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1. Background
“Heads...need an appreciation of the [learning and teaching] theory, as well as the practice, of education management” (Bush, 2003) in order to provide adequate, let alone successful, leadership (Hill, 2001 cited in Bush, 2003, pp 16). However, each heads’ understanding of learning and their prior orientation to it is based on past experiences of personal learning.  Consequently, the assurance and enhancement of learning and teaching which they lead is also influenced by such conceptions. However, there appears to be an absence of literature concerned with the extent to which leadership in educational institutions is influenced by leader’s conceptions of learning or their pre-orientation to learning (surface, deep, etc) and the affects this may have on student learning, an institution’s goal of becoming a learning organisation and the way in which institutional development and change happens.  The exploration of the conceptions held by leaders is especially important as those in leadership positions not only represent values, but also ‘impose’ them.
2. Aims and objectives

This study will specifically focus on Heads of e-Learning across a number of UK higher education institutions (HEIs) and aims to both pose and answer a pertinent research question and help support this group of professionals.  Thus the objectives are both research and practice based. 
Research Question
Do the ways in which leaders in higher education, specifically heads of E Learning, conceive of and approach learning relate to the ways in which they perceive their leadership role?

Objectives:

· To investigate the nature of and varied conceptions of learning held by the Heads of E-Learning

· To explore Heads of e-Learning perceptions with regards to their leadership role

· To gain an understanding of whether the way in which they conceive of learning impacts on the way they lead the enhancement of learning within an educational setting.

Leadership development and support
This area warrants further research especially in the field of e-learning where significant investments have been made by higher education institutions (HEIs).  E-learning professionals have only emerged after the Dearing Report (1997) which highlighted the significance for C&IT in learning and teaching. The role of e-learning staff is tied into many sectoral and organisational strategic objectives and is seen as integral to achieving institutional progress.  However, these ‘new professionals’ are usually characterised as being marginal and often seen as lacking authority and responsibility (Oliver, 2002).
This proposal is also timely as the HEFCE is currently reviewing its Strategy for e-Learning (HEFCE, 2005). Heads of e-Learning have traditionally entered this professional arena through a variety of routes and academic backgrounds bringing with them a diversity of skills and viewpoints. However, it appears that term ‘e-learning’ is now giving way to phrases such as ‘enhancing learning and teaching through the use of technology’ (GlenaffricLtd, 2008) which is putting individuals with the term ‘e-Learning’ in their job title at great unease. 
Through the process of research the project aims to provide:
· leadership development opportunities to this group of professionals

· support for Heads of e-Learning through times of change in discourse and national priorities
· Insight on how this group wishes to develop in the near future.
3. Methodology

To address the research question the study proposes to engage members of the Heads of e-Learning Forum (HeLF) who are nominated representatives from over 130 HEIs. As such, they are recognised as leaders by their respective institutions and as a collective body of experts by agencies such as the Higher Education Funding Council of England (HEFCE), the Higher Education Academy and the Joint Information Systems Committee.
A mixed-method, phenomenological approach is proposed for this study which will look at similarities and variation across and within participant cases. This study aims to be sector wide and will consist of 3 questionnaires (a scoping survey, Approaches to Study Inventory and the Multifactor Leadership Questionnaire), a series of in depth interviews and a focus group, all of which are summarised in the table below. 

As leadership is contextually and culturally bounded and thus intertwined with its environment (Dimmock and Walker, 2005) it is proposed that an initial scoping survey is carried out which collects information about the individuals who hold this leadership position as well as information with regards to the institution in which they are employed.  Acknowledging the role of the individual within organisational structures the initial survey will collect sector wide information with regards to:
· Participants’ positions within the organisations and specifically with regards to the level of authority, power and ability to influence developments  all of which vary between institutions
· Their access and proximity to senior management, including reporting lines
· Information with regards to the participants’ academic background which also influences the way in which they view learning.

Quantitative data with regards to approaches to learning have will be collected through the use of an adapted version of Entwistle’s ‘Approaches to Study Inventory’ (ASI) which will attempt to elicit information about the participants’ attitudes to learning. The analysis of this will be based on the existing scoring method which has been developed. 

The Multifactor Leadership Questionnaire (MLQ) developed by Avolio, Bass, and Jung (1996) will be used to quantitatively measure leadership behaviours and effectiveness.
Qualitative data with regards to conceptions of learning and leadership will be collected through semi-structured interviews. Field notes will be written up and all interviews will be audio recorded and transcribed. The analysis of the interviews will draw on content analysis and discourse analysis techniques. 

The focus group will discuss in detail the findings from the previous methods and make recommendations with regards to supporting leadership and professional development for the Heads of e-Learning.
	Data collection methods
	Data yielded from each method
	Number of possible participants

	Survey
	Scoping survey
	130+

	Approaches to Study Inventory
(APSI) 
	Participants’ orientation to learning 
	

	Multifactor Leadership Questionnaire 
	Leadership style and behaviour
	

	Semi-structured Interviews
	Perceptual data with regards to conceptions of learning and leadership
	6-8 participants

	Focus group
	Recommendations and way forward
	10+ participants


4. Deliverables and Outcomes
It is useful to consider outcomes and deliverables in terms of their impact over time (GlenaffricLtd, 2006).  
	
	Immediate Outcomes 
	Intermediate Outcomes 
	Final Outcomes

	
	Short-term impact
	Medium-term impact
	Longer-term impact

	Focus
	Learning
	Action
	Operationalisation

	Results
	Raise personal awareness of leadership behaviours held by each Head and engage them in dialogue about leadership.
Build an understanding of leadership positions in the e-learning field across the UK.
Understand whether and how conceptions of learning influence leadership in educational organisations.
	Identify staff and leadership development needs for the Heads of e-Learning Forum.

	Incorporate appropriate leadership development event(s) into the 3 regular meeting of the Heads of e-learning Forum per year. 
Make results of research and lessons learnt through a number of conference presentations and journal publications.


5. Benefits to partners/sector
These include:

· Provide a starting point for documenting the way in which leadership vision with regards to e-learning is articulated across the UK. This will complement findings from the recent national Benchmarking of e-Learning exercise conducted by the Higher Education Academy
· Identifying leadership development needs for this group of professionals

· Supporting the Heads of e-Learning through times of change in national discourse and priorities

· Possible models which may emerge could then be applied to leaders in other educational settings

· Provide a stepping stone for further research. 

6. Milestones 

	
	2008
	2009
	

	
	July
	Aug
	Sept
	Oct
	Nov
	Dec
	Jan
	Feb 
	Mar
	Apr
	May
	June
	July

	Approval of proposal
	
	
	
	
	
	
	
	
	
	
	
	
	

	Development of research tools
	
	
	
	
	
	
	
	
	
	
	
	
	

	Administer all surveys (scoping, ASI, MLQ)
	
	
	
	
	
	
	
	
	
	
	
	
	

	Interviews
	
	
	
	
	
	
	
	
	
	
	
	
	

	Data analysis
	
	
	
	
	
	
	
	
	
	
	
	
	

	Research shared with stakeholders
	
	
	
	
	19th  Nov 2008, Edin-burgh 
	
	
	
	25th  Mar 2009, London
	
	
	Week beg. 8th June 2009, York
	

	Writing report
	
	
	
	
	
	
	
	
	
	
	
	
	

	Submission of final report
	
	
	
	
	
	
	
	
	
	
	
	
	

	Dissemination activities
	
	
	ongoing


7. Financial breakdown

	Tasks
	Details
	Funding Body
	Funding required

	Establish Steering group and regular meeting dates
	
	HeLF
	

	Create detailed project plan 
	
	
	

	Scoping survey
	Create and administer survey
	HeLF
	

	Approaches to Study Inventory
	Adaptation of tool 

Administration of survey
	HeLF
	

	Multifactor Leadership Questionnaire
	Bulk permissions need to be purchased
	LFHE funded
	£1600

	Coding of surveys, data input
	
	LFHE funded
	£3000

	Quantitative data analysis
	
	HeLF
	

	Interviews
	Professional transcription costs

Travel and expenses
	LFHE funded
	£3000
£2000

	Analysis of interview data
	
	HeLF
	

	Focus group
	Venue and catering
	LFHE funded
	£1200

	Reports, publications and presentations 
	Conference attendances, travel, accommodation & subsistence 
	LFHE funded
	£4000

	
	
	Total:
	£14,800


8. Plans for dissemination 
The project intends to identify a number of ‘dissemination partners’ who will be able to engage with change activity more widely across the sector, and to maintain a dialogue with them as the project progresses. These include the Leadership Foundation, the Higher Education Academy, the Joint Information Systems Committee and the Centre for Excellence in Leadership and Professional Learning (Liverpool John Moores).
The project will aim to disseminate findings at conferences which focus on staff development and learning technologies such as those held by Staff and Educational Development Association (SEDA) and the Association for Learning Technologies (ALT-C2009).  In addition to this a number of journal publications are envisaged as well as featuring in a Leadership Foundation publication.
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