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WHY EDUCATIONAL LEADERS  
AND TEACHERS MATTER 

We have a bold ambition: to be  
a world-class education system  
by 2028 . 

Our leaders and teachers have  
the largest in-school impact on 
children and students’ learning,  
so what they do and how we 
support them matters .  

Every day teachers and leaders shape futures  
by inspiring children and young people to reach 
their full potential.  

They enrich children’s and students’ lives, leaving 
them inspired to pursue new ideas and set 
ambitious goals throughout life.  

The status of teachers and leaders as high-impact 
professionals deserves to be supported and 
recognised, now and into the future. 

The Educational Leaders and Teachers Workforce 
Plan (Workforce Plan), outlines how we will 
continue to support every teacher and leader in 
our workforce to perform at their best so together 
we achieve growth for every child, in every class,  
in every school and preschool.

‘Being endorsed as a nationally certified 
teacher has helped maximise the impact 
on student learning. Through the national 
certification process, I was able to reflect 
on and improve my own practice, and 
also support my colleagues to do so. The 
certification process was a highly rewarding 
experience that has enhanced the passion 
for empowering and engaging students 
through high quality teaching and learning.’ 

– Teacher

‘Staff that value each other’s strengths and 
support each other to build skills across the 
team {is important}. {Regularly undertaking} 
professional development is {important}, 
and the team is proactive and innovative 
when it comes to sharing learning.’ 

– Teacher 

‘Students found the transition to school life 
easy and enjoyable, with many not wanting to 
leave. Thank you for teaching me how to read 
and write and for looking after me this year. 
I’ve had so much fun – I don’t want to leave!’ 

– Student 

‘Every interaction I have ever had with them 
has been positive, but what {they} did for 
our child at camp was just going above and 
beyond in every aspect of being a teacher.’ 

– Parent
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The Department for Education’s Workforce 
Strategy comprises four chapters, each focussing 
on a specific employee cohort. The chapters are 
mutually interdependent, with the goals from 
each workforce plan contributing to the collective 
impact of the strategy. 

This chapter responds to the immediate priorities 
to achieve system lift, as well as setting up effective 
workforce planning to enable the workforce to 
thrive into the future.

The quality of an education system cannot exceed 
the quality of its teachers and leaders. Over the 
last couple of years, we have needed to respond 
quickly and flexibly with new ways of working due 
to the COVID-19 pandemic. While our priorities lie 
in supporting the workforce through immediate 
challenges, we also need to ensure that we are 
well equipped into the future.

This Workforce Plan outlines the supports we will 
put in place to continue to strengthen our supply 
pipelines and build the capability of our people, 
helping them grow throughout their career with 
the department.

But we’re not starting from scratch. We already 
have solid foundations in place and this Workforce 
Plan articulates how we intend to build upon those 
to accelerate our progress, and importantly it will 
evolve as the work does and as we strive towards 
our world-class ambition.

We want public education in South Australia  
to be among the best in the world.

With the right tools, supports and conditions,  
teachers and leaders will be able to deliver on  
their critical role in getting us there.
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WHAT WE HEARD

Six key lines of enquiry were used throughout consultation to explore  
the priorities for our system .

SUPPLY
How can we ensure there is a  
consistent pipeline of quality 
teachers and leaders?

Opportunities:

• Provide support and investment for teachers 
and leaders at every career stage to be ready  
for the job.

• Strengthen the supply pools for hard to 
staff teaching roles and areas, including 
curriculum specialisations and TRT.

• Grow the pool of aspiring leaders at the 
system level. 

ATTRACTION
How can we consistently attract the 
highest quality leaders and teachers 
to every school and preschool?

Opportunities:

• Attract the best leaders and teachers to  
every position including regional, rural 
remote and hard-to-fill locations.

• Position the department as employer  
of choice.

SELECTION
How do we enable leaders to  
make the best employee selection 
decisions everytime?

Opportunities:

• Provide high quality advice and resources 
to support leaders to make the best  
selection decisions.

• Establish the policy environment to enable 
leaders to recruit the right people to the  
right place at the right time.

CAPABILITY 
How can we ensure that our  
teaching and leadership  
workforce has the capability  
to achieve our world-class ambition?

Opportunities:

• System support for teachers to continue  
to build their knowledge, skills and  
capability at every career stage.

• Provide a framework and initiatives  
to build leadership capability.

TRANSITION
How can we successfully  
support effective transition  
for the workforce?

Opportunities:

• Manage teachers’ career lifecycles, 
including on-boarding, talent identification, 
development and succession planning.

• Support leaders to match capabilities to 
roles, effectively manage performance 
improvement and implement exit strategies 
where appropriate.

• Use data effectively to plan for future 
workforce needs.

CULTURE
How can we create a culture  
that supports the realisation  
of our world-class ambition?

Opportunities:

• Enable shared ownership for performance 
outcomes.

• Support leaders to consistently set high 
expectations for employees’ performance 
and ongoing development.

• Create the conditions for employee 
wellbeing, value and recognition in every 
school and preschool.
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There is a steady supply of pre-service 
teachers, however they are not always 
aware of, or attracted to, locations where 
there are job vacancies. This includes 
some geographic locations, as well as 
particular subject specialisations. 

When employee engagement is high and 
there is a culture of high expectations and 
high support, people perform at their best. 
Leaders are looking for practical tools and 
resources to support them in this work.

Existing attraction incentives are not widely 
visible and some are not effective. Different 
attraction incentives appeal to different 
groups of employees, depending on career 
stage and personal circumstances. Beginning 
teachers, for example, value supportive 
professional learning communities.

In addition to formal professional learning, 
capability building increasingly needs to 
leverage on-the-job learning, professional 
networks and coaching and mentoring. 

We don’t always leverage our size and 
career pathway opportunities to attract 
teachers and leaders into the department. 

Our current focus on professional learning 
related to literacy, numeracy and curriculum 
is effective and could be complemented with 
a focus on supporting teachers working with 
children and students with functional needs 
and in-demand curriculum specialisations. 

It can be difficult to attract teachers  
into leadership positions due to people’s 
perceptions of the role and their confidence 
and readiness to transition from teaching  
into leadership.

We need to support pre-service teachers 
transitioning into their first teaching 
appointment, for teachers’ growth beyond 
‘proficient’ and for teachers moving into their 
first leadership role.

The themes we uncovered throughout consultation have helped to shape the priorities in this Workforce Plan. 

Since the consultation phase for this Workforce Plan, many schools and preschools have experienced 
workforce supply challenges due to the impacts of the pandemic. This unprecedented need for relief 
teaching has highlighted the criticality of our contingent workforce and the need to continue our focus 
strengthening the supply of quality teachers to meet these needs across our state.

Our workforce told us: 
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A SNAPSHOT OF OUR LEADERS AND TEACHERS 

Female OtherMale

25% 75% <1%

LOCATION 

NUMBER OF LEADERS AND TEACHERS 

GENDER

Country 

27%

Metro 

73%

2,862

8,824

ongoing 

440

5,142 2,261

contract casual (TRTs, HPIs)

Leaders

Teachers

AGE

Principal 

Under 30

30-39

40-49

50-59

60+

Preschool Director

Deputy Principal

Band B Leader

Teachers  
including TRTs, HPIs  
(School/Preschool)

Total

PROJECTIONS

SA initial teacher education providers produce approximately 1,200 new graduates each year . 

Retirement projections suggest that 187 leaders are likely to retire within the next 5 years .
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TEACHER CAREER STAGES 

AVERAGE AGE OF LEADERS  
BY LOCATION

RETIREMENT RATES DURING  
2020-21 FINANCIAL YEAR 

LEADER ROLES

Country    Metro Resigned  Retired 

53 4351 23

49 34747 108

4847

4442

Principal 

Principal Leaders

Preschool Director

Preschool Director Teachers

Deputy Principal

Deputy Principal

Band B Leader

Band B Leader

0 .2%  Lead  
 (nationally certified)  

WORKSITE

Preschool  
5.4% (1,030)

Primary and secondary school  
15.3% (2,946)

Secondary school 
21.6% (4,159)

Primary school  
39.5% (7,585) 

Other 
18.2% (3,509)

65% 17% 
9% 

9% 
85 .1% Proficient  
 (fully registered) 

 14 .2%  Graduate  
 (provisionally registered) 

0 .5%  Highly Accomplished 
 (nationally certified) 
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A sustainable pipeline of quality teachers and leaders, capable of leading world-class 
learning for every class in every school and preschool .

Every teacher to feel confident, and to have the expertise, to teach the curriculum .

South Australian teachers at proficient level to be working towards demonstrating 
capabilities at the highly accomplished and lead career stages .

Highly Accomplished and Lead Teachers to be valued roles within school leadership 
structures, and be designed to have meaningful impact on their colleagues’ teaching  
and learning practices .

Highly engaged employees who are recognised for their high performance  
underpinned by their learning mindsets .

Detailed workforce planning and forecasting to ensure every school and 
preschool’s workforce profile meets the needs of their children and students .

A culture that sets us apart as an employer of choice .

VISION AND GOALS

To enable every person in our 
workforce to perform at their best 
so together we achieve growth for 
every child, in every class, in every 
school and preschool .

Our ambition requires a strong supply of teachers 
and leaders with the knowledge, skills, capabilities 
and mindsets to accelerate learning for every child 
and student. This is a shared responsibility between 
the department and individuals. The department 
is responsible for creating the conditions for 
success, while each individual is responsible for 
managing their ongoing growth and performance. 

By 2031, we’re aiming for:
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Employer of choice

Great working and learning environments

Tailored and flexible approaches

For the profession, with the profession

STRATEGY PRINCIPLES
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TEACHER AND LEADER CAREER SUPPORT

PDP

Professional 
Learning 
Communities

Design a pre-service  
teacher program

Professional  
experience  
placements

Mentoring and 
supervision

Employment-based 
pathways to teaching 
in the country

Amy Levai Scholarship

Embed a Leadership Capability Framework

Talent management and succession programs for leaders

Provide leaders with support and new tools to enhance site 
climate factors and performance development approaches

Orbis instructional leadership

New or enhanced supports  
to be introduced to help you  
at this career stage

New or enhanced supports 
planned to be introduced to  
help you transition to the next 
career stage

Existing supports to help you  
at this career stage

Existing supports to help you 
transition to the next career stage

KEY

New site leader 
program

Leader Advisor 
coaching 

Design and 
implement a 
middle leadership 
development 
program

Leadership 
scholarships

Coaching and 
mentoring 

Portfolio 
and system 
secondments

The South Australian 
Leadership Academy 
executive programs

Expand Orbis professional learning

Expand Highly Accomplished and Lead 
Teacher Certification

Orbis professional learning

Professional learning and resources to 
support the delivery of system priorities

Secondments to a range of corporate roles 

Talent management and succession 
programs for leaders

Site induction and 
onboarding

Mentoring

Early Career Teacher 
Development program

PRE-SERVICE  
TEACHER

GRADUATE  
TEACHER

STUDENT
SUPPORT

SPECIALIST
(special educator,  
behaviour coach)

NEW SITE 
 LEADER

EXPERIENCED 
LEADER

SYSTEM  
LEADER

MIDDLE
LEADER

(Band B)

TEACHING

CURRICULUM  
EXPERT

(school and system level)

HIGHLY  
ACCOMPLISHED  

OR LEAD  
TEACHER

LEADERSHIP

PROFICIENT  
TEACHER
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STRATEGY FOCUS:  
EXPERT TEACHING IN EVERY CLASSROOM 

Our progress so far…
Over the past 5 years we have laid the foundations for a great start towards achieving our goal. 

To support the supply of job-ready teaching graduates across the state, we have: 

• worked with higher education providers to ensure that everyone involved in professional  
experience placements understands the expectations to best support pre-service teachers  
get the most from the experience 

• commenced a pilot of the Teach For Australia program, as an ‘on-the-job’ pathway, where we’ve 
recruited high achieving graduates with relevant undergraduate degrees into curriculum specialist 
teaching roles in harder-to-staff country locations

• reviewed how we use our country incentives to attract more teachers to work in our country locations.  

To provide strong mechanisms for supporting teachers through their career stages, we have:

• implemented the Early Career Teacher Development program, which has led the nation as an exemplar 
of best practice, supporting hundreds of graduates each year as they enter the profession, and 
scaffolding their transition from the graduate to proficient career stage 

• supported our best teachers to be recognised through national certification at the highly accomplished 
and lead career stages and created dedicated positions within the system so they can share their 
expertise with colleagues.  

To support the capability development of educators, we have: 

• established Orbis to provide professional learning for teachers and leaders from preschool through to 
secondary school, in instructional leadership, literacy and numeracy and curriculum

• led the nation in implementing the phonics screening check, accompanied by building teachers’ 
expertise in designing and implementing this evidence-based approach to literacy development

• created curriculum resources to provide clear and consistent advice to teachers, supporting  
them to implement the Australian Curriculum and provide expert teaching and learning for students 
across South Australia.  

Goal: To have expert teaching in every school and preschool
We know that teachers have the most influential in-school impact on learning outcomes for children 
and students. We are committed to making sure we have an expert teacher in every classroom and 
investing in and supporting them to be the best they can be. 
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Going forward we will…

Explore and identify new ways to strengthen teacher supply, at the point of attraction into the 
profession as well as working with universities to increase the numbers of teaching graduates .

Continue to strengthen the supply of teachers into the profession by developing a new pre-service 
teacher program . 

Through this program we will identify high performing pre-service teachers early to increase their 
understanding and access to the range of employment opportunities in the department, and we will build 
on the capabilities they developed at university with professional learning from Orbis so that they are 
confident and job-ready from day one.

Increase professional learning opportunities for our existing teachers to equip them with  
evidence-based practices to complement their professional judgment in the classroom .  

Formal curriculum professional learning through Orbis will be expanded to support teachers in delivering 
English, Science, Maths, HASS and the Technologies curriculum aligned with the department’s curriculum 
tools and resources.  

Support and promote teachers’ ongoing growth and career development by expanding our national 
teacher certification program and increasing the number of teachers who are certified at the highly 
accomplished or lead career stages . 

This will enable us to recognise the expertise in our teaching workforce, leverage the contribution of some 
of our best teachers, and raise the bar by setting the standard of our teaching practice beyond proficient.  

Develop our data and forecasting capabilities to support workforce planning into the future  
so that every school and preschool has access to a strong supply of teachers, at the right time  
and in the right role . 

This data will provide us with a clearer picture of the tightest supply areas and will inform our attraction 
and deployment strategies, prioritising strengthening our supply pools to meet future staffing pressures. 

These actions will help us to…
Attract a strong supply of teachers to the profession and equip them with the knowledge, capabilities  
and mindsets to thrive. Together, we’ll achieve growth for every child, in every class, in every school  
and preschool.
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STRATEGY FOCUS: QUALITY LEADERSHIP 
FOR EVERY SCHOOL AND PRESCHOOL 

 
Our progress so far…

Over the past 5 years we have built strong foundations to attract people into leadership and strengthen 

the supply of quality leaders across our system. 

We have:  

• developed a systemic approach to support identification and development of teachers aspiring  

into leadership roles 

• piloted development opportunities that immerse current leaders in situations where they can test their 

aspiration and readiness for higher-level leadership roles

• provided personal leadership development plans for almost 300 individuals (to date), with 50% of these 

participants now in tenured or acting leadership roles in our schools and preschools. 

When leaders are appointed to their first site leader role, we: 

• provide them with access to 12 months of mentoring and coaching support from an experienced 

advisor to help them transition into and navigate their new role 

• make sure our leaders have access to formal professional learning through Orbis, starting with the 

department’s instructional leadership program

• support a range of learning and capability building experiences to occur on-the-job at the site and 

partnership level within local education teams. This includes experience-based collaborative learning 

communities and secondments into central divisions.  

These experiences broaden leaders’ perspectives and allows the system to leverage individuals’  

expertise more broadly. 

Goal: To have a quality leader for every school and preschool

We know that quality leadership in schools and preschools is critical to achieving a world-class 
education system. We are committed to making sure we have a quality leader in every site and 
investing in and supporting the development of people who have the motivation and capability  
to be highly effective leaders. 
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Going forward we will…
Build on our foundations to make sure we have a strong supply of quality leaders for every school  
and preschool. 

Scale up our existing leadership talent identification programs and embed them into every partnership, 
as well as redesign the principal appointment process to strengthen leadership supply for every site .  

Design leadership development for newly appointed leaders into middle leadership roles so they’re 
supported through their transition from teacher to leader . 

Develop a leadership capability framework to provide clarity about the key capabilities needed to 
effectively lead a school . 

The framework will be used to underpin our talent identification, capability development and performance 
and development processes and it will enable us to build a strong evidence base about the capabilities that 
really make a difference for student outcomes.   

These actions will help us to…
Build a strong supply of quality leaders who are confident to deliver teaching and learning through  
a culture of high expectations and support for their teams. 

Leveraging the Workforce Plan principles, these actions are underpinned by our commitment to working 
in partnership with leaders and the organisations that represent them.
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STRATEGY FOCUS:  
CONDITIONS TO THRIVE 

 
Our progress so far…

Over the past 5 years, we have: 

• set up the systems, processes and frameworks to build team cultures where our people thrive and  

it’s reflected in student learning outcomes 

• strengthened performance and development processes to drive ongoing performance  

improvement, helping leaders and teachers to identify personal goals and priorities aligned  

with the school or preschool’s improvement priorities

• significantly invested in supporting leaders to manage performance that’s not meeting  

expectations – a dedicated team provides advice and support to leaders who are managing 

performance improvement

• profiled excellence in the profession through the Public Education Awards, created ThankED to 

support local recognition, and strengthened recognition events that acknowledge the milestones 

of those who have contributed for decades, as well as those retiring. This has been done to ensure 

people feel valued for their contribution to building a world-class education system, and for the 

impact they have on student’s lives

• introduced our climate survey, Perspective, to give all school and preschool staff an opportunity  

to share feedback on their experiences at work, with support for leaders to identify the areas that,  

with focussed action, will drive increased staff engagement and improve student outcomes

• partnered with the University of South Australia to do research, using Perspective data, to understand 

the factors of climate that have the most impact on child and student achievement – this will be 

world-leading evidence. 

Goal: Build a culture where every person can perform at  
their best and contribute to world-class outcomes in every 
school and preschool

We are committed to creating working and learning environments where every leader and teacher can 
thrive, role modelling this for the students they interact with every day. We know that when leaders and 
teachers are at their best, they are engaged and working collaboratively towards a shared vision. 
Working environments that support the safety, wellbeing, growth and performance of employees  
are a shared responsibility.  
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We are committed to supporting employee safety and wellbeing, we have: 

• provided leaders with access to myWellbeing, a suite of programs and resources to support them  

and their teams

• made sure that professional psychological support is available for everyone, and especially when  

it’s needed most after critical incidents

• achieved accreditation as a White Ribbon organisation and are serious about implementing strategies to 

address bullying and violence, including those who experience workplace or domestic and family violence

• aligned with Perspective, introduced a focussed myWellbeing survey to give all school and preschool 

staff the opportunity to provide feedback on their experience. 

Going forward we will…

Provide leaders with more practical tools and support to enhance climate factors that have the  
most impact on building an engaged workforce to contribute to child and student outcomes .  

Create a wholistic performance and development framework that builds on existing processes and 
provides guidance on how to best align each individual’s growth and development with the school  
or preschool’s priorities to maximise the impact of both for student learning outcomes .

Explore how differentiated employment arrangements might better support people to thrive in 
whichever setting they work and learn . 

These actions will help us to…
Create great workplaces, at every site, where teachers and leaders are actively engaged. 
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MEASURING SUCCESS

Our goal is to build a world-class workforce where every school and 
preschool has access to quality leadership and expert teachers who 
deliver exemplary teaching and learning for South Australian children  
and students .

We will:

• attract graduate teachers and support them to feel confident and job-ready 

• increase the number of early career teachers reaching the proficient career stage 

• increase the number of teachers certified at the highly accomplished or lead teacher career stage

• increase teachers’ confidence and capability in delivering the curriculum

• increase the number of current and future leaders, ready to take up site leader positions in schools  
and preschools 

• increase the number of candidates applying for hard-to-fill leadership positions across the state 

• strengthen the underpinning conditions that enable leaders and teachers to thrive

• strengthen system-wide workforce planning to better inform the supply, attraction, 
deployment and capability building of South Australian leaders and teachers.
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