was the support of friends and family, at 33%, with support from
a line manager close by at 30%. The support of a mentor or coach, and an MBA,
leadership development course or other staff development were both identified
by 20% of the respondents in this sub-set., with networking amongst colleagues
from other colleges just below, at 18%.

Thus, the pattern here seems to be one largely built on self-reliance, rather than
external support of whatever kind — though it is easy to make a case that those
two types of helpful factor can be closely intertwined.

Four extra factors were advanced in free text responses by this group, of varying
kinds. One, interestingly, referred to being single with no children, and willing to
move around the country.

Things which have been most helpful for career progression
amongst principals (Q2.4b)

80 90
Things which have been most helpful for career progression amongst principals (%)

Base: 61 Principal level respondents
Q: What has helped the most in your career progression?
(Please select up to three options)

Note: Respondents had the option to select more than one option, therefore
the total responses do not add up to 100 percent.

100
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3.3.1

Gender differences

Three of the aspects of ‘career-progression helpfulness’ displayed some
interesting patterns in gender difference, considering the 36% female and 64%
male distribution in the principals’ sub-set. Firstly, more women (seven) than
men (five) picked out the support of a coach/mentor — a ratio of 58% to 42%.
Additionally, the numbers of those selecting the ‘support and encouragement
of a line manager’ and ‘MBA/’leadership development programme’ were roughly
equal between female and male responding principals — that is, 44% female
and 56% male, and 42% female and 58% male, respectively.

Differences between second-tier managers and principals

Principals and second-tier postholders once again selected the same top two
from amongst the proffered choice of seven — and at roughly the same
percentage levels. Principals, however, rated ‘support from friends and family’
third at 33%, but rated third for the second-tiers was ‘support from a line
manager’ at 41%. Principals in turn saw that particular factor as fourth most
helpful, but only amongst 30% of them; for second-tiers that fourth-ranked
position went to ‘support from a mentor or coach at only 22%. In each sub-set,
‘networking with colleagues from other colleges’ was chosen by 18% of
respondents, but that produced only the seventh rank for principals, as against
fifth for second-tiers. Thus although there is considerable agreement amongst
most respondents of either sort as to the most helpful factors, there are some
clear contrasts between the two groups in the degree of endorsement for further
and lesser factors.

The views and experiences of all respondents
in relation to leadership

Present leadership qualities and skills needed

All respondents (including principals and second-tier managers) were asked to
indicate what kind of leadership qualities and skills are needed to successfully
run a college. As shown in figure 23 below, the strongest identification of a key
leadership skill currently required from amongst the eight suggested was that
of ‘building a vision and communicating direction clearly’ — which 77% of
respondents chose. Next was ‘understanding and developing people’, at 61%.
Third, with 47%, was ‘successful communication with internal and external
stakeholders’. Clearly, these most-recommended skills are all ‘soft’ ones, and
essentially people-based.

The next two skills areas in rank were ‘strategic allocation of resources, and
planning’ and ‘decision-making’ — selected by 38% and 30% of respondents,
respectively. These are both rather ‘harder and more mechanistic types of skills.

The least popular choices were, in descending order, ‘entrepreneurship and
business acumen’ (at 18%), ‘ability to hold difficult conversations’ (13%),

and ‘re-designing and re-structuring organisations’ (8%). In various ways, these
three might seem to be more associated with the changes characterising the

FE sector in the past decade and a half - i.e., since incorporation — and perhaps
as compared to the more universal and time-honoured leadership skills in the
top five positions.

Virtually all respondents chose the maximum allowed number of three skills
or qualities here — the majority of respondents provided either two or three
qualities or skills.
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Figure 23

Building vision and communicating
direction clearly

Understanding and
‘developing people’

Successful communication with internal
and external stakeholders

Strategic allocation of resources
and planning

Decision making

Entrepreneurship and
business acumen

Ability to have difficult conversations

Redesigning and restructuring
organisations

Leadership qualities and skills needed at present (Q3.1)
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Leadership qualities and skills needed at present (%)

Base: All 112 Respondents
Q: What kind of leadership qualities and skills are needed at present
to successfully run a college? (Please select up to three options)

Note: Respondents had the option to select more than one option, therefore
the total responses do not add up to 100 percent.

Gender differences

There were some marked gender-related patterns present for this question,
bearing in mind the overall male-female split of respondents.

In particular, one of the significantly preferred suggested skills and qualities
was prioritised by a significantly greater proportion of females than existed in
the full data-set — 45%. ‘Strategic allocation of resources, and planning’ showed
56% of those selecting it to be female. Correspondingly, therefore, males were
under-represented in choosing this skill area. As against the 54% in the sample,
the proportion here was only 44%

Looking at this factor the other way round, the 45% of females in the full set of
respondents were under-represented in two skill areas: ‘decision-making’ (at only
29%), and ‘understanding and developing people’ (37%). Thus the 55% of males
in the whole data-set were over-represented in these two responses, at 71% and
63%, respectively

Some of these results could be seen as being counter-intuitive to some degree.
In other words, there could be an expectation in some quarters that female leaders
would be more receptive to the concept of ‘understanding and developing people’

]

as a key leadership skill than that of ‘strategic allocation of resources and planning’.

For others, of course, this pattern may come as no surprise.

100
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3.3.2

Other leadership qualities and skills currently needed

This question was one of only two in the survey that was solely free text and
open in nature: no pre-determined options were offered. Indeed, no response
was required at all, here. Nevertheless, some 49 responses were written in.

Amongst these 49 suggestions identifying other leadership qualities and skills,
there were some distinct patterns of ideas: either multiple mentions of the same
term, or ones that were very closely linked:

@ six entries mentioned ‘resilience’ in some way

e four spoke of ‘teaching and learning’, and/or ‘student success’

e four referred to ‘change management’ and/or “flexibility’

e fourgave ‘persuasive’ or being influential

e fourreferred to being able to ‘inspire’, or to ‘promote optimism’

e three mentioned ‘partnership working’ in some way as an important skill

e three spoke of ‘understanding contexts’ in some way — FE, education and indeed
‘all levels’;

e three gave ‘team-building’, ‘consensus’ or ‘community-building’
e two mentioned ‘creativity and innovation in risk-taking’

@ two spoke of ‘numeracy’.

The remaining ideas, although mentioned only singly, also fell into broad
thematic groups, such as:

@ matters of character, for example: ‘tenacity’; ‘strength of purpose’ and ‘desire to
succeed’; an ability to be unpopular; an attention to detail; openness and honesty;
native intelligence (i.e., an ability to ‘absorb large amounts of information rapidly’);
emotionalintelligence; and an understanding of how others perceive things

e matters of practical approach or method, for example: being able to ‘simplify’
matters appropriately; logicality; being ‘consistent’; having the ability to move
between institutional leadership and systems-based leadership; being

‘uncompromising’; being ‘consensus-building’; negotiating skills; being able
to prioritise; “filtering chaos’; the ability to ‘predict and prepare’; having the ability
to delegate; and being able to ‘follow through’

e matters of philosophical approach, for example: being ‘values-based’; ‘setting
tone and atmosphere’; commitments to equality, diversity and social justice;
enabling participation and being anti-discrimination; and appointing people
who know more than you.

Gender differences

Suggestions from male and female respondents generally did not present any
clear trends between the patterns and groups shown above, with a spread of
character-based, pragmatic and philosophical themes between both genders.
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3.3.3

Future leadership qualities and skills

When it came to considering skills that might be needed in the future by

college leaders, the respondents as a whole made some striking revisions to
their choices and thus of the prioritisations amongst those skills. The responses
are shown in figure 24 below.

Although ‘building vision and communicating direction clearly’ remained the
highest priority, it fell some seven percentage points from the level of selection
in3.1—-i.e., from77% to 70%

‘Strategic allocation of resources, and planning’ moved up from fourth priority
at 38% to the second priority for future skills, with 44%

The most significant increase in selection and prioritisation by respondents was
attached to ‘entrepreneurship and business acumen’ which rose from sixth
position in the ‘at present’ context of 3.1 to third place for ‘in the future’, and by
24 percentage points, from 18% t0 42%

Therefore, whereas ‘understanding and developing people’ and ‘successful
communication with internal and external stakeholders’ had been the very clear
second and third choices, respectively, in 3.1 (‘at present’), they fell to joint fourth
place for ‘in the future’. The former went from 61% to 40%, and the latter from
47% 10 40%

‘Decision-making’ fell from the fifth position in 3.1 (at 30%) to sixth in 3.3,
with 22%

e Atthe bottom, the previous seventh and eighth places for 3.1 swapped positions.

‘Re-designing and re-structuring organisations’ had the second-greatest increase
in endorsement, by 13 percentage points from 8% to 21% (just behind ‘decision-
making’, interestingly and perhaps ironically). ‘Having difficult conversations’ was
the only skill that remained unchanged in percentage of choice between 3.1and
3.3, at 13% — but as indicated, it then went to bottom place because of the rise for
re-designing and re-structuring

e These changes suggest that the respondents foresee a greater need for the rather

more pragmatic skills in the future — and rather less need for softer skills like
understanding and developing people, building a vision, and communication.
This perhaps reflects a very sober mood about the sector’s prospects, and about
how college leaders will need to address the likely situations of the future for their
institutions. It is interesting to note, however, that decision-making has dropped in
both percentage and ranking terms. This could suggest that respondents feel that
there may be a lesser degree of power, influence and control to come, despite the
stated wish in recent years from most parties to move to more of a self-regulated,
self-determining FE sector

e Interestingly, the average number of choices made (of the usual maximum

of three) fell, here, to 2.5.
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Figure24 Leadership qualities and skills needed in the future (Q3.3)

Building vision and communicating
direction clearly

Strategic allocation of resources
and planning

Entrepreneurship and
business acumen

Understanding and
‘developing people’

Successful communication with internal
and external stakeholders

Decision making

Redesigning and restructuring
organisations

Ability to have difficult conversations

80 90 100

Leadership qualities and skills needed in the future (%)

Base: All 112 Respondents
Q: What kind of leadership qualities and skills do you think will be needed
in the future to successfully run a college? (Please select up to three options)

Gender differences

By and large, the gender division patterns of 3.1, in terms of the gaps in
numbers of choices made by female and male respondents, were repeated here.
The exceptions were a somewhat increased proportion, this time, of females
selecting the ‘entrepreneurship and business acumen’ option, and a somewhat
higher proportion of males choosing the ‘strategic allocation of resources, and
planning’ skill.

3.3.4 Otherleadership qualities and skills needed in the future

This was the other survey question where respondents were asked to provide
qualitative answers, although, again, there was no requirement to respond.
There were 27 responses given; however, some seven of those were, in effect,
nil responses of one kind of another (including explicit statements of no
difference from the preceding question or questions).

The 20 substantive responses to this question also came in clusters. Some of
these were again multiple mentions, or close linkages, but there were far fewer
this time. Key responses included:

e four mentions of partnership working or similar skills, and

e three of persuasion and influencing.

Some of the ideas, both multiply-mentioned or singly were in some way repeated
or closely paralleled here (regarding the future skills needs of principals) from

3.2 (about leadership skills currently needed) — and apparently quite deliberately
so. These included: persuasiveness/influencing skills; simplifying; systems and
distributed leadership; the ability to say no; creativity and innovation; and
negotiating skills.
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A number of quite new and different skills and qualities were provided,
regarding predicted future skills needs for college principals. These include:

drive

damage-limitation

holding off local authority interference

high-level financial expertise

stamina

reputation management

creating a new organisation

atouch of madness

ambassadorial skills

efficiency — getting the same outputs for less, and

taking opportunities to grow and develop.

Some of these — such as: damage-limitation; holding off local authority
interference; high-level financial expertise; and efficiency — are all particularly
relevant to recent and/or current developments in the economy, public finance,
and public services. Others can be seen as more generic and enduring.
Gender differences

There are only a few minor distinctions to be made here regarding any
contrasts between the contributions from female and male respondents.
These include that:

there were nine (33%) responses from females, and 18 (67%) from males, which
did not reflect the overall proportional split of all responses of 44% female and
55% male, respectively

of these, however, only two from females were effectively ‘nil response’, whereas
five of these came from males

males supplied some of the more unconventional and particularly ‘current’
responses here, such as those to do with holding off the local authorities,
damage-limitation (over ‘half-baked educational policies’), risk-taking — even
when ‘frowned-upon’), the ability to say no... and, perhaps, the one that mentions
the need fora ‘touch of madness’.
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Conclusions, implications
and recommendations

What are the issues and questions raised by these findings?

Within the sample, 38% of all second-tier managers and 43% of the females
were not interested in becoming a principal. These relatively high percentages
resonate with concerns that have been expressed for quite a number of years
in the sector regarding succession planning. Although the overall sample

does not provide large numbers or a particularly high percentage return rate,
the findings are of some use to the sector in indicating a need for a different
approach to encouraging more people to aspire to senior posts, and to address
the factors that deter them.

As mentioned in the Context section, the NCLSCS has recently carried out

a survey on perceptions of headship in terms of ‘key attractions’ and ‘key
deterrents’ to the role (NCLS 2010) in their ‘evidence into practice guide’ series.
Findings are surprisingly similar to this study and indicate that the two sectors
have similar challenges to address.

Overall conclusions and their implications are considered below.

The majority of respondents are motivated most highly by ‘the power to make a
difference, to make things happen’, reflecting the traditional FE values that attract
people to the sector and keep them engaged. Could the sector more effectively
emphasise the potential for principals to have a positive impact on learners’
experience and on the economic and social life of the wider community?

At a recent conference for aspiring managers and principals, two principals
presented convincingly their view that the principal has an essential role in
leading on learning (WLN Today’s and Tomorrow’s Leaders, 2009), but could

the sector do more to enthuse middle and senior managers with the opportunity
to make a difference?

When respondents were asked what had been the triggers for change in their
career, by far the most frequently selected was the ‘need for new challenges
and more responsibility’. People in all walks of life are naturally excited by

new challenges and a wish to move forward in their career. In spite of the
ever-increasing complexities and pressures of senior management roles in
further education, and the often-quoted characterisation of colleges as being
part of a hard-pressed ‘Cinderella sector’, this seems still to be true of those

in further education. And in answer to another question about career motivation,
the second most-cited career motivation was the ‘need to seek new challenges
and new horizons’, followed by the belief that seeking a promotion would

be the ‘natural next step’. The challenge for the sector is to take advantage

of these instincts, amongst those with the potential to be principals, to explore
and test themselves professionally. This means finding better ways to entice
individuals into aspiring for promotion to the highest level, through offering
more opportunities for professional development, such as secondment and
work-shadowing.
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Encouragement from others and in particular support from the line manager

are ranked high in the career triggers and enablers identified by the respondents.
Confidence can be both an internally- and externally-driven feature. Could the
sector do more to encourage individuals to plan their career path earlier and
more pro-actively, with growing confidence in their suitability, and to take up
opportunities for developing their leadership and management skills within and
outside their college? Can line managers and those responsible for professional
development in colleges do more to encourage talented senior managers to
build, broaden and reinforce their self-confidence so that they feel ready to apply
for principalships? This also raises the need for principals to have a level of
resilience in the face of the challenges and inevitable set-backs which they will
encounter — both along the route towards principalship, and once they are in
the job — and which may potentially affect confidence in a negative way. What is
the nature of support needed by both established and future leaders? Are they
getting it?

A surprisingly high proportion selected ‘an opportunity came up at my college’
as an important career trigger for them: 53% of second-tier managers and 34%
of principals. Although this is understandable, it probably in part reflects the
difficulty presented by relocation for some, due to family or other pressures.
Whilst we should be concerned that many individuals may be unlikely to apply
for promotion that involves a significant geographical move, this could also be
seen as a positive. Many who might not normally be actively seeking promotion
may well do so if a job comes up at their current college, given encouragement
and development opportunities. This finding may provide an increased incentive
to ‘grow your own’ and further support high-quality leadership and management
skills development within the college. On the other hand, it is also worth noting
that research indicates that principals who have worked at different colleges
appear to bring a wide knowledge, experience and perspective to the job of
principal’ (Collinson and Collinson 2005).

¢

Self-confidence is an issue that figures strongly through both direct and indirect
references in the responses and findings. Just below half of all respondents
ranked highly ‘levels of responsibility and accountability’ and 35% and 54%
respectively of second-tiers and principals selected ‘fear of not being up to

the job’ when asked about their concerns regarding the role of principal.

And when asked what had been most helpful to their career progression to date,
a majority of respondents ranked ‘experience and skills gained’ and their ‘own
determination and confidence’ highly as well. Clearly, confidence in one’s own
ability is important to anyone considering applying for a principalship. Findings
indicate that this self-confidence could be more fully developed through steps
that produce increased familiarity with the role and the development and
acquisition of relevant skills and experience.

Although more than half of the second-tier managers thought that the match

of their knowledge levels with those required for principalship was good or
excellent, fewer than half saw their skills and experience levels match as good
or excellent. Bearing in mind that ‘experience and skills gained’ ranked highly
as factors that had been most helpful to their career progression, it is clear that
further development of these elements will not only help second-tier managers
to perform better in their existing and future roles, but will also give them the
self-confidence to apply for a top job.
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Respondents’ perceptions of the leadership qualities and skills required by
principals at the present time shifted significantly when they were asked about
the future. When asked about the current leadership qualities and skills needed,
the three highest-ranking choices were ‘building a vision and communicating
direction clearly’, ‘understanding and developing people’ and ‘successfully
communicating with internal and external stakeholders’. When respondents
were asked about the qualities and skills required in the future, however,
‘strategic allocation of resources and planning’ and ‘entrepreneurship and
business acumen’ moved up into second and third place.

‘Understanding and developing people’ slipped from second to fourth place when
respondents were asked to identify the leadership skills and experience required
in the future. The shift in emphasis from the ‘soft’ people skills to the hard skills
around resourcing and entrepreneurship is to be noted. This may come as no
surprise in some ways, given the economic climate and the pressures that brings
to funding public services such as further education. All the indications from this
and other research are that the sector must continue to increase its investment
in, and improve the quality of, leadership and management skills development
for their staff. One might also consider whether or not the skills and
entrepreneurial approaches, undoubtedly required in the face of funding
instability and other significant developments, are sufficiently reflected in the
skills and knowledge content of the leadership programmes that prepare
aspiring principals and support serving ones.

Concerns around the potential impact of the principal role on respondents’ family
and social life are both frequent and important. Do all principals find that they
are unable to maintain a reasonable work-life balance in the job? If not, then
where are the role models and examples of good practice that could be made
known? And if it is unavoidable that the job impacts negatively on personal lives
to an unacceptable degree, this is surely a matter of concern for governing bodies,
supporting agencies and government departments. Two quotes from principals
commenting on long-hours cultures are encouraging, if perhaps exceptional:
‘Well  am keen (on a work-life balance) and very gung-ho. | send folks home!

| just tell them to go and of course they do as | am the boss. | love itV

and ‘We lock the building up between 6 and 6.30... They just get told to GO
HOME’ (CEL, 2007).

Respondents expressed concerns around the heavy workload, the perceived
impossibility of the role and the levels of responsibility and accountability.

This seems to highlight the need for would-be principals to become more
familiar with the job, for example through work experience and work-shadowing,
and also through learning from role-models and considering case studies of
successful leadership. There may also be a number of other ways of countering
the negative perceptions of the role, such as through case studies and
collections of positive quotations from serving principals about the attractions
of the job.

Issues of diversity in career motivation progression

If the sector is to face up to the challenges of the future, it is essential that
selection for the top jobs is made from the full pool of talent. Currently, only
126 (36%) of college principals are women (WLN 2010) and only 13 are from
BME backgrounds (source: Network for Black Professionals (2010)). Whilst the
numbers and return rate in this survey are too low to extrapolate issues for BME
senior managers, there are some indicators of trends and challenges in terms
of gender, as summarised below:
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e Female second-tier managers were less likely (57%) than their male counterparts
(70%) to be interested in becoming a principal. More men than women had
wanted to be a principal from an early age, suggesting a relative lack of ambition
and/or career planning on the part of many women, at least in those initial stages
of theirworking lives in further education

@ Female principals were more likely than males to have been motivated by
encouragement to apply for the job. They were also more likely than males to have
been motivated by thinking that they could do as good a job, if not better, than the
principals they had known. This raises some apparently contradictory issues
around self-confidence, further emphasised by the finding that women were far
more likely to have concerns about not being up to the job than men. It may reflect
a much greater reliance on ‘external validation’ by women as triggers for their
moves to advance their careers

e When asked to match their skills, knowledge and experience against those
required by a principal, female second-tier postholders were more likely to identify
themselves as having serious gaps or some gaps, than the male respondents.

For example, in terms of a ‘knowledge match’, no men thought they had serious
gaps and a far higher proportion of men thought they had an excellent match.

In addition to being unwilling to rank themselves positively against the experience
and skills required, women were also more likely to choose the acquisition of
experience and skills as being helpful for career progression, than were men.

These are important differences when we consider the under-representation

of women at principal level, and these findings underline the need to ensure that
women are further encouraged to aspire to principalships, and better prepared
for the role.

Recommendations

The awareness of a looming ‘succession crisis’ in FE has been around for some
10 years now. The consequent need for the sector and for individual colleges to
have a systematic approach to career succession planning has been recognised
in a range of studies (for example, Collinson and Collinson 2005), and in the
changing developments and practices in the sector during the last few years.
‘The sector is now addressing the issue of succession in much more effective
ways and doing this predominantly through talent management systems’,
according to Collinson, referring to the findings of practitioner research carried
out by Northern College (Collinson 2007-08).

There has been an increase in the number of colleges offering their own
leadership and management development programmes. Many individuals

have taken advantage of a range of programmes offered to aspiring principals
and principals by the sector’s support organisations and other bodies. However,
despite all the above, the findings of this survey reflect a sustained general
concern in the sector that the current level of succession planning is not
sufficient to stave off a crisis in leadership in the next few years. How is the
sector to encourage more talented men and women to consider senior and
principal roles in further education and thus make use of all the talents that

are available in the sector?

There are plenty of examples of excellent practice and effective activities across
the sector. By building on these, disseminating them more effectively and
redoubling efforts, the sector may encourage an increased interest in the role
of principal, and reduce the concerns surrounding the role.
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The sector might be encouraged by recent NCLSCS survey data findings
suggested that ‘overall, ambition for headship in general appears to be growing
as succession plans develop’ (NCLSCS 2010).

Findings in this survey indicate the need for a change of focus in succession
planning activities to embrace the following new objectives:

Persuading people at every level that the potential to make a significant difference
to learners’ experiences and to the wider community increases, rather than
decreases, with each promotion

Taking advantage of people’s desire for new challenges and new horizons by
emphasising the exciting aspects of facing and finding solutions to new problems
and dilemmas

Demystifying the role of principal in the eyes of potential candidates for those
positions, and counteracting less positive impressions about its ‘do-ability’

Raising the profile of the line manager’s role in encouraging and supporting
the career development of members of their team.

Recommendations to college principals, governing bodies, sector support
organisations

With the above four objectives in mind, the government, and subsequently the
sector’s current principals, governing bodies and support organisations should
consider the following actions.

Enthuse staff at all levels about the potential that senior leader roles have for
making a significant difference, using case studies of principals across the sector,
and more closely involving a range of principals in leadership and development
programmes designed to support aspiring principals and senior managers

Ensure that development programmes retain a strong learner focus in their
activities and help combat the perception that the principal role has minimal
impact on learners’ experience

Take steps to familiarise potential senior managers and principals with the
nature of senior roles and help them to develop the skills, experience and
knowledge required. This could be, forexample, by increasing the opportunities
for work-shadowing, work experience/secondment and access to role models
and case studies of successful leadership

Improve the support available to new and serving principals such as coaching
and mentoring, continued development, buddying and other appropriate
activities —and make these mechanisms explicit to potential principals

Ensure that the skills and knowledge content of programmes for aspiring
principals reflects the needs of the current and likely future financial climate,
in particularthose relevant to strategic resource planning, entrepreneurial
activities, flexibility and preparedness for unexpected and new challenges

Deliver effective equality and diversity training to principals and governors
including: a sound understanding of the barriers that women and other under-
represented groups such as ethnic minorities can face in their career pathway;
the need to support women and men taking, and returning from, career breaks;
and strategies for encouraging more women and members of other
under-represented groups to aim for principal roles (see findings in The voices
of women: leadership and gender in the further education sector, LSIS 2010)
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@ Ensure that succession planning and the development of individuals do not slip
down the list of priorities during a time of recession and uncertain funding.

Recommendations to college principals and directors of professional
development within colleges

Again, referring back to the four refocused objectives, principals and
senior managers responsible for staff professional development should
consider the following.

@ Explicit succession planning, linked to career development activities — including
systems to identify talented individuals and to encourage them in their career
development, as well as providing them with opportunities for mentoring and
coaching, skills development and confidence building

e High-quality individual support and encouragement through the line management
system including: structured discussion at appraisal; support with career
progression planning and constructing and maintaining an individual
development plan; and opportunities to gain skills through work-shadowing
or secondment, both college-based and more widely

e Demystification of the roles of senior managers and the principal by
familiarising staff at all levels with the activities and challenges involved
in senior management work

@ Sound equalities practice, including the recognition that women are more likely
than men to need confidence-building activities to encourage them to aspire to
senior posts through, for example, opportunities for mentoring, work-shadowing
and secondments, networking and learning from peers and female senior leaders.

Further research and investigation

The following might be considered:

Work-life balance of the principal

It may be useful to investigate further the perceived inevitability of long hours
and the consequent impact on family and social life. Are these avoidable
impacts? How can they best be minimised, if not? Can role-models and examples
of good practice in this regard be identified, with a view to shifting practice and
perception?

Are there alternative means of performing the functions with equal or even
enhanced effectiveness, perhaps through collaboration or shared responsibility
as seen in the secondary school sector? In parallel with the current sector
initiatives investigating shared resources, should the sector explore alternative
approaches to leadership including shared and collaborative partnership
arrangements?

‘Grow your own’ practice

Investigation might take place of the percentages of internal versus external
successful applicants for second-tier and principal jobs — is ‘waiting for the
opportunity to come up’ doing a disservice or a service to the sector? In either
instance, can succession be better managed, in a more explicitly-acknowledged
manner, for the benefit of individuals and institutions?
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Skills required for senior leaders

Are our principals and potential principals being equipped with the skills
required now and in the future? Do we know reliably what these currently
are -- and how they may be shifting?

Selection and recruitment records

There is a need to establish some baseline evidence for recruitment to senior
posts, about:

e the number of women and men applying (@and how this reflects the gender profile
of the sector)

e the number of short-listed candidates against number of applicants (i.e. how many
are actually suitable)

e the reasons panels gave for rejecting candidates (i.e. where do skills, experience,
knowledge, etc sit alongside other selection criteria)
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Appendix 1a

Invitation to complete the survey

The next generation of leaders —
what motivates you?

Dear Colleague

This is a friendly reminder that there is still time to complete LSN’s “Next
Generation of Leaders' survey. Due to popular demand, we are extending the
closing date to Monday 14 December 2009. Many thanks to everyone who has
already submitted a survey.

The aim of this survey is to inform succession planning across the learning

and skills sector. The sector needs to develop a better understanding of what
motivates people to apply for the top jobs in order to build capacity and diversity
into the next generation of college leaders. This research has the support of

the Women’s Leadership Network and the Network for Black Professionals.

The survey is very brief and should only take a few minutes to complete.

It asks about current job role, interest in becoming a principal, and the qualities
principals need. It is designed to be completed online however a paper version
of the survey is available on request by contacting the LSN Survey Team on

020 7492 5168 or surveysresearch@lsnlearning.org.uk.

All responses will be anonymous and confidential.

Please click here to begin the questionnaire

Please complete the survey by 14 December 2009.

We appreciate your contribution and your response will play a vital role in

informing the outcomes of the research and future policy development.

Best regards

John Stone
Chief Executive, LSN

For further information, please contact:
Silvia Munoz (Statistical Analysis and Survey Unit Manager)
smunoz@lsnlearning.org.uk.

If you are experiencing technical difficulties or require a paper-based version,
please contact:

Hibi Racs (Data Analyst, Research)

hracs@lsnlearning.org.uk.

Deadline extension
Closing date: 14 December 2009
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Appendix 1b

Section1

11

1.2

1.3

1.4

Survey

The next generation of leaders

Introductory text

About you

Job title

(Please select one option only)

Principal

Second-tier management (e.g. Vice Principal, Director)
Manager

Lecturer/teacher/trainer

Other
If 'Other', please specify:

Your age:

(Please select one option only)

Under 25 [] 25-29
30-34 [l 35-39
4044 [] 45-49
50-54 [] 55-59
60—-64 [] 65+
Your gender:

Female [] Male
Ethnic group:

(Please select one option only)

Asian or Asian British [ ] Black or Black British
Chinese [] Dual heritage
White [] Other

If 'Other', please specify:

oo

[]





1.5 What type of college do you work at:
(Please select one option only)

General Further Education college
Sixth form college
Specialist college (e.g. Agriculture, Arts etc.)

Other
If 'Other', please specify:

1.6 Pleaseindicate the location of your provider:
(Please select one option only)

East Midlands []
East of England []
Greater London []
North East L]
North West L]
South East []
South West []
West Midlands ]
Yorkshire and the Humber []

[]

Other
If 'Other’, please specify:

1.7 Howlong have you been in your current role?
(Please select one option only)

Less than 6 months
6 months to 1 year
1to 2 years

3 to 5 years

6 to 10 years

HEEEENENEN

More than 10 years
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1.8 How long have you been working in your college?
(Please select one option only)

Less than 6 months
6 months to 1 year
1to 2 years

3 to 5 years

6 to 10 years

oo

More than 10 years

1.9 Whatis yourtravel to work pattern?
(Please select one option only)

Live within reasonable daily commuting distance of work

Travel more than two hours every day (including return journey)

Other
If ‘Other’, please specify:

[]
[]
| am a weekly commuter []
[]

1.10 Didyou relocate to take up your current job?

Yes [] No []
If 'Other', please specify:

Section2a Second-tier management questions

2.1a Areyou line managed by the Principal?

Yes ] No []

If 'No', who is your line manager?

The questionnaire was routed depending on the answer to question 1.1, and there are therefore two Section 2s:
We have called Second-tier management questions ‘Section 2a’, and Principals’ questions ‘Section 2b’.
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2.2a

2.3a

2.4a

Areyou interested in becoming a principal?
(Please select one option only)

Not at all interested [] Not particularly interested
Some what interested [] Very interested

Please explain why you are not interested in becoming a principal:

Have you previously applied for the position of principal either at your current
college or at another college?

Yes [] No []

If 'Yes', what was the outcome of the application?

I was successful and accepted the job and
have since moved on to another role

I was successful but did not accept the job
I was unsuccessful

Please explain why you are not interested in becoming a Principal:

What is your main motivation for wishing to become principal?

(Please indicate your top three motivation factors by typing a number
into the boxes below, where

1 = Most important factor, 2 = Second most important factor and

3 = Third most important factor)

Increased salary
Wanted to be a principal from an early stage in your career

Power to make a difference, to make things happen

Belief that you could do as good a job, if not better, than principals you know

Opportunity to influence regional and national policies
Need for new challenges, new horizons
Natural career progression for you

Other
If 'Other’, please specify:

oot
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2.5a

2.6a

2.7a

What concerns you about becoming a principal?

(Please indicate your top three motivation factors by typing a number
into the boxes below, where

1 = Most important factor, 2 = Second most important factor and

3 = Third most important factor)

Heavy workload

Impact on family and social life

Level of responsibility and accountability

Fear that you may not be up to the job and/or of failure
Having to make tough decisions

Need to relocate

Dealing with governors

Other
If 'Other', please specify:

What is your assessment of your match with the post of principalin relation

to the following factors?
(Please select one option from each row)

oot

1 Serious 2 Some 3 A good 4 An excellent

gaps minor gaps match match

Skills [] [] [] []
Experience [] L] [] [l
Knowledge [] [] [] []

What have been the triggers during your career history?
(Please select up to three options from the list below)

Need for new challenges and more responsibility
You were encouraged to apply for promotion
Redundancy or college restructure

Opportunity came up at your college

A change in home circumstances made it possible

Planned career progression route
(i.e. with planned timings for each career step)

Other
If 'Other’, please specify:

HEEEENEEEN
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2.8a

Section 2b

2.1b

What has helped the most in your career progression?
(Please select up to three options from the list below)

Supportive relationship with mentor, coach or similar
Your own determination and confidence in your abilities
Experience and skills gained in each post

Support and encouragement from line manager

MBA, leadership development programme
or other staff development

Support from family and friends
Networking with colleagues in other colleges

Other
If 'Other’, please specify:

Principals

What was your main motivation for applying for the post of principal?
(Please indicate your top three motivation factors by typing a number

into the boxes below, where

1 = Most important factor, 2 = Second most important factor and

3 = Third most important factor)

Increased salary

Wanted to be a principal from an early stage in your career

Power to make a difference, to make things happen

Belief that you could do as good a job, if not better,
than principals you know

Opportunity to influence regional and national policies
Need for new challenges, new horizons
Natural career progression for you

Other
If 'Other’, please specify:

OO0 Oogdon

oo oot

The questionnaire was routed depending on the answer to question 1.1, and there are therefore two Section 2s:

We have called Second-tier management questions ‘Section 2a’, and Principals’ questions ‘Section 2b’.
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2.2b

What concerned you about the job before you became a principal?
(Please indicate your top three motivation factors by typing a number
into the boxes below, where

1 = Most important factor, 2 = Second most important factor and

3 = Third most important factor)

Heavy workload

Impact on family and social life

Level of responsibility and accountability

Fear that you may not be up to the job and/or of failure
Having to make tough decisions

Need to relocate

Dealing with governors

Other
If 'Other', please specify:

What have been the triggers during your career history?
(Please select up to three options from the list below)

Need for new challenges and more responsibility
You were encouraged to apply for promotion
Redundancy or college restructure

Opportunity came up at your college

A change in home circumstances made it possible

Planned career progression route
(i.e. with planned timings for each career step)

Other
If 'Other', please specify:

oot

oo
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2.4b

Section3

3.1

3.2

What has helped the most in your career progression?
(Please select up to three options from the list below)

Supportive relationship with mentor, coach or similar
Your own determination and confidence in your abilities
Experience and skills gained in each post

Support and encouragement from line manager

MBA, leadership development programme
or other staff development

Support from family and friends
Networking with colleagues in other colleges

Other
If 'Other’, please specify:

Leadership

What kind of leadership qualities and skills are needed at present

to successfully run a college?
(Please select up to three options from the list below)

Building vision and communicating direction clearly
Understanding and ‘developing people’
Redesigning and restructuring organisations
Strategic allocation of resources and planning
Entrepreneurship and business acumen

Decision making

Ability to have difficult conversations

Successful communication with internal
and external stakeholders

Are there any other leadership qualities and skills not listed above

you think are needed?
(please describe in the space provided):

OO0 Oogdon

DO donn
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3.3 What kind of leadership qualities and skills do you think will be needed in the

3.4

future to successfully run a college?
(Please select up to three options from the list below)

Building vision and communicating direction clearly
Understanding and ‘developing people’
Redesigning and restructuring organisations
Strategic allocation of resources and planning
Entrepreneurship and business acumen

Decision making

Ability to have difficult conversations

Successful communication with internal
and external stakeholders

Are there any other leadership qualities and skills not listed above
you think are needed?
(please describe in the space provided):

Thank you for taking the time to participate in this survey.

Please click Submit below.

DO dona
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Appendix 2
Section 1

Table1.1

Table1.2

Table1.3

Data summaries
Allrespondents
Job-title (Q1.1)

Count %
Principal 61 54
Second-tier management (e.g. Vice Principal, Director) 51 46
Total 112 100
Age (Q1.2)

Count %
Under 25 0 o
25-29 o 0
30-34 0 o]
35-39 3 3
40-44 10 9
45-49 22 20
50-54 33 29
5559 40 36
60-64 4 4
65+ o] o]
Total 112 100
Gender (Q1.3)

Count %
Female 50 45
Male 62 55
Total 112 100
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Table1.4

Table 1.5

Table1.6

Ethnic group (Q1.4)

Count %
Asian or Asian British 1 1
Black or Black British 2 2
Chinese 0 0
Dual heritage 1 1
White 107 96
Other 0 0
Total 111 100
Type of provider respondent works at (Q1.5)

Count %
General Further Education college 83 74
Sixth form college 20 18
Specialist college (e.g. Agriculture, Arts etc.) 7 6
Other 2 2
Total 112 100
Location of provider (Q1.6)

Count %
East Midlands 8 7
East of England 5 4
Greater London 24 21
North East 7 6
North West 13 12
South East 22 20
South West 9 8
West Midlands 15 13
Yorkshire and the Humber 9 8
Other 0 0
Total 112 100
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Table1.7

Table1.8

Table1.9

How long have you been in your current role? (Q1.7)

Count %
Less than 6 months 6 5
6 months to 1 year 5 4
1to 2 years 19 17
3 to 5 years 35 31
6 to 10 years 33 29
More than 10 years 14 13
Total 112 100
How long have you been working in your college? (Q1.8)

Count %
Less than 6 months 4 4
6 months to 1 year 2 2
1to 2 years 11 10
3 to 5 years 25 24
6 to 10 years 28 26
More than 10 years 36 34
Total 106 100
What is your travel to work pattern? (Q1.9)

Count %
Live within reasonable daily commuting
distance of work 92 82
Travel more than 2 hours every day
(including return journey) 13 12
| am a weekly commuter 7 6
Other 0 0
Total 112 100
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Table 1.10

Section 2a

Table 2.1

Table 2.2

Table 2.3

Did you relocate to take up your current job? (Q1.10)

Count %
Yes 33 29
No 79 71
Total 112 100
Second-tier management questions
Areyou line-managed by the principal? (Q2.1a)

Count %
Yes 40 78
No 11 22
Total 51 100
Are you interested in becoming a principal? (Q2.2a)

Count %
Not at all interested 7 14
Not particularly interested 12 24
Quite interested 18 35
Very interested 14 27
Total 51 100
Have you previously applied for the position of principal either at your current
college or at another college? (Q2.3a)

Count %
Yes 15 29
No 36 71
Total 51 100
If ‘Yes’, what was the outcome of the application?
| was successful and accepted the job and 0 0
have since moved on to another role
I was successful but did not accept the job o o
| was unsuccessful 14 93
Total 15 100
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Table 2.4

Table 2.5

What is your main motivation for wishing to become a principal (Q2.43)

Count %
Increased salary 17 39
Wanted to be a principal from an early stage in your career 6 14
Power to make a difference, to make things happen 29 66
Belief that you could do as good a job if not better 19 43
than principals you know
Opportunity to influence regional and national policies 12 27
Need for new challenges, new horizons 28 64
Natural career progression for you 21 48
Other o 0
Base 4Ly

Note: This question was multi choice so respondents had the option of selecting
more than one option. The percentages are therefore based on the total number
of responding second-tier managers (n=51) and the sum of the percentages will

be equal to more than 100%

What concerns you about becoming a principal? (Q2.5a)

Count %
Heavy workload 16 31
Impact on family and social life 31 61
Level of responsibility and accountability 25 49
Fear that you may not be up to the job and/ or of failure 18 35
Having to make tough decisions 10 20
Need to relocate 16 31
Dealing with governors 9 18
Other 4 8
Base 51 100

Note: This question was multi choice so respondents had the option of selecting
more than one option. The percentages are therefore based on the total number
of responding second-tier managers (n=51) and the sum of the percentages will

be equal to more than 100%
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Table 2.6

Table 2.7

Table 2.8

What is your assessment of your match with the post of principal
in relation to the following factors? (Q2.6a)

1 Serious 2 Some 3 Agood 4 An excellent
gaps minor gaps match

Skills 6% 46% 38%

Experience 10% 44% 29%

Knowledge 6% 38% 46%

What have been the triggers during your career history? (Q2.7a)

Count %
Need for new challenges and more responsibility 46 90
You were encouraged to apply for promotion 32 63
Redundancy or college restructure 3 6
Opportunity came up at your college 27 53
A change in home circumstances made it possible 4 8
Planned career progression route 9 18
(i.e. with planned timings for each career step)
Other 0 0
Base 51 100

Note: This question was multi choice so respondents had the option of selecting
more than one option. The percentages are therefore based on the total number
of responding second-tier managers (n=51) and the sum of the percentages will

be equal to more than 100%

What has helped the most in your career progression? (Q2.8a)

Count %
Supportive relationship with mentor, coach or similar 11 22
Your own determination and confidence in your abilities 40 78
Experience and skills gained in each post 42 82
Support and encouragement from line manager 21 41
MBA, leadership development programme 5 10
or other staff development
Support from family and friends 8 16
Networking with colleagues in other colleges 9 18
Other 0 )
Base 51 100

Note: This question was multi choice so respondents had the option of selecting
more than one option. The percentages are therefore based on the total number
of responding second-tier managers (n=51) and the sum of the percentages will

be equal to more than 100%





The next generation of leaders: motivation and leadership in the FE

Section 2b Principals

Table3.1  What was your main motivation for applying for the post of principal? (Q2.1b)

Count %
Increased salary 13 21
Wanted to be a principal from an early stage in your career 7 11
Power to make a difference, to make things happen 51 84
Belief that you could do as good a job if not better 24 39
than principals you knew
Opportunity to influence regional and national policies 12 20
Need for new challenges, new horizons 37 61
Natural career progression for you 31 51
Other 7 11
Base 61 100

Note: This question was multi choice so respondents had the option of selecting
more than one option. The percentages are therefore based on the total number
of responding principals (n=61) and the sum of the percentages will be equal to

more than 100%

Table3.2 What concerned you about the job before you became a principal? (Q2.2b)

Count %
The heavy workload 26 43
Impact on family and social life 36 59
Level of responsibility and accountability 29 48
Fear that you may not be up to the job and/ or of failure 33 54
Having to make tough decisions 9 15
Need to relocate 11 18
Dealing with governors 16 26
Other 10 16
Base 61 100

Note: This question was multi choice so respondents had the option of selecting
more than one option. The percentages are therefore based on the total number
of responding principals (n=61) and the sum of the percentages will be equal to

more than 100%
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Table 3.3

Table 3.4

What have been the triggers during your career history? (Q2.3b)

Count %
Need for new challenges and more responsibility 60 98
You were encouraged you to apply for promotion 37 61
Redundancy or college restructure 5 8
Opportunity came up at your college 21 34
A change in home circumstances made it possible 1 2
Planned career progression route (i.e. with planned 18 30
timings for each career step)
Other 4 7
Base 61 100

Note: This question was multi choice so respondents had the option of selecting
more than one option. The percentages are therefore based on the total number
of responding principals (n=61) and the sum of the percentages will be equal to

more than 100%

What has helped the most in your career progression? (Q2.4b)

Count %
Supportive relationship with mentor, coach or similar 12 20
Your own determination and confidence in your abilities 46 75
Experience and skills gained in each post 47 77
Support and encouragement from line manager 18 30
MBA, leadership development programme 12 20
or other staff development
Support from family and friends 20 33
Networking with colleagues in other colleges 12 20
Other 3 5
Base 61 100

Note: This question was multi choice so respondents had the option of selecting
more than one option. The percentages are therefore based on the total number
of responding principals (n=61) and the sum of the percentages will be equal to

more than 100%
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Section 3

Table 4.1

Table 4.2

Leadership
What kind of leadership qualities and skills are needed at present to successfully
run a college? (Q3.1)

Count %
Building vision and communicating direction clearly 86 77
Understanding and ‘developing people’ 68 61
Redesigning and restructuring organisations 9 8
Strategic allocation of resources and planning 43 38
Entrepreneurship and business acumen 20 18
Decision making 34 30
Ability to have difficult conversations 14 13
Successful communication with internal 53 47
and external stakeholders
Base 112 100

Note: This question was multi choice so respondents had the option of selecting
more than one option. The percentages are therefore based on the total sample
size (n=112) and the sum of the percentages will be equal to more than 100%.

Note: A qualitative question is included at this point on the questionnaire.

What kind of leadership qualities and skills do you think will be needed

in the future to successfully run a college? (Q3.3)

Count %
Building vision and communicating direction clearly 78 70
Understanding and ‘developing people’ 45 40
Redesigning and restructuring organisations 24 21
Strategic allocation of resources and planning 49 44
Entrepreneurship and business acumen 47 42
Decision making 25 22
Ability to have difficult conversations 14 13
Successful communication with internal 45 40
and external stakeholders
Base 112 100

Note: This question was multi choice so respondents had the option of selecting
more than one option. The percentages are therefore based on the total sample
size (n=112) and the sum of the percentages will be equal to more than 100%.

Note: A qualitative question is included at this point on the questionnaire.





Studies suggest that a large proportion of leaders in colleges are ageing and/or
scheduled to retire in the near future. This research aims to inform succession
planning across colleges in England by developing a deeper understanding of
what motivates people to apply for senior jobs, and what deters them. Prior
research has identified negative perceptions of the job of principal, resulting in
the reluctance of talented middle managers to pursue progression opportunities,
and a consequently smaller pool of suitable applicants available for senior posts.

Under-represented groups at senior levels in the sector include BME professionals
and women at principal level. This research considers the motivations, enablers,
and barriers, and how the sector can better identify support which could increase
the numbers and diversity of professionals in the sector aspiring to top jobs.

A key concern identified in autumn 2009 through survey responses from 51 senior
managers and 61 serving principals, was a lack of self-confidence relating to senior
responsibility and accountability. Respondents also expressed concerns about
impact on family and social life. The report provides recommendations for how

to facilitate progression. A suggested change of focus considers the importance
of persuading people at entry level of the positives associated with progression,
specifically the increasing potential to make a significant difference to learner
experiences and to the wider community. The report endorses the practice of
emphasising the exciting aspects of finding new solutions for individuals keen

to take on new challenges. The report also explores the potential for creating
greater access to understanding the detail of what a principal does, so helping

to demystify the role. The promotion of the ‘do- ability’ of the role to potential
candidates is key for removing barriers. Vital importance is placed upon the role
of line managers in encouraging and supporting career development.
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