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Introduction

At the end of this unit you should be able to:

· Understand the Chair’s team leadership role

· Evaluate how well your Governing Body works together as a team

· Understand leadership styles and how to use them effectively

· Identify ways in which you could support the Governing Body in recruiting new governors

· Appreciate the importance of an effective induction for new governors 

· Reflect on the effectiveness of your Governing Body’s induction process

· Review your effectiveness in developing the contribution of individual governors
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A leader is best

When people barely know he exists;

Not so good when people obey and acclaim him;

Worst when they despise him.

Fail to honour people,

They fail to honour you.

But of a good leader who talks little,

When his work is done, his aim fulfilled,

They will all say, ‘We did this ourselves’ 

Lao Tzu
1.
Team Leadership


1.1
Although the Chair is an equal member of the Governing Body, he/she can play a significant role in ensuring that the Governing Body works effectively.  A Chair can develop a number of team leadership skills.

1.2    Most teams work more effectively when they have a leader.  The Chair is elected to carry out this role, often because other governors have identified in them qualities that will be useful in a leader.  An effective leader finds out what needs to be done and assists the members of the team in working together to achieve their common purpose – giving strategic leadership to the school, being the critical friend and ensuring accountability for the standards achieved and the quality of education so that it can maintain and improve the educational opportunities provided for its pupils.

1.3
The Chair needs to develop a good knowledge of the school, understand and share its values and its vision and have a clear view of its priorities for improvement.  The Chair leads the Governing Body in supporting the school to achieve its agreed targets by focusing governors’ meetings on strategies for school improvement, leaving the implementation of plans and policies to the Headteacher and the staff.  

1.4
The Chair encourages all the governors to play their part in making corporate decisions, drawing on the different experiences and skills of the members of the team.  The Chair motivates members of the team by ensuring that the views of all are heard and individuals feel valued for their contribution to the team effort.  

1.5
The Chair encourages the Governing Body to reflect on how well it is working as a team in partnership with the school’s leadership team.  He/she understands when the Governing Body needs help and encourages team members to attend training.  He/she thinks about the needs of new governors and how they can be supported in developing in their role.  The Chair looks ahead, spots future leaders and encourages them to take on leadership roles within the team.

1.6    
It is the Governing Body itself that decides how it will work and the roles that its members will play.  Although the Chair has little power, he/she can have a great deal of influence.  How the Chair leads the team affects all its members.  This does not mean that the Chair is a dominant member of the Governing Body.  Some quiet Chairs make an effective contribution to the Governing Body by simply being well organised and aware of how well things are going.

‘…the most effective chairs of governors galvanise the rest of the Governing Body into action, delegating responsibilities to make the most of the expertise that exists, and reforming the ways in which governors conduct their business so that the needs of the school are more efficiently met.’, ‘Making it Better: Improving School Governance’, Ofsted 2001


If you carried out the self-evaluation refer back now to questions 1-8.

Which of these areas are your strengths? How do you know?

Which are areas for development?

What action could you take to improve any aspects of team leadership   raised above?

What help do you need, if any, and where will it come from?

2.
Team Effectiveness


2.1
Governing Bodies are unlike many workplace teams because they include people who have been elected or nominated to serve as governors. Workplace teams are often picked for their complementary skills and ways of working. Membership of the Governing Body changes from time to time.  Governing Bodies should represent their communities and this may sometimes mean that some governors have never worked in a group before, perhaps are lacking confidence and may find difficulty in putting their point of view forward. The Chair’s challenge is to get the corporate body to fulfil its role as well as possible.

2.2
Sometimes the team will have a balance of skills and experience and at other times it will be less well balanced.   This does not mean that such a team cannot work effectively.  It is very useful for a Chair to understand what makes an effective team so that he/she can encourage ‘team spirit’. 

2.3
An effective team shares a sense of purpose and direction.  Its members know what they are there for and what they are trying to achieve.  They share common goals and are pulling in the same direction.

2.4
An effective team has a leader who supports the members, keeps them well informed and develops leadership in others.

2.5
An effective team understands the roles and responsibilities of the team and its members are clear about what is expected of them as individuals

2.6
To be effective, a team needs to have meetings which are well managed and get the job done.  

2.7      An effective team reflects on how well it is working and changes its practice to improve.

2.8
An effective team communicates well.  People listen to each other and where there are differences of opinion, these are dealt with openly and honestly.

2.9
To be an effective team, individual members need to feel trusted, valued and accepted.  When things don’t go well, the team does not blame individuals, but thinks about how they could work together to improve.

Activity 1: Team Health Check

	Does your Governing Body share these characteristics of an effective team?


	Yes
	Could be better
	No

	Purpose and Direction

	The team has a clear mission/purpose, known by all team members
	
	
	

	The team has a vision and success criteria which are challenging, meaningful and exciting to the team
	
	
	

	The team understands how the work of the team fits into the whole school perspective
	
	
	

	Team Leadership (by Chairs and Vice Chairs)

	Leaders balance appropriate direction with support and openness
	
	
	

	Leaders discuss key issues with the team
	
	
	

	Leaders delegate responsibility and leadership to individuals in their area of expertise
	
	
	

	Understanding Differences

	Team members understand what their roles are, and where they overlap with other team members
	
	
	

	Team members are clear about what is expected of them individually by the rest of the team
	
	
	

	Team members are clear about what individual strengths each member of the team brings
	
	
	

	Processes

	Team meetings are effective
	
	
	

	The team has found and implemented effective ways of working
	
	
	

	The team has an effective process to solve problems and take decisions
	
	
	

	The team has sufficient resources (people and time) to do its work
	
	
	

	Communication

	Everyone feels their ideas and input are listened to by the rest of the team
	
	
	

	Differences and conflicts are resolved openly and constructively
	
	
	

	Members’ interaction is open and honest
	
	
	

	Relationships

	The team’s different experiences and skills are accepted and used
	
	
	

	There is trust and openness between team members
	
	
	

	New members feel valued and quickly become productive members of the team
	
	
	

	The team takes responsibility for its successes and failures, and avoids blaming other people or groups
	
	
	



Questions to consider: 

· How effective is your Governing Body in working as a team?

· How effective is the Governing Body in working in partnership with the Headteacher and senior leadership team?

· Has your Governing Body reviewed its team working?

· Does your LEA have a model for Governing Body self-evaluation and have you used it to improve effectiveness?

· What are the views of the Headteacher about the teamwork of your Governing Body?

· What could you do to encourage better team working?
Ask your LEA about Leading Together, a school based development programme for governors and school leaders which explores and seeks to improve the quality of their team working 
3.
Leadership styles


3.1
Although not all Chairs think of themselves as leaders, they will be called upon to exercise leadership in a number of ways.

3.2 The way in which the Chair exercises the leadership role will have an effect on the motivation and involvement of Governors and the development of their confidence.  Chairs need to try and deal with issues in order to get the best out of individuals and situations. An effective Chair develops awareness of the impact he/she has on others and uses his/her influence carefully, sizing up the situation and considering how to achieve the best outcome for the school.

3.3 Chairs demonstrate leadership when they:

· Show commitment and enthusiasm and motivate others

· Work with the Headteacher to create a climate of trust and openness

· Keep an eye on the big picture and ensure that agendas deal with priorities

· Manage meetings to ensure that the business of the Governing Body is dealt with efficiently and effectively

· Take action to ensure that corporate decisions are made

· Encourage the development of skills in others 

· Are alert to the contribution of individuals and steer discussions to ensure they are included

· Take initiative to move discussions forward 

· Use tact and diplomacy to get over difficulties or ask challenging questions

3.4 You may already be aware of the way in which you exercise leadership in your role in the workplace or at home.  However, if you are less experienced in thinking about the way in which you lead others, you may find it helpful to consider different leadership styles and when and how they are used.

3.5 Mostly, we respond to others instinctively. However, understanding different leadership styles and the effect they have on others helps us to respond in different ways to different situations.  No one leadership style is better than another.  We may have a preferred style, but frequently use styles in combination, depending on the circumstances.  Some styles work better than others in certain situations and with different people.  

3.6 Below are examples of leadership styles identified by Daniel Goleman (‘The New Leaders: Transforming the Art of Leadership into the Science of Results’, Goleman, Boyatzis and McKee, Little,Brown 2002). You will notice that some leadership styles appear to have a negative impact on others.  This does not mean that the style should never be used; it may be a necessary one on occasions.  Remember, however, that the Chair is an equal member of the Governing Body which is made up of volunteers and a Chair who is over-assertive is unlikely to be wholly effective.

Visionary leadership style
	What the leader wants:
	To take people with them towards a vision

	What the leader says:
	“Come with me”

	Leader’s characteristics:
	Self-confidence, empathy, catalyst for change

	When the style works best:
	When changes require a new vision or a clear direction is needed

	Overall impact on others:
	Strongly positive


Coaching leadership style

	What the leader wants:
	To develop people for the future

	What the leader says:
	“Try this”

	Leader’s characteristics:
	Develops others, has empathy, is self-aware

	When the style works best:
	To help others improve performance or to develop long-term strengths

	Overall impact on others:
	Positive


Affiliative leadership style
	What the leader wants:
	To create harmony and build bonds between people

	What the leader says:
	“People come first”

	Leader’s characteristics:
	Empathy, good at building relationships and communication

	When the style works best:
	To heal rifts in a team or to motivate people during stressful circumstances

	Overall impact on others:
	Positive


Democratic leadership style
	What the leader wants:
	To create agreement through participation in decision making

	What the leader says:
	“What do you think”

	Leader’s characteristics:
	Collaborative, a team leader, good communicator

	When the style works best:
	To build agreement and commitment, to get an input from team members

	Overall impact on others:
	Positive


Pacesetting leadership style

	What the leader wants:
	To set high standards of performance

	What the leader says:
	“Do as I do, now”

	Leader’s characteristics:
	Conscientious, driven to achieve, takes the initiative

	When the style works best:
	To get quick results from a highly motivated and competent group 

	Overall impact on others:
	Negative


Commanding leadership style
	What the leader wants:
	To give clear direction and stimulate action

	What the leader says:
	“Do what I tell you”

	Leader’s characteristics:
	Drive to achieve, get things going, be in control

	When the style works best:
	In a crisis, when something needs to be done without argument, when someone is difficult

	Overall impact on others:
	Negative, because often misused



Reflecting on your leadership style:

· Which of these styles have you used?

· Were they effective?

· Have you noticed any of these styles being used on you?  If so, how did it make you feel at the time?

· Which style or styles do you use most in your role as Chair?

Activity 2: Which leadership style would you use?

Which leadership style or combination of styles would you use to deal with these issues and what would you do or say?  Write your responses in the boxes.  You might find it useful to ask your Headteacher which style he/she would use in the circumstances.

	1. One of your governors runs his own, successful business but never says anything in meetings when the budget is being discussed.
	2. One of the governors has been serving for many years and is very experienced.  He/she gets very impatient when new governors hold up the discussion with questions.

	1.
	2. 

	3. You have several new members of the Governing Body.  They are very unsure and leave the decisions to others.
	4. Some of the governors could talk all night.  You sometimes do not cover all the agenda items.

	3.
	4. 

	5. The Headteacher wants a decision on something that must be put into place as soon as possible.  The Governing Body can’t make up its mind and wants more time to think.
	6. There are a number of strong characters on the Governing Body and sometimes discussions can become quite heated.

	5.
	6.



	7. You prepare very carefully for meetings and read all the paperwork.  It is clear that some governors have not done any reading before the meeting, although all the papers are sent in advance.
	8. You all get on well with the Headteacher, but he/she writes very short reports for the Governing Body and they are often not ready before the meeting.

	7.
	8.

	9. When you chair meetings you like to keep to time.  You think there has been enough discussion and want a decision.  One of the governors accuses you of trying to rush a decision through.
	10. A small group of parents has a lot of influence on the Governing Body.  It looks as though a decision they want to make is not in line with the agreed values and vision of the school.

	9.
	10.

	11. You have looked at the PANDA data.  Standards should be higher in a particular key stage.  The Governing Body is not concerned because the Headteacher doesn’t seem to be worried about it.
	12. The Governing Body has talked a lot about attendance, which needs to be improved.  They can’t agree on what the school should do about it.

	11.
	12.


Activity 3: Exploring leadership styles

Scenario 1


· Read the description of a Chair below

· Identify and write in the box below the scenario which leadership style or styles are being used

· Think about the impact each leadership style has on the ability of the Governing Body to work as a team and make corporate decisions

· Think about the impact of the Chair’s leadership on individual governors

· Write up brief notes on the advantages and disadvantages of the approaches

· Think of three key pieces of advice you would offer to the Chair in this scenario


Chair A is very committed to the school and takes his/her position very seriously.  He/she runs very tightly controlled meetings, laying out the issues and advising on the actions to be taken.  He/she has clearly done his/her homework and a considerable amount of the meeting time is spent listening to him/her.  Other governors appear to be happy.  Few put forward their own views.  Meetings never overrun. The Chair feels that people respect his/her firm leadership. 

1. What leadership style or styles are being used here?

2. What are the:
	Advantages of this style
	Disadvantages of this style

	
	


3. What 3 pieces of advice would you offer this Chair and why?

 Scenario 2


· Read the description of a Chair below

· Identify and write in the box below the scenario which leadership style or styles are being used

· Think about the impact each leadership style has on the ability of the Governing Body to work as a team and make corporate decisions

· Think about the impact of the Chair’s leadership on individual governors

· Write up brief notes on the advantages and disadvantages of the approaches

· Think of three key pieces of advice you would offer to the Chair in this scenario

Chair B is very committed to the school and takes his/her position very seriously.  He/she encourages a full and lengthy debate on the issue under discussion.  The Chair sums up the debate by giving his/her views.  These do not always reflect the full range of views given.  The final decision reflects the judgement of the Chair, but governors leave the meeting feeling that they have been listened to.  Later they feel frustrated at having gone through the motions without being really heard.

1. What leadership style or styles are being used here?

2. What are the:
	Advantages of this style
	Disadvantages of this style

	
	


3. What 3 pieces of advice would you offer this Chair and why?

Scenario 3


· Read the description of a Chair below

· Identify and write in the box below the scenario which leadership style or styles are being used

· Think about the impact each leadership style has on the ability of the Governing Body to work as a team and make corporate decisions

· Think about the impact of the Chair’s leadership on individual governors

· Write up brief notes on the advantages and disadvantages of the approaches

· Think of three key pieces of advice you would offer to the Chair in this scenario

Chair C is very committed to supporting the school.  He/she sees their role as a facilitator.  He/she is very well informed about each agenda item, but he/she rarely gives any direction to the discussion or gives his/her own opinion when summarising.  Governors are encouraged to contribute to the debate, but without a steer from the Chair, the decisions usually reflect the opinions of the most confident and outspoken of the governors.

1. What leadership style or styles are being used here?

2. What are the:
	Advantages of this style
	Disadvantages of this style

	
	


3. What 3 pieces of advice would you offer this Chair and why?

Compare your responses to the suggestions in Appendix 3

4. 
Recruiting new governors

4.1 In Section 2: Team Effectiveness, we talked about the Governing Body as a team which changes in composition from time to time.  As Chair you may find it helpful to be aware of the make up of the team so that you can understand the impact that new members will have on it when the time comes to recruit new governors.

4.2
It is important that the Governing Body represents a variety of views from the community and can bring a variety of outside influences to bear on the school.  A breadth of experience is an added resource to the school and the Headteacher who may often be so close to issues that they cannot ‘see the wood for the trees’.  Governors should not be recruited to give free specialist advice to the school; it is their commitment to governance and their governance skills which are important.  A range of experience may be a practical resource, particularly in such areas as finance and the management of contracts, but it is also important to recognise the value of life experience and common sense.  



In what ways has your Governing Body used the particular expertise of governors to good effect?


What is the current balance of background and expertise on the Governing Body and are there any particular gaps the Governing Body might want to fill if the opportunity arose?


Does the Governing Body represent its community?

4.3
Some Governing Bodies undertake a skills audit.  Apart from being useful to know what expertise is on the Governing Body, it is also an indication that what people bring to the role is valued.  An awareness of the particular experience of individuals also:

· Helps in the formation of committees

· Helps to identify those who might take an interest in a particular aspect of the school

· Shows that people are seen as individuals with something to offer

· Identifies training and development needs

Activity 4: Auditing skills and experience

If your Governing Body has not carried out a skills audit recently, you might like to devise one and use it.  Think about how you would gather the information, what questions you would ask and how you would use the information.

Here is a suggested proforma for you to adapt.  Some possible questions are included, but it would be a good idea to consult your Headteacher and fellow governors about additional or alternative questions.


Governing Body Skills and Experience Audit

School:









Name of Governor:






Type of Governor:

Length of time on Governing Body:

What aspects of the work of the school do you have a particular interest in?

What areas of the work of the school do you have experience or expertise in?

Have you any specific ideas about how you could support the work of the Governing Body?

What further information and support would you welcome in order to become even more effective in your role?

Signed:






Date:

4.4
Information gained from a skills audit might help you when there are vacancies to fill on the Governing Body.  It is sometimes necessary to be proactive in encouraging people to put themselves forward for this role.  You will need to think about:

· What steps you could take to interest people in becoming governors?

· How you could make the work of governors more widely known?

Remember that under the current Ofsted inspection framework, inspectors will query the Governing Body’s ability to meet its statutory responsibilities if the number of vacancies on the Governing Body is high.


The DfES has produced a recruitment toolkit to assist Governing Bodies in this process:  Help Schools Help Children:  School Governor Recruitment Toolkit’, DfES, LEA/0224/2002.  If your school does not have a copy, obtain one and consider which strategies your Governing Body might need to use in the future.

4.5
As Chair you are not solely responsible for the recruitment of new governors but you might want to suggest actions to support the Governing Body in this process.  You could:

· Make being part of the Governing Body a positive experience

· Suggest that a group of members of the Governing Body draft a recruitment strategy

· Plan ahead to ensure that processes are put in place in good time, for example for the election of parent governors

· Think about your current governors and who will be leaving in the future so that you can plan for succession

· Develop opportunities for governors to work alongside others to share and develop skills which might encourage them to take on particular roles in the future, such as chairing a committee

· Hold a meeting to ask for suggestions on how to recruit governors

· Encourage the Governing Body to recruit volunteers and actively contribute to the process of ‘marketing the school’

· Request the Clerk to ask for support from the relevant LEA officers

· Establish links with the community and be on the lookout for possible volunteers

· Invite people to join committees as associate members to introduce additional knowledge and skills and as a way of introducing them to the Governing Body as potential future governors


The School Governors’ One Stop Shop helps schools to recruit governors with management skills. Telephone: 0870 241 3883. E-mail info@schoolgovernors-oss.co.uk 

5.
Inducting new governors 

5.1
Becoming a new governor is a challenging role!  Consider the range of information a new governor needs to acquire:

· The role of the Governing Body and how it conducts its business

· What is expected of them as an individual and how they will contribute

· Knowledge about the school and how it operates

· Knowledge of the staff and pupils’ achievements 

· The school’s strengths and areas for development

· The national educational agenda

· The expectations of the LEA

Once the Governing Body has recruited a new governor, it will want to retain him/her and the best way of doing this is to make the new governor feel welcome, valued and supported.   


Cast your mind back to the time when you first became a governor.

What did you find most difficult?

What help or information did you find most useful?

5.2
Some new governors may find the amount of information to be absorbed is daunting.  They may not have had close contact with schools for some time and may not have previously served on committees.  One way of ensuring that all governors, whatever their background and experience, are assisted in taking up their role effectively, is to have a good induction policy.  

5.3
If your Governing Body has an induction policy or process, how long is it since it was reviewed and are you sure that it meets the needs of new governors?

5.4
What could you do as Chair to make new governors feel welcome?


Activity 5: Reviewing the induction of new governors

Carry out a survey of two or three of your most recently appointed governors.

Ask them:

· What did they find most difficult about becoming a new governor?

· What support and information did they find most helpful?

· What was missing from their induction that would have been helpful?

· What suggestions do they have for the induction of new governors?

Use their responses to review the induction policy or procedure.   

Included in Appendix 1 of this Unit is an example of an induction policy.

Compare it with your own if you have one and identify any suggestions you might want to make to the Governing Body in the light of your survey.

6.
Supporting governor development

6.1
In addition to having an effective induction of new governors, a Governing Body will also want to ensure that it keeps itself up to date and well informed.  New initiatives, national guidance and regulations come on stream at regular intervals.  The Chair has a role to play in encouraging the members of the Governing Body to make the most of training and development opportunities offered by the school or by the LEA support service.  This would be an example of the coaching style of leadership.

6.2
Encouraging people to take part in training is not straightforward.  Some members of the Governing Body may have commitments that can make it difficult for them to attend courses; others will lack confidence or simply not appreciate the value of training.   Attending training yourself will act as an example to others.

6.3
Of course, training courses are not the only means of learning and gaining information.  Other possibilities include: 

· Inviting someone from the school or the LEA to make an input before a governing body meeting

· Organising a whole Governing Body training session

· Asking a member of the Governing Body to take responsibility for finding out about a new initiative and briefing the others

· Joining in a staff in-service development session

· Role sharing and shadowing on the Governing Body to encourage the development of future Chairs

6.4
There are a number of steps that you can take to encourage your Governing Body to take advantage of training and development opportunities and to encourage them to share what they have learnt with others.  The following checklist contains more examples of what you could do as Chair to encourage governor development.  You might come across strategies you are not using at the moment and which you could develop in the future.

6.5
Also included in this section is an example of a Governing Body Audit which you could use to collect the views of your colleagues on their development as governors


Activity 6: Supporting governor development: how well am I doing?

Tick the box if you feel you are successful in supporting governor development in the following ways:

· I encourage governors to attend training

· I have succeeded in making attendance at training the norm

· We sometimes have school-based training which is attended by all 

· We sometimes attend training and development with school leaders

· I create opportunities for feeding back from training to enable others to benefit

· I ensure the Governing Body regularly reviews its development needs

· We have appointed a governor responsible for training and development

· I ensure that at least one governor attends briefings on new initiatives

· I keep myself well informed to act as a role model for others

· I encourage others to share responsibility for briefing the Governing Body

· I know the skills and expertise of the Governing Body and when we need external advice

· I use my awareness of people’s knowledge and expertise to draw them out at meetings

· I make sure that newly appointed Chairs of committees are well briefed

· Governors, including new governors, feel well supported

I also:

Governing Body Audit


The purpose of this audit is to discover the range of skills and experience already existing on our Governing Body, so that we can make the most of everyone’s abilities and plan for future development. Please answer each question as fully as possible and return the sheet to the Chair two weeks before the next full meeting of the Governing Body. Thank you for your help.

1. Why did you join this Governing Body?

2. From your background, experience and interests, what are the particular skills you bring?

3. Which aspects of your work as a governor have been:

· Most rewarding?

· Most frustrating?

· Most demanding?

4. What opportunities can you see for individual governors to take on new roles?

5. Are there any particular skills or experience that you feel the Governing Body lacks at the moment?

6. What do you see as the key tasks for the Governing Body for the coming year to support the school’s improvement plan?

7. What do you consider will be your key development needs over the next 12 months?

8. What do you consider will be the key development priorities for the whole governing body over the next 12 months?

7.    
Making the most of individuals


7.1
This Unit gives examples of the way in which Chairs support the recruitment, induction and development of other governors.  However, while the Chair needs to be aware of the need for these activities, he/she does not have to take the responsibility for carrying out all the actions required.  These responsibilities can be delegated effectively.  On some Governing Bodies it will be the Clerk who informs the Governing Body of forthcoming vacancies and there may be a governor responsible for training (sometimes called the Link Governor) who will lead on induction and development.  Sharing leadership is one way of making the most of individuals.

7.2
In the previous section we mentioned the role of the Chair in encouraging individuals to develop their contribution to the Governing Body by gaining experience in a variety of roles. For example, it may be beneficial for governors to change committees at intervals to broaden their understanding of a range of school issues.  Some governors feel comfortable with the status quo and do not like change. The Chair sometimes has to exercise leadership skills in dealing with situations which might damage a climate of teamwork where the contributions of all are valued. 

7.2 The following is a true case study.  How would you deal with it?  You might want to refer back to the Team Health Check to reflect again on the conditions for effective teamwork.  Some of the issues raised by this case study are included in Appendix 2.


Activity 7: Making the most of individuals

You have been re-elected Chair of Governors for another year.  At the first meeting of the Autumn Term, you asked governors which committees they would like to serve on.  You did this rather tentatively as many governors have served on the same committees for a number of years but to your surprise a number expressed a desire for a change.

After the meeting the current and, therefore, the likely Chair of the Finance Committee approaches you.  She has chaired this committee for a number of years and prefers to work with certain members of the Governing Body.

A relatively new parent governor chose to go on the Finance Committee.  You welcomed this, as parent governors have often been reluctant to become members of the Finance Committee.

The Chair of the Finance Committee asks you if you think it is appropriate for this governor to be on the committee.  It deals with a lot of detailed information and she doesn’t want any passengers.  She wouldn’t want this governor to feel out of her depth and she has been at home with small children for a number of years.

1. What are the issues that this raises?

2. How will you respond to this?

3. What skills will you need to resolve the situation?
Unit reflection



What are your key learning points from this unit?

· How effective are you as a leader and do you change your style to suit different situations?

· How effectively do members of your Governing Body work together as a team and how could you assist them in improving teamwork?

· How effective are your Governing Body’s strategies for recruiting new governors?

· Does your Governing Body look after new governors effectively and what improvements could you suggest?

· How well do you encourage the training and development of individual governors?

· What more could you do as Chair to improve the effectiveness of the team?

Appendix 1: Exploring Leadership styles


Scenario 1

Chair A favours a commanding leadership style. He/she likes to feel in control and doesn’t see the need to delegate to other governors.  Although this style is ideal in a crisis when action must be taken swiftly, it is generally one of the least effective forms of leadership in the long term.  As the Chair does not show interest in others’ views, they will not feel part of the decision making process.  It is likely they will not feel very committed and their skills will not be used.  Their ability to act corporately is weakened.  When this Chair leaves the Governing Body, other governors are unlikely to have developed the skills they need to take over the role of Chair.

He/she is also using a pace-setting style.  Again, while this can be very effective if trying to get quick results with a very committed, competent and motivated team, it is unlikely to work well on a regular basis in a Governing Body setting.  Morale is likely to suffer if governors feel they are being pushed too hard, without their opinions being taken into account.

This Chair would do well to consider developing a coaching or democratic style.  Coaching boosts people’s confidence by helping them to do a better job.  It shows that the leader believes in their abilities, and would be helpful in preparing governors to take on further responsibility.  By delegating more to other governors and listening to their views, using a democratic style, the Chair could create a very positive climate where everyone is encouraged to make a useful contribution.  Democratic leaders are very good listeners.

Scenario 2

In this scenario the combination of affiliative and commanding styles leaves governors feeling very confused.  Establishing strong relationships and a collaborative approach are hallmarks of the affiliative approach and are very important on a Governing Body.  Chair B should continue to develop this style but needs to think carefully about the outcomes of meetings.  Slipping in to the commanding style leaves governors feeling that their views have not been valued and a truly corporate decision is not reached. 

The Chair would do well to develop a more democratic style that would take greater account of the contribution that all governors are making.  This would work more effectively with the affiliative approach to create a climate where all governors feel that their views are valued and would result in raised morale.

A visionary approach would also be helpful to ensure that governors feel decisions are based on shared aims and values, rather than on the personal views of the Chair.

Scenario 3

This Chair is over-using the coaching and affiliative styles of leadership.  He/she has a lot of empathy with individual governors and is probably very good at delegating. Governors will benefit from opportunities to develop their skills and morale will be high as long as governors feel they are reaching sound corporate decisions. The danger is that without an effective steer the views of the most confident members will tend to override those of the more timid.

If Chair C could develop his/her use of the visionary approach it would make an ideal combination with the existing styles.  Visionary leaders need to be very good at understanding other people in order to inspire them to follow a shared set of aims and values.  A visionary leader has to have a strong belief in their own abilities as well as the abilities of others. They need to share knowledge so that everyone feels included and able to make the best possible decisions.

Appendix 2: Induction Policy

The Governing Body and Headteacher believe it is essential that all new governors receive a comprehensive induction package covering a broad range of issues and topics. There is a commitment to ensure that the new governors are given the necessary information and support to fulfil their role with confidence.  The process is seen as an investment, leading to more effective governance and retention of governors. 

PURPOSE

· To welcome new governors to the Governing Body and enable them to meet other members

· To encourage new governors to visit the school to experience its atmosphere and understand its ethos 

· To meet the Headteacher, staff and children

· To explain the partnership between the Headteacher, school and Governing Body

· To explain the role and responsibilities of governors

· To explain how the Governing Body and its committees work 

· To enable new governors to join the committee(s) of their choice

· To give background material on the school and current issues

· To enable new governors to ask questions about their role and/or the school

New governors will:

· Be welcomed to the Governing Body by the Chair

· Be invited by the Headteacher to visit the school

· Have the opportunity to tour the school and meet staff and children

· Receive an informal briefing on the school from the Headteacher

· Have the opportunity to meet informally with an existing governor who will then act as their mentor 

· Be accompanied by their mentor to their first full Governing Body meeting (if required)

· Have the opportunity to review their first meeting with the mentor

New governors will receive:

· The Department for Education’s “Guide to the Law for Governors”

· The school’s “Guidelines for Governors”

· The school prospectus 

· The Education Authority’s governor training programme

· Details of the Governing Body committees including their terms of reference

· Dates for future governors’ meetings including committees

· Details of how to contact the other governors

· Details of how to contact the school including the e-mail address

· A calendar of school events 

· Recent school newsletters

New governors are also recommended to read:

· The School Improvement Plan 

· The latest Ofsted report and action plan

· Policy documents relevant to committee membership

· The latest Annual Report to parents

· The monitoring performance and evaluation policy

· The school visits policy

Areas that the Headteacher will cover include:

· Background to the school 

· Current issues facing the school

· Visiting the school

· The relationship between the Headteacher and Governing Body

Areas that the mentor will cover include:

· An overview of the governor’s role

· How the full Governing Body and committee meetings are conducted

· How to propose agenda items

· Governor training

New governor checklist

(Governor please sign once actioned)
Welcomed to the Governing Body by the Chair


(…………..)

Invited by the Headteacher to visit the school


(…………..)

Toured the school and met staff and children


(…………..)

Received an informal briefing on the school from the Head
(…………..)

Meet informally with an existing governor 



(…………..)

(who will act as mentor) 


Reviewed first meeting with the mentor



(…………..)

Have you received?

DfEE’s “Guide to the Law for Governors”



(…………..)

School’s “Guidelines for Governors”




(…………..)

School prospectus 






(…………..)

Education Authority’s governor training and



(…………..)

development programme



Details of the Governing Body committees 



(…………..)

(including their terms of reference)

Dates for future governors’ meetings including committees
(…………..)

Details of how to contact the other governors


(…………..)

Details of how to contact the school 




(…………..)

(including the e-mail addresses)

Calendar of school events 





(…………..)

School newsletters






(…………..)
School Improvement Plan 





(…………..)

Latest Ofsted report and action plan




(…………..)

Policy documents relevant to committee membership

(…………..)

Latest Annual Report to parents




(…………..)

Performance and evaluation policy




(…………..)

School visits policy






(…………..)

Has Headteacher covered?

Background to the school 





(…………..)

Current issues facing the school




(…………..)

Visiting the school






(…………..)

Overview of the governor’s role




(…………..)

Relationship between the Headteacher and Governing Body
(…………..)

Name:

(Print FULL name of governor)

Signed:

Date:

Please retain original signed copy for your own records and forward a copy to the Chair of Governors
Appendix 3: Making the most of individuals


Some of the issues raised in the case study are:

1. It is not a good idea for governors to get so used to working with the same group that they do not welcome new governors

2. All governors should be given the opportunity to follow their interests and gain new expertise

3. All governors deserve equal respect

4. The attitude expressed makes a good argument for regular changes of committee membership

You might respond in the following ways:

a) Find a tactful way to raise the issues listed above

b) Stress the role of the Chair of the committee in developing other governors

c) Obtain more information about the interests of the parent governor and why she chose to go on the finance committee in order to gain a more positive response from the committee Chair 

Skills required include the ability to:

· Understand the viewpoint of others

· Encourage team building

· Challenge assumptions

· Be assertive

· Develop others

· Communicate your views

· Listen and respond sensitively

Where you see this symbol you might want to stop and record some reflections in your Learning Record  





This is the symbol for an activity you might want to carry out on your own or with colleagues 





This symbol indicates questions to think about or additional information to consider








Taking the Chair                           

