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FEROCIOUS WARMTH
,�ZDQW�WR�VKDUH�ZLWK�\RX�WKH�HODWLRQ�,�IHHO�ZKHQ�,�GLVFRYHU�D�)HURFLRXV�:DUPWK�

OHDGHU��,�FDQ�VSRW�WKHP�IURP�D�KXQGUHG�SDFHV��,�FDQ�IHHO�WKHLU�SDVVLRQ�WKURXJK�

WKH�QHZVOHWWHUV�DQG�YLGHRV�RQ�WKH�VFKRRO�ZHEVLWHV�EHIRUH�,�HYHQ�PHHW�WKHP��,�

can hear it in the language they use as we speak via email, over the phone or 

YLUWXDOO\��,�H[SHULHQFH�WKH�FRQQHFWLRQ�WKH\�KDYH�ZLWK�WKHLU�VWXGHQWV�DQG�VWDII�DV�ZH�

ZDON�WKURXJK�WKH�VFKRRO��,�KHDU�WKH�EHOLHI�DQG�ORYH�WKH\�KROG�IRU�WKRVH�WKH\�VHUYH�

H[SUHVVHG�LQ�WKHLU�ZRUGV��,�FDQ�IHHO�WKH�SV\FKRORJLFDO�VDIHW\�LQ�SODFH�IRU�SHRSOH�

to raise and discuss ideas, differences of opinion and share personal challenges 

ZLWK�WKHP��,�IHHO�WKH�VHQVH�RI�WUXVW��IXQ�DQG�KDUG�ZRUN�WKDW�JRHV�RQ�LQ�WKH�KDOOV�

DQG�URRPV�RI�WKH�VFKRRO��,�VHH�WKHP�UHçHFW�ZLWK�GHHS�VHOI�DZDUHQHVV�RQ�WKHLU�RZQ�

JURZWK��,�VHH�WKH�WUDQVIRUPDWLRQ�WKH\�DUH�OHDGLQJ�ZLWKLQ�WKHLU�FRPPXQLW\��KRZ�WKH\�

lift expectations and build momentum to achieve the results and changes required. 

,�KHDU�WKH�UHSXWDWLRQ�WKH\�KDYH�ZLWKLQ�WKHLU�FROOHJLDWH�QHWZRUNV��,�VHH�SHRSOH�ZDON�

away from working with these leaders just that little bit taller, ready to make their 

own ripples on the world.

/HWØV�ORRN�DW�WKH�WZR�VLGHV�RI�)HURFLRXV�:DUPWK��*UHDW�OHDGHUVKLS�QHYHU�XVHV�

them in isolation. The strengths come from both sides. 

FEROCIOUS 
7KHUH�LV�D�æHUFH�FRQJUXHQFH�LQ�WKLV�VLGH�RI�)HURFLRXV�:DUPWK�OHDGHUV��7KH\�DUH�

focussed on their clear purpose of providing high-quality education for their 
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students and courageous in making hard decisions along the way. They are 

strong advocates for their students, staff and their community. Most importantly, 

WKH\�FKDOOHQJH�DVVXPSWLRQV�RQ�KRZ�ZH�×GRØ�HGXFDWLRQ��ZKHWKHU�LW�EH�VKLIWLQJ�WKH�

structures, innovating practice or lifting out of complacency or mediocrity. They 

DUH�æHUFH�LQ�WKHLU�EHOLHI�WKDW�HGXFDWLRQ��DV�WUDGLWLRQDOO\�SURYLGHG��QHHGV�WR�HYROYH��,Q�

some circumstances, these leaders are leading system revolution not just evolution.

WARMTH
Ferocious Warmth leaders work with compassion as a base for all relationships, 

regardless of who. From the student in the yard to the teacher in the classroom to 

the parent in the corridor, people feel connected to these leaders. People know they 

have their back in good times and in challenging circumstances. These leaders 

JHQXLQHO\�ORYH�SHRSOH��,�QHYHU�KHDU�WKHP�VSHDNLQJ�DQ\WKLQJ�RWKHU�WKDQ�FRQVWUXFWLYH�

and positive comments about their staff, students and parents. Even those causing 

them stress and taking a lot of energy are treated with empathy and a real belief 

LQ�WKH�JURZWK�DQG�SRVLWLYH�LQWHQW�RI�WKDW�SHUVRQ��'RQØW�JHW�PH�ZURQJ��WKH�OHDGHU�VWLOO�

QHHGV�WR�GHEULHI�DQG�VRPHWLPHV�JHWV�EOLQGVLGHG�E\�WKH�EHKDYLRXUV�RI�RWKHUV��%XW�

the way they handle it comes from a position of compassion, not anger.

:KHQ�ZHØUH�DW�RXU�EHVW��IHURFLW\�DQG�ZDUPWK��FRXUDJH�DQG�YXOQHUDELOLW\��UHVXOWV�

and relationships, head and hearts, need not be polarities, but nest inside each 

RWKHU��7KH\�VXSSRUW�HDFK�RWKHU�LQ�HYHU\�GHFLVLRQ�ZH�PDNH��,I�ZH�DUH�IRFXVVHG�

on strategically achieving our purpose, and constantly building our emotional 

intelligence to understand how to best serve our people, they go together hand in 

JORYH��2XU�FKDOOHQJH�LV�VWD\LQJ�LQ�EDODQFH�ZKHQ�WKH�JRLQJ�JHWV�WRXJK�DQG�HQVXULQJ�

the blend is right.
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THE ELEMENTS OF FEROCIOUS WARMTH
Through both my work with Ferocious Warmth leaders and interviews during the 

writing of this book, four clear elements stand out from these great human beings. 

Though explored more deeply in the chapters beyond, through some Ferocious 

Warmth exemplars, the essence of these elements is:

EXPANSIVE 
,�DP�RSHQ�WR�HYROYLQJ�P\�WKLQNLQJ��WR�GLVUXSWLRQ�DQG�LQQRYDWLRQ��,�ORYH�OHDUQLQJ�ZLWK�

RWKHUV�DQG�FR�FUHDWLQJ�IXWXUH�SDWKZD\V��,�FKDOOHQJH�P\�RZQ�WKLQNLQJ�DQG�RWKHUØV�� 

,�VHH�WKH�ZRUOG�ZLWK�RSWLPLVP�DQG�SRVVLELOLW\��,�EXLOG�FROODERUDWLYH�OHDUQLQJ�FXOWXUHV�

ZLWK�RWKHUV��,�KDYH�KLJK�OHYHOV�RI�VHOI�DZDUHQHVV�

CONNECTED 
,�KDYH�D�ORYH�IRU�RWKHUV��,�EHOLHYH�DQG�ORYH�WKH�ZRUN�,�GR�DQG�WKH�SHRSOH�,�ZRUN�ZLWK��

,�DSSURDFK�SHRSOH��QR�PDWWHU�WKHLU�FLUFXPVWDQFHV��ZLWK�D�EHOLHI�LQ�WKHLU�SRVLWLYH�

LQWHQW�DQG�LQKHUHQW�ZRUWK��,�EHOLHYH�DOO�SHRSOH�GHVHUYH�NLQGQHVV��FRPSDVVLRQ�DQG�

empathy.

COURAGEOUS
,�NQRZ�ZKDW�,�VWDQG�IRU�DQG�P\�PRUDO�SXUSRVH��,�DP�ZLOOLQJ�WR�PDNH�WRXJK�

GHFLVLRQV�EDVHG�RQ�P\�YDOXHV�DQG�SULQFLSOHV��,�ZRUN�ZLWK�P\�SHRSOH�WR�DGGUHVV�WKH�

KDUG�FKDOOHQJHV��,�VWDQG�IRU�ZKDW�,�EHOLHYH�LQ��

AUTHENTIC
0\�DELOLW\�WR�OHDG�LV�EDVHG�RQ�FRQQHFWLRQ�DQG�FROODERUDWLRQ�ZLWK�RWKHUV��,�OHW�RWKHUV�

VHH�ERWK�P\�YXOQHUDELOLW\�DQG�FRXUDJH�WKURXJK�DXWKHQWLF�UHODWLRQVKLSV��,�XVH�SRZHU�

WR�PDNH�WKH�ZRUOG�D�EHWWHU�SODFH��,�DP�ZKR�\RX�VHH�
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chäptêr POF

EXPANDING SELF

‘We keep moving forward, opening new doors, and doing new things, because we 
are curious and curiosity keeps leading us down new paths. 

:DOW�'LVQH\47

+DYH�\RX�HYHU�IHOW�VWXFN�LQ�D�UXW�ZLWK�\RXU�ZKHHOV�VSLQQLQJ�LQ�PXG"�'RLQJ�WKH�VDPH�

thing the same way, day in day out, not moving forward? Fortunately, humans are 

designed to evolve, so sooner or later we choose to step out of the rut, or the universe 

conspires to do it for us! The context becomes unworkable, or our environment 

GHWHULRUDWHV�WR�D�VWDWH�ZKHUH�ZH�VD\�×HQRXJK�LV�HQRXJKØ��:H�VHHN�WR�H[SDQG�WKH�ZD\�

we work in the world. Expansion is the continual growth beyond our current mental 

DQG�HPRWLRQDO�VWDWH��)RU�PDQ\�LW�DOVR�LQFOXGHV�VSLULWXDO�JURZWK��%HLQJ�H[SDQVLYH�LV�D�

ZD\�RI�EHLQJ�IRU�)HURFLRXV�:DUPWK�OHDGHUV��,W�PRYHV�XV�IURP�×,Ø�WR�D�×ZHØ�

Do we ever stop learning?  Sometimes we might need a few failed attempts 

EHIRUH�ZH�OHDUQ�WKH�OHVVRQV��EXW�ZHØUH�DGDSWLYH�DQG�UHVSRQVLYH�WR�ZKDW�ZRUNV�DQG�

ZKDW�GRHVQØW�ZRUN��7KH�EHVW�HQWUHSUHQHXUV�LQ�WKH�ZRUOG�VHH�IDLOXUH�DV�RSSRUWXQLW\��

Learning our craft expands our toolkit, our approaches and our beliefs. Whether in 

the classroom or leading the school, the learning never stops. When my second 

FKLOG�ZDV�MXVW�DERXW�WR�EH�ERUQ��,�ZDV�VKDULQJ�ZLWK�D�IULHQG�WKDW�,�ZRQGHUHG�LI�\RX�

ORYH�WKH�QH[W�FKLOG�DV�PXFK�DV�WKH�æUVW"�$V�WKH�IDWKHU�RI�WZR�EHDXWLIXO�EDELHV��P\�

IULHQG�VDLG��×+DYLQJ�D�VHFRQG�FKLOG�VLPSO\�H[SDQGV�\RXU�ORYH��/RYH�FRQWLQXHV�WR�

JURZ�DQG�H[SDQGV�DV�\RXU�IDPLO\�JURZV�Ø�/HDUQLQJ�LV�WKH�VDPH��7KHUH�LV�QR�HQG�
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BE EXPANSIVE IN YOUR LEARNING
What are you reading and listening to at the moment to expand your world view 

and your mental models? What podcasts pique your interest and help you think in 

different ways? There is no better time to be pushing into expansion of thinking. 

The podcast world is exploding with entrepreneurial thinking in business, life and 

HGXFDWLRQ��%ORJV�DQG�ERRNV�DERXQG�ZLWK�WKLQNLQJ�WKDW�VKDNHV�WKH�ZD\�ZH�VHH�WKH�

ZRUOG��LQ�D�JRRG�ZD\��,Q�VRPH�VFKRROV�WKHUH�VHHPV�WR�EH�D�IDPLQH�ZKHQ�LW�FRPHV�

WR�UHDGLQJ�DUWLFOHV�RU�ERRNV�WKDW�H[SDQG�WKLQNLQJ��,W�LV�VHHQ�DV�VRPHWKLQJ�×H[WUDØ�

UDWKHU�WKDQ�D�SURIHVVLRQDO�UHVSRQVLELOLW\��$V�OHDGHUV�WKH�EHVW�ZD\�WR�VKLIW�WKLV�LV�

WR�PRGHO�LW��$�FROOHDJXH�,ØYH�ZRUNHG�ZLWK�IRU�PDQ\�\HDUV�LV�KHDG�RI�FDPSXV�LQ�D�

large school and runs a journal club that no one is expected to come to, yet all are 

LQYLWHG��-DQH�çDJV�WKH�DUWLFOHV�RU�FKDSWHUV�FRPLQJ�XS�WKHQ�VLPSO\�WXUQV�XS�DQG�

RSHQV�WKH�VSDFH��7KH�PRPHQWXP�RI�WKLV�×QR�SUHVVXUHØ�DSSURDFK�KDV�QRUPDOLVHG�

GLVFXVVLRQ�DQG�H[SDQVLRQ��,W�LV�QRZ�DQ�DFFHSWHG�LWHP�RQ�WKHLU�SURIHVVLRQDO�

development menu.

ARE YOU CURIOUS ABOUT YOURSELF?
,�UXQ�D�JURXS�PHQWRULQJ�SURJUDP�IRU�)HURFLRXV�:DUPWK�:RPHQ�LQ�/HDGHUVKLS��

(LJKW�SURIHVVLRQDO�VHQLRU�OHDGHUV�FRPH�WRJHWKHU�UHJXODUO\�WR�UHçHFW�RQ�WKHPVHOYHV�

DV�SURIHVVLRQDOV��EXW�æUVW�DQG�IRUHPRVW�DV�KXPDQ�EHLQJV��7KHLU�UHDVRQV�IRU�

joining this group are varied, but the most common one is to take the time to 

UHçHFW�RQ�WKHPVHOYHV�Õ�ZKDW�WKH\�EHOLHYH�DQG�ZKDW�WKH\�VWDQG�IRU��7KH�RWKHU�LV�

the opportunity to expand (that word again!) their network and learn from people 

RXWVLGH�WKHLU�RUELW��$OO�RI�WKHP�GR�D�KXJH�DPRXQW�RI�SURIHVVLRQDO�GHYHORSPHQW�IRU�

their craft of school leadership, but this program is about the being of leadership. 

This work takes courage and a willingness to explore those things about yourself 

WKDW�PLJKW�EH�KLGGHQ��EXW�LW�LV�IXOæOOLQJ�DQG�UHZDUGLQJ��7KLV�GHHS�GLYH�UHTXLUHV�XV�

to peel our layers like an onion and examine the thinking and feeling beneath. We 

look at the unmet needs and lack of connection that might be separating us from 

our purpose and our values. We explore the triggers that move us out of balance 

and from our strengths to our shadow. We explore these things through the four 

HOHPHQWV�LQ�WKLV�SDUW�RI�WKH�ERRN��$UH�\RX�XS�IRU�LW"�,WØV�WKH�MRXUQH\�WR�EHFRPH�WKH�

calm, balanced Ferocious Warmth leader.



T R A C E Y  E Z A R D

11

SELF-AWARENESS
7KH�æUVW�VNLOO�RI�HPRWLRQDO�LQWHOOLJHQFH�LV�HPRWLRQDO�VHOI�DZDUHQHVV��7KH�æUVW�VWHS�LQ�

the Ferocious Warmth journey is understanding what we feel. We hold so much of 

RXU�SDVW�KLVWRU\�LQ�RXU�FXUUHQW�EHKDYLRXUV��$V�ZH�KDYH�H[SORUHG�SUHYLRXVO\��PDQ\�RI�

our behaviours are unconscious. They are responses not so much to the situation in 

IURQW�RI�XV��EXW�WKH�WULJJHU�LW�VHWV�RII�DQG�DWWDFKHV�WR�D�VLWXDWLRQ�IURP�WKH�SDVW��+RZ�

many times have you responded to a small situation with a large over-reaction? 

(PRWLRQDO�OLWHUDF\�LV�WKH�æUVW�VWHS�LQ�WKLV�MRXUQH\��'LG�,�VWRS�WR�DFNQRZOHGJH�KRZ�,�

was feeling and what might have triggered this reaction? What pushed me out of 

EHLQJ�æUPO\�EDODQFHG�LQ�WKH�PRPHQW"�:DV�LW�WKH�FDOO�RI�WKH�SDVW�RU�WKH�IHDU�RI�WKH�

IXWXUH"�:KDW�FDQ�,�OHDUQ�DERXW�P\VHOI�IURP�ZKDW�MXVW�KDSSHQHG"�7KH�GLIIHUHQFH�

between this last question and one around what the other person should have 

GRQH�FDQ�EH�OLIH�FKDQJLQJ��5HçHFWLQJ�RQ�RXU�VWUHQJWKV�DQG�VKDGRZV�DQG�UH�

FDOLEUDWLQJ�ZKHQ�ZHØUH�RXW�RI�EDODQFH�LV�VHOI�H[SDQVLRQ�DW�ZRUN�

NOTICE WHEN YOU SQUIRM
,�DOZD\V�NQRZ�ZKHQ�,ØP�LQ�IRU�D�ELJ�GRVH�RI�OHDUQLQJ��VRPHWKLQJ�WKDW�UHDOO\�H[SDQGV�

P\�WKLQNLQJ�DQG�ZLOO�SXVK�PH�IXUWKHU��,�JHW�XQFRPIRUWDEOH��,W�PDNHV�PH�VTXLUP�D�

ELW�DV�,�VHH�KRZ�LW�æWV�P\�RZQ�WKLQNLQJ�DQG�IHHOLQJ�DERXW�WKH�ZRUOG��P\�RZQ�PHQWDO�

PRGHOV��6RPHWLPHV�LWØV�D�VLPSOH�TXHVWLRQ�IURP�D�FRDFK�RU�FROOHDJXH�WKDW�VWRSV�PH�

LQ�P\�WUDFNV�DQG�,�VLW�WKHUH�ZLWK�P\�EUDLQ�H[SORGLQJ��,ØP�D�ELW�RI�D�VXFNHU�IRU�WKLV�

W\SH�RI�OHDUQLQJ�QRZ�DV�,�NQRZ�WKLV�LV�ZKHUH�H[SDQVLRQ�KDSSHQV�

Some reading this book may squirm or push away as we discuss the 

HPRWLRQDO�VLGH�RI�OHDGHUVKLS��3HUKDSV�WKH\�GRQØW�VHH�PXFK�YDOXH�LQ�WKLV�DV�JHWWLQJ�

things done. ‘Seriously, life would be easier if everyone just drank a cup of concrete 

DQG�JRW�RQ�ZLWK�WKLQJV��,�GRQØW�KDYH�WLPH�IRU�WKLV�VWXIIØ���

0\�H[SHULHQFH�LV�WKDW�OHDGHUV�GUDZQ�PRUH�WR�×ZDUPØ�VHHN�RXW�OHDGHUVKLS�

GHYHORSPHQW�WKDW�KHOSV�WKHP�EXLOG�PRUH�FRQYLFWLRQ�DQG�×IHURFLW\Ø�EHFDXVH�WKH\�DUH�

DOUHDG\�YHU\�UHçHFWLYH�DQG�VHHN�WR�EXLOG�WKHLU�OHVV�GHYHORSHG�VLGH��7KH\�WHQG�WR�

KDYH�KLJK�OHYHOV�RI�VHOI�DZDUHQHVV�DQG�XQGHUVWDQG�WKH�LPSDFW�WKH\ØUH�KDYLQJ�LQ�WKH�

negative. They recognise their tendency to go too far to the relationship side and 

want to learn how to stay steady when the need for hard decisions or a stronger 

VWDQFH�LV�LQ�IURQW�RI�WKHP��,�æQG�SHRSOH�ZLWK�YHU\�GHYHORSHG�IHURFLRXV�RU�UHVXOWV�
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oriented sides and not so developed in emotional intelligence skills resist this type 

RI�ZRUN�IRU�ORQJHU��,W�JHWV�ODEHOOHG�×çXII\Ø�DQG�QRW�DV�LPSRUWDQW��,�ZDV�VXUSULVHG�

ZKHQ�,�æUVW�VWDUWHG�GRLQJ�OHDGHUVKLS�ZRUN�LQ�FRUSRUDWH�VHWWLQJV�WR�æQG�WKDW�WKH\�

ODEHOOHG�SURIHVVLRQDO�OHDUQLQJ�LQ�VNLOOV�VXFK�DV�OHDGLQJ�GLèFXOW�FRQYHUVDWLRQV��

HPRWLRQDO�LQWHOOLJHQFH�DQG�FXOWXUH�DV�×VRIWØ�VNLOOV��<HW�WKH\�DUH�WKH�KDUGHVW�WR�GR��

This paradox tells us something about the bias set up in the world of work 

about emotions and leadership. The concepts of belonging, love, compassion and 

self-care can scare some people off and be seen as non-essential. Yet these are 

the essence of leadership. This is not a judgement on people drawn more naturally 

WR�WKH�ORJLFDO�OHQV��7KLV�LV�P\�UHçHFWLRQ�RQ�REVHUYDWLRQV�RYHU�PDQ\�\HDUV�ZRUNLQJ�LQ�

WKLV�VSDFH��,�æQG�SHRSOH�GUDZQ�WR�FRQQHFWLRQ�DQG�HPRWLRQV�VWHS�WRZDUGV�LW�DQG�DUH�

SDVVLRQDWH�DERXW�LW��WKRVH�GUDZQ�WR�WDVN��PHDVXUHPHQW��VWUXFWXUH�DQG�FHUWDLQW\�æQG�

it more of a challenge. 

2I�FRXUVH��WKH�VKLIW�WR�WKH�EDODQFH�RI�)HURFLRXV�:DUPWK�LV�OHDUQDEOH�IURP�

both preferences. We can learn emotional intelligence and the ability to build 

more logically based thinking. Ferocious Warmth is also not about leaving behind 

RXU�HVVHQFH��7KLV�ZRUN�EULQJV�WKHP�WRJHWKHU��,WØV�LPSRUWDQW�WR�EXLOG�RXU�VNLOOV�

in managing the emotional side of ourselves and the people we lead, whether 

students, staff or community. So is stepping into the tough decisions required to lift 

education to a new level.

BE THE LEADER – THE OPEN EXPANSION OF SELF
Professor Michael Fullan, global educational leader in collaborative cultures for 

GHHS�OHDUQLQJ��IRXQG�LQ�KLV�WHDPØV�UHVHDUFK�WKDW�OHDGHUV�ZKR�DOVR�OHDG�WKH�WHDP�

OHDUQLQJ�JHW�EHWWHU�UHVXOWV��,Q�KLV�ZRUGV��×:H�KDYH�IRXQG�WKDW�OHDGHUV�PXVW�OHDG�DQG�

OHDUQ�LQ�HTXDO�PHDVXUH�Ø ���+H�FRLQHG�WKH�WHUP�×OHDG�OHDUQHUØ��ZKLFK�LV�DQRWKHU�RQH�

RI�KLV�×VWLFN\�PHVVDJHVØ��EXLOW�RQ�IURP�WKH�æQGLQJV�RI�3URIHVVRU�9LYLDQH�5RELQVRQ�

that effective school leadership not only promotes, but directly participates with 

teachers in formal or informal professional learning.�� 

Leaders in learning institutions have a responsibility to be the lead learner. 

$�OHDGHU�ZKR�GRHVQØW�VLW�EDFN�ZKHQ�SHRSOH�DUH�LQYHVWLJDWLQJ�WKH�ZK\�DQG�KRZ�

RI�WKHLU�ZRUN��2QH�WKDW�GRHVQØW�ULGH�LQ�RQ�D�ZKLWH�KRUVH�WR�VDYH�WKH�GD\�ZLWK�WKH�

DQVZHU�WR�HYHU\RQHØV�SUREOHPV��$�OHDG�OHDUQHU�VWHSV�LQWR�WKH�OHDUQLQJ�DUHQD�ZLWK�
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their team and pulls the issue apart as a partner. Curiosity and wonderings fuel 

the conversations, rather than judgement and black-and-white thinking, right or 

wrong. They create systems and structures for the learning to occur. Teams who 

OHDUQ�IURP�HDFK�RWKHU�DV�SDUW�RI�WKH�ZD\�WKH\�ZRUN�VKLIW�WKH�IHDU�RI�×VWXèQJ�XSØ�LQWR�

an opportunity for collaborative inquiry and exploration. Leaders who model this 

approach help to cultivate a culture of trust, collaboration and support, rather than 

one of competition and judgement. 

BE A LEADER THAT IS LEARNING, NOT ONE THAT HAS LEARNT 
Do you know people who see themselves as an expert and are closed to thinking 

GLIIHUHQWO\"�7KH\�KDYH�OHDUQW��EXW�DUH�QRW�OHDUQLQJ��,Q�WKLV�G\QDPLF�HQYLURQPHQW�RI�

change and revolution, an expert who has mastered their area and then stopped 

OHDUQLQJ�TXLFNO\�FHDVHV�WR�EH�UHOHYDQW��6ORZO\��ZHØUH�EUHDNLQJ�GRZQ�WKH�ROG��

hierarchical thinking that leaders must know the answers to be good at their jobs. 

*UHDW�OHDGHUV�KHOS�WKHLU�WHDPV�æQG�HYHQ�EHWWHU�VROXWLRQV��/HDGHUV�ZKR�OHW�WKHLU�

WHDPV�LQQRYDWH�ZLWK�D�UHDVRQDEOH�DPRXQW�RI�DXWRQRP\�WKURXJK�WKH�×&29,'����

H[SHULPHQW�RI�����Ø�PDGH�WKH�VKLIW�IDU�PRUH�TXLFNO\��/HDGHUV�ZKR�OHDUQ�ZLWK�

WKHLU�WHDPV�QRW�RQO\�FUHDWH�D�FXOWXUH�RI�OHDUQLQJ��EXW�VD\�WR�WKHLU�WHDPV��,�DP�

RSHQ�WR�OHDUQLQJ��WRR��2QH�RI�P\�IDYRXULWH�SKRWRV�RI�D�ZRUNVKRS�LV�RQH�RI�WKUHH�

VFKRROV�WRJHWKHU�OHDUQLQJ�DERXW�WKH�×+,76Ø�LQLWLDWLYH�RI�WKH�9LFWRULDQ�'HSDUWPHQW�RI�

Education50, a useful document guiding teachers in high impact teaching strategies. 

We designed a thorough dive into all ten of the strategies and there was deep 

OHDUQLQJ�DQG�VKDULQJ�WKURXJKRXW�WKH�GD\��1RW�RQFH�FRXOG�\RX�VHH�RU�KHDU�GRPLQDQW�

voices from the leaders nor did you see the leaders standing at the back watching 

everyone else learn. They were in there up to their elbows, learning deeply with 

WKHLU�WHDPV�DW�WKH�WDEOHV��+RZ�PDQ\�ZRUNVKRSV�UHODWHG�WR�FULWLFDO�SDWKV�WKH�VFKRRO�

LV�WDNLQJ�KDYH�\RX�WDNHQ�ZLWKRXW�WKH�VHQLRU�OHDGHUVKLS�SUHVHQW"�7R�EH�KRQHVW��,�MXVW�

GRQØW�JHW�WKDW��6\PEROLFDOO\��LW�GRHVQØW�ORRN�WKH�EHVW��DQG�VWUDWHJLFDOO\�LWØV�JUDYHO\�

çDZHG�WR�PLVV�WKH�RSSRUWXQLW\�RI�YLWDO�OHDUQLQJ�ZLWK�RXU�WHDPV�

THE EXPERTS OF THE 21ST CENTURY ARE THOSE THAT ARE LEARNING, NOT THOSE WHO  
HAVE LEARNT.
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ARE YOU AN EXPERT WHO HAS LEARNT OR ARE YOU STILL LEARNING?
'U�9LFWRU�2WWDWL�RI�/R\ROD�8QLYHUVLW\��&KLFDJR�KDV�UHVHDUFKHG�ZKDW�KH�FRLQHG�

×(DUQHG�'RJPDWLVP�(IIHFWØ�51 2WWDWLØV�K\SRWKHVLV�VWDWHV�WKDW�VRFLDO�QRUPV�GLFWDWH�

WKDW�H[SHUWV�RIWHQ�DGDSW�D�×GRJPDWLF�FORVHG�PLQGHG�RULHQWDWLRQØ��:KHQ�H[SHUWV�

IHHO�OLNH�H[SHUWV��WKH\�DUH�OHVV�OLNHO\�WR�DGPLW�WKH\ØUH�ZURQJ�RU�VD\�WKH\�GRQØW�NQRZ�

VRPHWKLQJ��$FURVV�VL[�GLIIHUHQW�H[SHULPHQWV��WKH\�IRXQG�WKDW�H[SHUWV�ZLOO�DFW�

OLNH�H[SHUWV�HYHQ�LI�WKH\�DUH�ZURQJ��EHFDXVH�WKH\�IHHO�WKH\ØUH�H[SHFWHG�WR�KDYH�

GRJPDWLF�RSLQLRQV��7KLV�SXOOV�XV�EDFN�WR�WKH�FRQFHSW�RI�GXDOLW\�DQG�SDUDGR[��%HLQJ�

D�OHDUQHU�VKRXOG�QRW�PHDQ�\RX�OHDYH�\RXU�NQRZOHGJH�DQG�H[SHUWLVH�EHKLQG��,W�GRHV�

PHDQ��KRZHYHU��WKDW�ZHØUH�RSHQ�WR�QRW�NQRZLQJ��DQG�WKDW�RWKHUV�FDQ�EULQJ�WKLQJV�WR�

the table that we may not have seen or known before. Knee deep in the information 

explosion how can we expect to know it all?

STEP INTO CURIOSITY, NOT JUDGEMENT 
$�)HURFLRXV�:DUPWK�UHVSRQVH�ZKHQ�RXU�DVVXPSWLRQV�DUH�FKDOOHQJHG�LV�WR�SDXVH�

DQG�UHçHFW��,W�PD\�EH�DERXW�UHFRGLQJ�UHVSRQVHV��'HIHQVLYHQHVV��MXGJHPHQW�DQG�

GLVFRPIRUW�DUH�VLJQLæFDQW�VLJQV�WKDW�WKHUH�LV�VRPH�MXLF\�OHDUQLQJ�WR�VWHS�LQWR��$VNLQJ�

questions rather than defending our position creates an inquiry mindset. 

The need for shift in education challenges us to rethink the way we have 

DOZD\V�GRQH�WKLQJV��,I�ZH�LQFUHDVH�FXULRVLW\�DERXW�RXU�RZQ�DQG�RWKHUØV�WKLQNLQJ�

ZKHQ�IDFHG�ZLWK�D�QHZ�FKDOOHQJH��RXU�OHDUQLQJ�WXUQV�RQ��$UPLQJ�RXUVHOYHV�ZLWK�

TXHVWLRQV�WKDW�VHHN�WR�XQGHUVWDQG��UDWKHU�WKDQ�LQYDOLGDWH�DQRWKHUØV�SRVLWLRQ��LV�D�

SRZHUIXO�VNLOO�WR�GHYHORS��$�XVHIXO�PHQWDO�PRGHO�IRU�WKLV�LV�WKH�/DGGHU�RI�,QIHUHQFH�

E\�&KULV�$UJ\ULV�52�7KH�/DGGHU�RI�,QIHUHQFH�KLJKOLJKWV�WKDW�ZH�OHDS�XS�WKH�ODGGHU�RI�

LQIHUHQFH�YLD�RXU�ELDV�DQG�DVVXPSWLRQV�PDGH�RQ�D�VOLYHU�RI�GDWD��,I�ZH�FDQ�DFFHSW�

that many of our beliefs are based on erroneous assumptions, then we are more 

able to test and challenge our thinking. We seek more information, knowledge and 

GDWD�WR�EDVH�RXU�EHOLHIV�RQ��,�H[SDQG�RQ�WKLV�PRGHO�LQ�P\�æUVW�ERRN�The Buzz as 

a way for teams to unpack their beliefs and misunderstandings. Viviane Robinson 

RI�$XFNODQG�8QLYHUVLW\�XVHV�WKLV�PRGHO�DQG�$UJ\ULVØ�GRXEOH�ORRS�OHDUQLQJ�PRGHO�

DV�WKH�FULWLFDO�SDUW�RI�WKH�2SHQ�WR�/HDUQLQJä�PHWKRGRORJ\��� This methodology 

provides a rigorous framework for discussions that promote understanding and 

learning.
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KEYS TO GROWTH – MISTAKES AND FAILURES
2ZQ�\RXU�×VWXII�XSVØ��1RWKLQJ�GURSV�PRUH�WUXVW�SRLQWV�WKDQ�ZKHQ�ZH�GRQØW�DGPLW�

ZKHQ�ZHØYH�H[SHULHQFHG�IDLOXUH��,W�FUHDWHV�D�VHQVH�WKDW�PLVWDNHV�DUH�QRW�WROHUDWHG��

2XU�GHIDXOW�LV�WKDW�ZH�EUXVK�WKHP�XQGHU�WKH�FDUSHW��,PSUHVVHG�LQWR�RXU�SV\FKH�

is that making mistakes is a weakness. Yet a learning culture creates space for 

OHDUQLQJ�IURP�PLVWDNHV��,�OHIW�DQ�RUJDQLVDWLRQ�EHFDXVH�WKH�OHDGHU�QRW�RQO\�IDLOHG�WR�

WDNH�UHVSRQVLELOLW\�IRU�D�VHULRXV�LVVXH�WKDW�ZDV�GHæQLWHO\�KLV�GRLQJ��EXW�DOVR�SLQQHG�

LW�RQWR�WZR�RI�KLV�VHQLRU�WHDP��2XU�WUXVW�IRU�KLP�DV�D�OHDGHU�ZHQW�GRZQ�WKH�GUDLQ�

as we saw him bluff and bluster, spraying excuses and accusations at everyone 

HOVH��$OO�WKDW�ZDV�QHHGHG�ZDV�IRU�KLP�WR�VD\��×:RZ��VRUU\��,�PDGH�WKH�ZURQJ�GHFLVLRQ�

WKHUH��WHDP��/HWØV�ORRN�DW�ZKDW�ZH�QHHG�WR�GR�WR�æ[�LW�Ø�:H�FRXOG�KDYH�DSSURDFKHG�

the issue as a group, discovering how we might mitigate the problem and make 

GLIIHUHQW�GHFLVLRQV�LQ�WKH�IXWXUH��%UHDNLQJ�WKLV�KDELW�RI�QRW�RZQLQJ�IDLOXUHV�DQG�

PLVWDNHV�RFFXUV�ZKHQ�ZHØUH�ZLOOLQJ�WR�ZUHVWOH�ZLWK�WKH�PXFNLQHVV�RI�OHDUQLQJ�DQG�

become aware of the musings of that unhelpful little voice in our heads.

DROP THE NEED TO BE RIGHT
7KH�QHHG�WR�EH�ULJKW�GULYHV�GLVWUXVW�LQ�WHDPV��:KHQ�SHRSOH�IHHO�ZHØUH�QRW�RSHQ�

WR�LQçXHQFH��WKH�FKDQFH�IRU�FROODERUDWLRQ�DQG�H[SORULQJ�RSWLRQV�GLYHV��2XU�EUDLQV�

JHW�D�GRSDPLQH�KLW�ZKHQ�ZHØUH�ULJKW��EXW�LI�ZH�FRQWLQXDOO\�VHHN�WR�EH�ULJKW�RYHU�

others, we increase their cortisol and their resistance increases. For some of us, the 

need for that dopamine hit drives us to make others wrong and ourselves right. 

%HOLHYLQJ�RXUVHOYHV�WR�EH�×ULJKWØ�VKXWV�GRZQ�RXU�WKLQNLQJØV�×SHULSKHUDO�YLVLRQØ��:H�IDLO�

to see what falls outside our view of the world. Peripheral vision has been found to 

GHFUHDVH�VLJQLæFDQWO\�ZKHQ�ZHØUH�KLJKO\�VWUHVVHG��FDXVLQJ�WXQQHO�YLVLRQ��7KH�VDPH�

FDQ�EH�VDLG�ZKHQ�ZH�IHHO�WKH�GULYLQJ�QHHG�WR�ULJKW��2XU�IRFXV�EHFRPHV�P\RSLF��

EDVHG�RQ�ZKDW�ZH�WKLQN��UDWKHU�WKDQ�ZKDW�RWKHUV�WKLQN��:KDW�LI�ZH�ZHUHQØW�ULJKW"�

Even holding that thought as we walk into any conversation will hold us in the 

centred Ferocious Warmth position. 

$V�ZH�H[SDQG�RXUVHOYHV��RXU�RXWZDUG�DWWHQWLRQ�IRFXVVHV�RQ�FUHDWLQJ�D�FXOWXUH�

that supports our students, teachers and support staff to expand their own capacity 

DQG�FDSDELOLW\��2QH�OLQNV�WR�WKH�RWKHU��:LWKRXW�JURZWK�LQ�VHOI��LWØV�GLèFXOW�WR�HQFRXUDJH�

JURZWK�LQ�RWKHUV��<HW�JURZLQJ�DQG�H[SDQGLQJ�RWKHUV�LV�WKH�HVVHQFH�RI�D�OHDGHUØV�MRE�
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chäptêr�UXP 
BUILDING  

COLLECTIV
E CAPACITY

‘Most maddening or exciting for Musk’s employees, depending on which one you 
ask, is the time scale on which he often expects work to be done. For example, one 

Friday when I was visiting, a few SpaceX staff members were frantically rushing back 
and forth from the office to the parking lot across the street. It turns out that during a 
meeting, he asked them how long it would take to remove staff cars from the lot and 

start digging the first hole for the Boring Company tunnel. The answer: two weeks. 
Musk asked why, and when he gathered the necessary information, he concluded, 

“Let’s get started today and see what’s the biggest hole we can dig between now and 
Sunday afternoon, running 24 hours a day.” Within three hours, the cars were gone and 

there was a hole in the ground.’
(ORQ�0XVN��µ7KH�$UFKLWHFW�RI�7RPRUURZ¶��5ROOLQJ�6WRQH���

0DUFK������ZDV�HGXFDWLRQØV�6SDFH;�KROH�LQ�WKH�JURXQG��6FKRROV�DQG�WKHLU�

communities moved whole systems to an online learning model in a matter of days! 

%HIRUH�&29,'�����ZKHQ�ZRUNLQJ�ZLWK�SHRSOH�RQ�WKULYLQJ�LQ�WKH�OHDUQLQJ�]RQH�

DQG�QRW�JHWWLQJ�VWXFN�LQ�WKH�FRPIRUW�]RQH��,�VKDUHG�VWRULHV�IURP�&KULVWFKXUFK�QRW�

ORQJ�DIWHU�WKH�HDUWKTXDNHV�LQ������������,�ZDV�ZRUNLQJ�ZLWK�FRPPXQLW\�DQG�KHDOWK�
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agencies to create technology strategies that linked authentically to their purpose 

DQG�RUJDQLVDWLRQDO�JRDOV��2QH�RI�P\�PDMRU�LQVLJKWV�ZDV�RXU�DGDSWDELOLW\�LQ�D�FULVLV��

Christchurch leaders told of aged care nurses and others, historically labelled as 

×KDUG�WR�VKLIWØ�DURXQG�WHFKQRORJ\��PRYLQJ�WR�FDVH�QRWHV�UHFRUGHG�RQ�WDEOHWV�DQG�

KHOG�LQ�FORXG�VWRUDJH�LQ�D�UHPDUNDEO\�VKRUW�WLPH��7KHLU�RULJLQDO�FDVH�QRWHV"�%XULHG�

LQ�VOXGJH�DQG�GHEULV�LQ�WKH�FHQWUH�RI�WRZQ��7KH�PRWLYDWLRQ�IRU�FKDQJH�FRXOGQØW�EH�

ignored – care for their patients. 

1RZ�ZHØYH�H[SHULHQFHG�RXU�RZQ�YHUVLRQ�RI�WKLV�WKURXJKRXW�WKH�ZRUOG��$V�D�

SURIHVVLRQ��HGXFDWRUV�KDYH�EHHQ�DW�WKH�IURQW�RI�WKH�×SLYRWØ�WR�D�QHZ�ZD\�RI�ZRUNLQJ��

�,�ZDQWHG�WR�ODQG�WKDW�ZRUG�DW�OHDVW�RQFH��MXVW�WR�PDNH�D�IHZ�UHDGHUV�ZLQFH�DW�WKH�

VRXQG�RI�WKH�PRVW�XVHG�ZRUG�LQ�$XVWUDOLD�GXULQJ�WKH�SDQGHPLF���,Q�ZRUNLQJ�ZLWK�

PDQ\�KXQGUHGV�RI�OHDGHUV�DQG�WHDFKHUV�GXULQJ�ORFNGRZQ�DQG�UHPRWH�OHDUQLQJ��,�

IRXQG�WKDW�VFKRROV�DOUHDG\�æUPO\�LQ�D�OHDUQLQJ�FXOWXUH��ZLWK�KLJK�FROOHFWLYH�HèFDF\��

VXVWDLQHG�WKHLU�HQHUJ\�ZLWK�D�×ZH�FDQ�GR�LWØ�DSSURDFK��7KHLU�IRUZDUG�PRPHQWXP�

through continued focus on growth stood them in great stead. Collaboration, 

trialling and a culture of learning from successes and failures were critical to 

VXFFHVV��)RU�WKRVH�ZKRVH�GHIDXOW�LV�WKH�FRPIRUW�]RQH�RI�×VDPHØ�DQG�FHUWDLQW\��

the energy and stress around shifting was undoubtably higher. Many of us crave 

certainty, reliability and lack of ambiguity, and the pressure of not having them to 

fall back onto took its toll on many.

:LWKLQ�D�FXOWXUH�RI�×ZH�QHYHU�DUULYHØ��GXULQJ�&29,'����ZH�H[SHULHQFHG�DQ�

RSSRUWXQLW\�IRU�WUDQVIRUPDWLRQ�DQG�UHQHZDO��7R�JR�EDFN�WR�1DVVLP�7DOHEØV�DQWLIUDJLOH�

approach: ‘7KH�UHVLOLHQW�UHVLVWV�VKRFNV�DQG�VWD\V�WKH�VDPH��WKH�DQWLIUDJLOH�JHWV�EHWWHU�Ø

This shift out of our comfort zone expands us – our thinking, our skills, our 

DWWLWXGHV�DQG�EHOLHIV��2XU�UROH�DV�)HURFLRXV�:DUPWK�OHDGHUV�LV�WR�FUHDWH�WKH�FXOWXUH�

for expansion to thrive.

CREATING A CULTURE OF ‘WE NEVER ARRIVE’
6HYHUDO�\HDUV�DJR��DV�,�VHDUFKHG�IRU�)HURFLRXV�:DUPWK�OHDGHUV�RXWVLGH�P\�RUELW��

,�ZDV�LQWURGXFHG��YLD�WKH�JOREDO�QH[W�GRRU�FKDW�WKDW�LV�7ZLWWHU��WR�D�ZRQGHUIXO�

exemplar of the whole Ferocious Warmth concept. Sarah Martin, Principal of 

6WRQHæHOGV�3ULPDU\�6FKRRO�LQ�$XFNODQG��SRUWUD\V�DOO�WKH�DWWULEXWHV�RI�)HURFLRXV�

Warmth. She is warm, yet ferocious about her students, her team and her 
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FRPPXQLW\��DQG�FRQVLVWHQWO\�FRQWULEXWHV�WR�WKH�1HZ�=HDODQG�GLDORJXH�RQ�HGXFDWLRQ��

She speaks internationally at conferences and is committed to increasing 

H[FHOOHQFH�LQ�HGXFDWLRQ�WKURXJK�OHDGHUVKLS�DQG�FDSDFLW\�EXLOGLQJ��6DUDK�IXOæOV�

every Ferocious Warmth characteristic and brings to her leadership entrepreneurial 

WKLQNLQJ�WKDW�JXLGHV�6WRQHæHOGV�WKURXJK�D�FRQVWDQW�F\FOH�RI�OHDUQLQJ��LPSURYHPHQW�

and innovation.

,�PHW�6DUDK�RQH�DIWHUQRRQ�LQ�WKH�6WRQHæHOGVØ�VWDII�URRP��D�ZHOFRPLQJ�DQG�

homely retreat. She was elbow-deep in marinade. With a parent information 

evening that night, Sarah was cooking the lamb for the shared staff meal before 

WKH�HYHQLQJØV�EXVLQHVV��7KLV�V\PEROLF�HOHPHQW�RI�6DUDKØV�OHDGHUVKLS�VFUHDPV�RI�

connection and humility in one action. Food is one of the great connectors. When 

it has the authentic hand of a leader involved in its creation, there is a humility of 

service and appreciation that is unsaid, yet felt in the act.

$�IHZ�PRUH�WKLQJV�VWDQG�RXW�IRU�PH�DV�WKH�×EH\RQG�OHDGHUVKLS����Ø�EHKDYLRXUV�

of any leader into real expansion:

Ý� 6DUDK�LV�æHUFHO\�FRPPLWWHG�WR�EXLOGLQJ�WKH�FDSDFLW\�RI�DOO�KHU�WHDP�

Ý� The whole school has a relentless focus on creating learning for their 

VWXGHQWV�DQG�HDFK�RWKHU�ZLWK�D�VWDWHG�SXUSRVH�WR�×FDXVH�OHDUQLQJØ��

Ý� 6DUDK�KDV�D�EHDXWLIXO�FRQQHFWLRQ�WR�KHU�VWXGHQWV��7KH�GD\�,�YLVLWHG�ZDV�

sunny. Rather than getting on the speaker and telling the kids ‘no hat, no 

SOD\Ø��VKH�ZDV�VLQJLQJ�D�VRQJ�WR�UHPLQG�WKHP��6PLOLQJ��WKH�NLGV�VFDPSHUHG�

off to get their hats. 

Ý� ,Q�6DUDKØV�FODVVURRP�ZDQGHUV��VKH�LV�GHHSO\�FRQQHFWHG�ZLWK�WKH�VWXGHQWV�

in their learning and the teachers in their pedagogy. 

Ý� Sarah is savvy about sticky messages. Using a graphic designer, Sarah 

had the mascots and the school values made into relevant little ‘stone 

SHRSOHØ��ZKR�DUH�UHFRJQLVHG�E\�HYHU\�VWXGHQW�DQG�IDPLO\��

Ý� $Q\RQH�FDQ�GRZQORDG�WKH�VFKRROØV�DSSURDFK�WR�WHDFKLQJ�DQG�OHDUQLQJ���,W�

outlines their values and acknowledges the evidence base underpinning 

their approach. 

Ý� Sarah draws from beyond education to test and expand her thinking. 

6KH�LV�ZKDW�-LP�.QLJKW��HGXFDWLRQDO�FRDFK�H[SHUW��ZRXOG�FDOO�D�×UDGLFDOØ�

learner.55
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Ý� With her community, Sarah revisits the essence and purpose of the school 

WR�HQVXUH�LW�UHçHFWV�WKHLU�GLYHUVH�DQG�FKDQJLQJ�SRSXODWLRQ�

Ý� 6DUDK�VKDUHV�DQ�RèFH�ZLWK�KHU�OHDGHUVKLS�WHDP��ZKHUH�WKH\�RIWHQ�ZRUN�

at a round table in the middle of the room, symbolically shouting ‘we 

FROODERUDWH�Ø��

Ý� 6WRQHæHOGV�KDV�GHYHORSHG�PDQ\�RI�WKHLU�RZQ�PHWKRGRORJLHV�DQG�

frameworks, and regularly share these with others.

Ý� Sarah and her team constantly check in with their teachers, aiming to 

balance collaborative work and cognitive load.

Ý� Sarah encourages her staff, students and parents to talk openly when 

things are tough.

Ý� Whenever Sarah is questioned, she comes at her answers like a learner, 

curious and seeking to understand more, rather than an expert.

6DUDKØV�H[SDQVLRQ�DSSURDFK�H[WHQGV�IXUWKHU��EXW�\RX�JHW�WKH�LGHD��)HURFLRXV�

Warmth!

6DUDK�DQG�KHU�WHDP�æHUFHO\�FRPPLW�WR�WKH�FRQFHSW�RI�×ZH�QHYHU�DUULYHØ��

7KH\�KDYH�FDUHIXOO\�FXUDWHG�WKLV�FXOWXUH�VLQFH�WKH�VFKRRO�RSHQHG��,W�LV�RYHUW�

and discussed often. They recruit provocative leaders and educators. This 

DGYHUWLVHPHQW�IRU�D�'HSXW\�3ULQFLSDO�DW�6WRQHæHOGV�D�IHZ�\HDUV�DJR�FOHDUO\�

articulates the hunt for a change agent and learner:

Are you comfortable being uncomfortable?
Do you enjoy being challenged and imagining  

possibilities to best serve learners?
Are you a learner and able to be a mindset provocateur 

to grow capacity in oneself and colleagues?
Continuously iterating our teaching practice can challenge educators who 

KDYHQØW�H[SHULHQFHG�DQ�RYHUW�OHDUQLQJ�FXOWXUH�ZLWKLQ�WKH�VWDII��)RU�)HURFLRXV�:DUPWK�

OHDGHUV��LWØV�DQ�HPEHGGHG�SDUW�RI�WKH�GLVFXVVLRQV��5HFUXLWLQJ�IRU�PLQGVHW�OHDGV�WR�

growing collective capacity in our teams, which sets the environment for learning 

and growth. The work is creating a thriving learning culture that says ‘we never 

DUULYHØ�
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CULTURE AND STRATEGY 
$IWHU�D�GHFDGH�RI�ZRUNLQJ�ZLWK�WHDPV�RQ�KRZ�WR�ZRUN�EHWWHU�WRJHWKHU��LW�ZDV�

clear to me that schools making the most difference to their students were those 

blending strategy and culture, collaborating together to create change in teaching 

DQG�OHDUQLQJ��$W�WKH�VDPH�WLPH��WKH�HYLGHQFH�EDVH�ZDV�PRXQWLQJ�WKDW�FROOHFWLYH�

HèFDF\�GUDPDWLFDOO\�DIIHFWV�VWXGHQW�RXWFRPHV��,Q������,�FUHDWHG�D�PRGHO�IRU�

collaborative learning cultures and published The Buzz. 

,Q�������3URIHVVRU�-RKQ�+DWWLH�DQG�WKH�9LVLEOH�/HDUQLQJ�5HVHDUFK�

UDQNHG�FROOHFWLYH�HèFDF\�DV�KDYLQJ�WKH�JUHDWHVW�HIIHFW�VL]H�DIIHFWLQJ�VWXGHQW�

achievement.���-HQQL�'RQRKRRØV�ERRN�&ROOHFWLYH�(èFDF\ is a thorough and brilliant 

H[SORUDWLRQ�RI�WKLV�DSSURDFK��+HU�GHæQLWLRQ�LV�ZRUWK�QRWLQJ�DV�SDUW�RI�WKH�([SDQVLYH�

skills of a Ferocious Warmth leader. 

Collective efficacy is evident when teachers see themselves as 
part of a team working for their students. When educators believe in their 
collective ability to lead the improvement of student outcomes, higher levels 
of achievement result.57

This work in professional learning culture is now well underway in most 

VFKRROV�DFURVV�$XVWUDOLD�DQG�1HZ�=HDODQG��OHG�E\�JOREDO�H[SHUWV�VXFK�DV�0LFKDHO�

)XOODQ��9LYLDQH�5RELQVRQ��0DU\�-HDQ�*DOODJKHU��'U�/\Q�6KDUUDWW��%HDWH�3ODQFKH�

DQG�RWKHUV��)RU�VRPH�VFKRROV�LW�LV�D�SURIRXQG�VKLIW��2YHU������HGXFDWRUV�DQG�

����VFKRROV�KDYH�WDNHQ�SDUW�LQ�P\�%X]]�GLDJQRVWLF��7KLV�GDWD�SURYLGHV�PH�DQG�

WKH�VFKRROV�LQVLJKW�LQWR�WKH�EXLOGLQJ�RI�7KH�%X]]�FROODERUDWLYH�FXOWXUH��JURZWK�DQG�

learning mindset, a compelling environment for learning and authentic dialogue. 

Learning cultures require the draw from ferocity to lift standards and the warmth to 

create an environment of safety to learn.

$�VWURQJ�H[SDQGLQJ�OHDUQLQJ�FXOWXUH�GUDZV�IURP�DQRWKHU�GXDOLW\��FXOWXUH�DQG�

VWUDWHJ\��2I�FRXUVH��WKLV�LV�PRVW�HIIHFWLYH�ZKHQ�WKH�VWUDWHJ\�LV�FUHDWHG�E\�DQG�IRU�

WKH�ZKROH�VFKRRO�FRPPXQLW\��([DPSOHV�OLNH�WKH�1RUWKHUQ�7HUULWRU\�RI�$XVWUDOLD�OHDG�

WKH�ZD\�LQ�VWXGHQW�YRLFH�LQYROYHPHQW�ZLWK�VWUDWHJ\��6WXGHQW�/HDUQLQJ�$PEDVVDGRUV�

discuss, dissect and address data and pose solutions to the department for future 

strategic direction. With the important issues of engagement, wellbeing and 

motivation of both students and teachers impacting on organisational success, 

FXOWXUH�LV�WKH�FULWLFDO�FRPSRQHQW�WKDW�EULQJV�VWUDWHJ\�WR�OLIH��,W�EXLOGV�WKH�VRFLDO�



T R A C E Y  E Z A R D

21
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FDSLWDO�WKDW�HQDEOHV�SHRSOH�WR�GR�JUHDW�WKLQJV�WRJHWKHU��,I�ZH�ZRUN�RQ�FRFUHDWLQJ�

the strategy of the organisation we can affect culture, because we tap into a vital 

ZD\�WR�VWUHQJWKHQ�SHRSOHØV�HQJDJHPHQW�DQG�VHQVH�RI�SXUSRVH��LQFUHDVHG�YRLFH�DQG�

recognition of their value.

,I�ZH�LQVLVW�RQ�VWUDWHJ\�RQO\�EHLQJ�GHYHORSHG�DQG�VKDSHG�E\�OHDGHUV��RU�WKH�

×VFKRRO�LPSURYHPHQW�WHDPØ��ZLWK�QR�LQSXW�IURP�WKH�SHRSOH�GRLQJ�WKH�ZRUN��ZH�HQG�

up with words on a page that no one pays any attention to. Strategy created by a 

IHZ�SHRSOH�LQ�D�FORVHG�URRP�ZRQØW�FUHDWH�WKH�PRPHQWXP�ZH�QHHG�IRU�VXFFHVV��

%XW�FROODERUDWLRQ�EXLOGV�SURIHVVLRQDO�WUXVW��7UXVW�EXLOGV�DV�ZH�HQJDJH�LQ�JUHDWHU�

discussion. Schools that made big leaps in creating professional learning cultures 

QRZ�QHYHU�FUHDWH�D�VWUDWHJ\�ZLWKRXW�ULJRURXV�H[SORUDWLRQ�RI�WKH�FXUUHQW�VWDWH��$OO�RI�

the voices at the table must explore scan, then focus on the priority areas of need. 

This is emotional and strategic intelligence in concert together. 

$W�D�YHU\�EDVLF�OHYHO��FROODERUDWLRQ�DYRLGV�SHRSOH�ZKLQJLQJ�DERXW�HGLFWV�IURP�

DERYH�DQG�FKDQJHV�IRU�QR�JRRG�UHDVRQ���,Q�WKLV�HQYLURQPHQW��HYHU\RQH�VKRXOG�IHHO�

heard and have the opportunity to share ideas in robust discussion. The evidence 

base is clear that the effect on students is far greater when education staff work 

together as collective change agents, rather than as individuals.

BRINGING STRATEGY AND CULTURE TOGETHER IS ABOUT CULTIVATING CONVERSATIONS 
THAT CONNECT PEOPLE TO PURPOSE AND PEOPLE TO PEOPLE.

COLLABORATION IS LEARNING OUT LOUD
Collaboration is all about learning deeply together. When we come together 

as professionals seeking to improve our impact, we share our thinking and 

DSSURDFKHV��FKDOOHQJHV�DQG�VWUHQJWKV��,WØV�DERXW�EXLOGLQJ�RXU�OHDGHUVKLS�DQG�

teaching toolkits to shape teaching and learning. The dialogue is critical, as is the 

trust and purpose behind working together.

LEADING THE LEARNING
While some schools are only just starting to get out of classroom silos, many have 

been on the path of collaborative professional learning for a number of years. 

,Q�������0LFKDHO�)XOODQ�ZURWH��
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”

‘Collaborative cultures are ones that focus on building the capacity for 
continuous improvement and are intended to be a new way of working and 
learning. They are meant to be enduring capacities, not just another program 
innovation.’ 58

Schools with these capacities cannot imagine going back to an individualistic 

approach to the classroom. Whole school improvement, innovative practice, 

transformation of teaching and learning, inter-disciplinary approaches – none of 

these can be achieved without collaboration at their foundation.

Collaboration encourages deep dialogue about our own beliefs, our teaching 

and learning strategies and, for leaders, our leadership strategies. Unfortunately, my 

æQGLQJV�LQ�7KH�%X]]�GLDJQRVWLF�RI�RYHU������HGXFDWRUV�LQGLFDWHV�ZH�KDYH�D�ZD\�

to go. The statements that trend downward, no matter the level of collaborative 

culture, are:

���×,�DP�FRQæGHQW�WR�VSHDN�XS�ZKHQ�,�VHH�EHKDYLRXU�HURGLQJ�RXU�VFKRROØV�

SURIHVVLRQDO�FXOWXUH�Ø

���×,�WUXVW�P\�FROOHDJXHVØ�LQWHQWLRQV�Ø

���×$V�D�VFKRRO�ZH�DFWLYHO\�VHHN�WR�FKDOOHQJH�HDFK�RWKHUØV�WHDFKLQJ�DQG�

OHDUQLQJ�VWUDWHJLHV�XVLQJ�HYLGHQFH�WR�LQIRUP�RXU�GLDORJXH�Ø

The lowest response across all respondents?

���×:H�DFWLYHO\�HQFRXUDJH�SHGDJRJLFDO�GHEDWH�LQ�RXU�PHHWLQJV�Ø

Collaboration is about transforming and expanding teaching and learning, yet 

PDQ\�VFKRROVØ�WHDPV�VLPSO\�FRRSHUDWH��7KH\�KDYH�WURXEOH�OLIWLQJ�EH\RQG�VKDULQJ�

UHVRXUFHV�DQG�JHWWLQJ�WR�WKH�VSDFH�RI�×OHDUQLQJ�RXW�ORXGØ�ZLWK�HDFK�RWKHU�

BEYOND COOPERATION
7KH�&ROODERUDWLRQ�&RQWLQXXP�LV�XVHIXO�WR�UHçHFW�RQ�ZKHUH�WKH�ZRUN�LQ�DQ\�

SDUWLFXODU�VFKRRO�RU�V\VWHP�LV�QHHGHG��:HØUH�DLPLQJ�IRU�WKHbWRS�WZR�OHYHOV��FR�

creation and collective capacity.
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)LJXUH�����&ROODERUDWLRQ�&RQWLQXXP��7UDFH\�(]DUG������

+HUHØV�DQ�RYHUYLHZ�RI�WKH�OHYHOV��VWDUWLQJ�DW�WKH�GUHDGHG�ERWWRP�

CORROSION
,WØV�D�SLW\�ZH�QHHG�WKLV�OHYHO�DW�DOO��EXW�XQIRUWXQDWHO\�FRUURVLYH�HQYLURQPHQWV�H[LVW��

When this happens at a leadership level, the whole school is in intense pain with 

powerplays and egos running rampant, creating havoc on any plans to work 

WRJHWKHU�Õ�WRR�PXFK�IHURFLW\�DQG�QRW�HQRXJK�ZDUPWK��2SSRUWXQLWLHV�WR�FROODERUDWH�

are derailed by lack of trust and poor behaviour. 

0\�QLHFH�ZDV�RQ�WKH�UHFHLYLQJ�HQG�RI�WKLV�FRUURVLRQ��$�<HDU����(QJOLVK�LQWHUQDO�

assessment, set by one English teacher, was on completely different topics to that 

which the other English class had been studying for. The reason: lack of any sort of 

SURIHVVLRQDO�FRPPXQLFDWLRQ�RU�UHODWLRQVKLS�EHWZHHQ�WKH�WHDFKHUV��,Q�WKH�ZRUGV�RI�

D�IXULRXV����\HDU�ROG��×:H�NQRZ�WKH\�KDWH�HDFK�RWKHU�Ø�+RZØV�WKDW�IRU�DQ�H[DPSOH�RI�

toxic interpersonal relationships affecting student futures?
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CO-EXISTENCE
$W�WKLV�OHYHO�WKHUHØV�OLWWOH�RU�QR�LQWHUDFWLRQ�EHWZHHQ�FROOHDJXHV�EH\RQG�EHLQJ�SDUW�

of a group that co-exist in the same space or content. Co-existence still happens 

LQ�PDQ\�VFKRROV��7KH�<HDU���VFLHQFH�WHDFKHU�VLWV�QH[W�WR�DQRWKHU�<HDU���VFLHQFH�

teacher in a staff room, yet they never discuss how they teach concepts and 

differentiate, or share strategies that help students engage. The reasons? Some of 

LW�LV�VLPSO\�KLVWRULFDO�Õ�×ZH�GRQØW�GR�WKDW�DURXQG�KHUHØ��2U�SHUKDSV�WKHLU�UHODWLRQVKLS�

GRHVQØW�H[WHQG�EH\RQG�FLYLOLW\��7KH\�GRQØW�NQRZ�HDFK�RWKHU�DQG�GRQØW�VHHN�WR�æQG�

RXW��$W�WKH�RWKHU�HQG�RI�WKH�VSHFWUXP��EXW�ZLWK�WKH�VDPH�LPSDFW��WKH\ØUH�JRRG�

IULHQGV�DQG�GRQØW�JR�QHDU�WKH�WHDFKLQJ�DQG�OHDUQLQJ�GLVFXVVLRQ��6R��WKH\�VLPSO\�ERE�

along in their comfort zone, not realising that gold is uncovered when we can learn 

from each other.

COOPERATION AND CO-ORDINATION
:KHQ�RUJDQLVDWLRQV�VD\�WKH\ØUH�FROODERUDWLQJ��FRRSHUDWLRQ�DQG�FR�RUGLQDWLRQ�LV�

ZKDW�WKH\ØUH�XS�WR��:KLOH�WKHVH�WZR�OHYHOV�DUH�LPSRUWDQW��WKH\ØUH�RQO\�DQ�LPPDWXUH�

version of collaboration. Transactional rather than transformative, knowledge and 

information is shared and discussed. Work tasks, such as planning, are divided 

between members to use time more effectively and build consistency. Duplication 

of thinking and delivery moves toward collective and integrated approaches. 

,QIRUPDWLRQ�LV�GLVVHPLQDWHG�DQG�GLVFXVVHG�IRU�FR�RUGLQDWLRQ�DQG�PDQDJHPHQW�

SXUSRVHV��,QWHUDFWLRQ�LV�DERXW�VPRRWK�SURFHVVHV�DQG�RUJDQLVDWLRQDO�LVVXHV�

CO-CREATION – TOGETHER YOU AND I CREATE BETTER
Discussion and activity are centred on working and learning together to create 

more effective and targeted ways of working, resulting in more effective outcomes. 

This is collaboration. Teaching teams dive into pedagogical discussions to improve 

student learning, using evidence to guide the conversation. Psychological safety is 

critical for all members to have a voice.

COLLECTIVE CAPACITY – LEARNING FROM OUR COLLECTIVE WISDOM
$W�WKLV�WRS�OHYHO��ZH�EXLOG�RXU�RZQ�DQG�HDFK�RWKHUØV�FDSDFLW\��:H�DFWLYHO\�VHHN�WR�

learn from each other and test our thinking and judgement. We test new ways of 
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working and support each other to try new ways of teaching, assessing impact on 

learning. We are actively modelling a collective growth mindset. The work evolves 

DQG�WUDQVIRUPV��7KLV�LV�WKH�WUXH�QDWXUH�RI�D�FROODERUDWLYH�FXOWXUH�Õ�ZHØUH�DOO�VHHNLQJ�

continuous improvement and growth, together.

Rêflêctîön päûsê ...
Where does your team sit? Your whole school? Where is co-creation critical? How could you lead 

this work by modelling growth in your sphere of influence?
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chäptêr UISFF

WHAT STOPS 
US LEARNING 
TOGETHER?

,Q�P\�ZRUN�ZLWKbVFKRROV�DQG�V\VWHPV��,�KDYH�IRXQG�WKDW�WKH�ELJJHVW�EDUULHU�WR�XV�

ZRUNLQJ�PRUH�FROODERUDWLYHO\�LV�RXU�PLQGVHW�DQG�WKH�HQYLURQPHQW��$V�HGXFDWRUV��

ZH�SULGH�RXUVHOYHV�RQ�NQRZLQJ�RXU�×VWXIIØ�DQG�ZRUN�KDUG�DW�SURYLGLQJ�WKH�EHVW�

SRVVLEOH�OHDUQLQJ�IRU�RXU�VWXGHQWV��<HW�ZKHQ�ZH�æUVW�VWDUW�OHDUQLQJ�PRUH�GHHSO\�

as a collective, we can experience interesting internal dialogue. Using stronger 

HYLGHQFH�DV�D�EDVLV�IRUbGLVFXVVLRQ�DQG�DFWLRQ�FDQ�EH�FRQIURQWLQJ��×,V�ZKDW�,ØP�

GRLQJ�JRRGbHQRXJK"Ø�×,V�ZKDW�,ØYH�EHHQbGRLQJ�DOO�WKHVH�\HDUV�ULJKW"Ø�×,�IHHO�YHU\�

XQFRPIRUWDEOH�ZLWK�WKLV�OHYHO�RI�GLVFXVVLRQ�RQ�P\�SURIHVVLRQDO�MXGJHPHQW�Ø�

3URIHVVRU�'\ODQ�:LOLDP��(PHULWXV�3URIHVVRU�RI�(GXFDWLRQDO�$VVHVVPHQW��

University College London, puts this into a powerful statement that emphasises 

key cultural and leadership work:

 ‘If we create a culture where every teacher believes they need to 
improve, not because they are not good enough but because they can be even 
better, there is no limit to what we can achieve.’ 59

)URP�WDONLQJ�ZLWK�WKRXVDQGV�RI�HGXFDWRUV�,�NQRZ�WKHUH�LV�WUXWK�LQ�WKLV�

VWDWHPHQW��&ROODERUDWLYH�FXOWXUHV�DUH�ERUQ�KHUH��$QG�LWØV�ZKHUH�WKH�OHDUQLQJ�

LQWHOOLJHQFH�RI�)HURFLRXV�:DUPWK�OHDGHUV�FRPHV�LQWR�VKDUS�IRFXV��7KLV�LV�7KH�%X]]��
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)LJXUH�����(OHPHQWV�RI�D�7KULYLQJ�/HDUQLQJ�&XOWXUH��7UDFH\�(]DUG������

WHERE SHOULD WE FOCUS?
'XULQJ�P\�æIWHHQ�\HDUV�RI�REVHUYLQJ�WKLV�ZRUN�LQ�DFWLRQ�SOXV�GDWD�IURP�7KH�%X]]�

GLDJQRVWLF�DQG�RWKHU�HYLGHQFH�EDVHG�UHVHDUFK��,�GLVFRYHUHG�WKUHH�SLOODUV�DUH�WKH�

foundation for a thriving collaborative culture:

���� $�FROOHFWLYH�JURZWK�PLQGVHW�WKDW�H[SDQGV�RXU�WKLQNLQJ�LQGLYLGXDOO\�DQG�

collectively.

���� $�FRPSHOOLQJ�HQYLURQPHQW�LQ�ZKLFK�ZH�DUH�GUDZQ�WR�OHDUQLQJ�WRJHWKHU��GXH�

to the processes, protocols and energy we bring to the table.

���� $XWKHQWLF�GLDORJXH�ZKHUH�ZH�IRFXV�RQ�GLVFXVVLQJ�WKH�WKLQJV�WKDW�KHOS�XV�

expand our impact on student learning.

When these three come together, we create psychological safety for learning, 

focus on the right things and build forward momentum.

PSYCHOLOGICAL SAFETY
$W�WKH�LQWHUVHFWLRQ�RI�D�JURZWK�PLQGVHW�DQG�D�FRPSHOOLQJ�HQYLURQPHQW�VLWV�

SV\FKRORJLFDO�VDIHW\��$Q\�GLDORJXH�LV�LQçXHQFHG�E\�WKH�PLQGVHW�ZLWK�ZKLFK�ZH�HQWHU�

LW��2XU�PLQGVHW�FDQ�EH�DIIHFWHG�E\�WKH�HQYLURQPHQW�ZH�DUH�D�SDUW�RI��

+DYH�\RX�HYHU�EHHQ�HQJDJHG�LQ�DQ�LQWHUHVWLQJ��RSHQ�GLVFXVVLRQ�ZLWK�D�JURXS�
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of people, only for the environment to totally change when one person walked in 

the room? When we make it safe to contribute and create processes for learning, 

psychological safety begins and cultures of toxicity, avoidance and blame weaken.

Fortunately, the psychological safety is now coming into consciousness. 

$PSOH�PHGLD��DUWLFOHV�DQG�UHIHUHQFHV�IURP�*RRJOHØV�3URMHFW�$ULVWRWOH�UHVHDUFK�RQ�

KLJK�SHUIRUPLQJ�WHDPV�DQG�3URIHVVRU�$P\�(GPRQGVRQØV�UHVHDUFK�DQG�ZULWLQJ�RQ�

psychological safety prove what we know intuitively as classroom educators. We 

IHHO�VDIH�WR�VSHDN�DQG�PDNH�PLVWDNHV�ZKHQ�ZHØUH�DEOH�WR�EULQJ�RXU�DXWKHQWLF�VHOI�

WR�WKH�WDEOH��3URIHVVRU�$P\�(GPRQGVRQ��1RYDUWLV�3URIHVVRU�RI�/HDGHUVKLS�DQG�

0DQDJHPHQW�DW�+DUYDUG�%XVLQHVV�6FKRRO��LV�D�OHDGLQJ�UHVHDUFKHU�DQG�H[SHUW�LQ�

SV\FKRORJLFDO�VDIHW\��KLJK�SHUIRUPDQFH�WHDPV�DQG�OHDUQLQJ�FXOWXUHV��+HU�GHæQLWLRQ�

RI�SV\FKRORJLFDO�VDIHW\�LV��×$�FOLPDWH�ZKHUH�SHRSOH�IHHO�VDIH�HQRXJK�WR�WDNH�

LQWHUSHUVRQDO�ULVNV�E\�VSHDNLQJ�XS�DQG�VKDULQJ�FRQFHUQV��TXHVWLRQV��RU�LGHDV�Ø���

Easy to say, perhaps harder to do.

EXPANDING PSYCHOLOGICAL SAFETY
The whole leadership team needs to be able to create safety for deep discussion. 

Team leaders are the shapers of this environment, yet many are not sure how to 

facilitate conversations that are open and robust. Professional learning cultures 

end up looking like one person telling people what to do with others either nodding 

compliantly or silently resisting. True collaborative cultures provide opportunity for 

voice and input, query and exploration.

Robust ideological debate stems directly from psychological safety and helps 

XV�GHYHORS�DQWLIUDJLOLW\��<HW�7KH�%X]]�GLDJQRVWLF�VKRZV�WKDW�WKH�VWDWHPHQWV��×$V�D�

VFKRRO�ZH�DFWLYHO\�VHHN�WR�FKDOOHQJH�HDFK�RWKHUØV�WHDFKLQJ�DQG�OHDUQLQJ�VWUDWHJLHV�

XVLQJ�HYLGHQFH�WR�LQIRUP�RXU�GLDORJXHØ�DQG�×DV�D�VFKRRO�ZH�HQFRXUDJH�SHGDJRJLFDO�

GHEDWHØ�UHFHLYH�WKH�ORZHVW�RYHUDOO�VFRUHV��,I�WKHVH�VKDSH�DQG�VKLIW�FODVVURRP�

practice, then our ability to create this challenge space is crucial.

7LPRWK\�5��&ODUNØV�ERRN��The 4 Stages of Psychological Safety��, outlines the 

OHYHOV�ZH�PRYH�WKURXJK�DV�D�FXOWXUH�RI�VDIHW\�PDWXUHV��$V�\RX�UHDG�&ODUNØV�OHYHOV�DQG�

my link to collaborative work, you might like to consider three circles of culture. Your 

school culture (focussed on student/student and student/ teacher relationships), your 

staff learning culture (collegiate culture) and your community culture. 



T R A C E Y  E Z A R D

29

STAGE 1: INCLUSIVE SAFETY 
×7KH�QHHG�WR�IHHO�DFFHSWHG�SUHFHGHV�WKH�QHHG�WR�EH�KHDUG�Ø�

When people feel they cannot get approval from others, they seek attention, 

even through destructive means. This correlates to the corrosion level at the very 

bottom end of the Collaboration Continuum.

STAGE 2: LEARNER SAFETY
‘When the environment belittles, demeans or harshly corrects people in the 

OHDUQLQJ�SURFHVV��OHDUQHU�VDIHW\�LV�GHVWUR\HG�Ø�

:KHQ�VFKRRO�VWDII�VWDUW�ZRUNLQJ�ZLWK�7KH�%X]]��ZH�FROOHFWLYHO\�LQYHVWLJDWH�

DQG�LGHQWLI\�WKH�VDIHW\�QHWV�WKDW�QHHG�WR�EH�LQ�SODFH�IRU�OHDUQHU�VDIHW\��2QH�RI�WKH�

ELJJHVW�VKLIWV�LV�WKH�TXDOLW\�RI�WKH�FRQYHUVDWLRQV�SHRSOH�XQGHUWDNH��,V�WKHUH�SHUVRQDO�

UHVSRQVLELOLW\��DFFRXQWDELOLW\�DQG�HQJDJHPHQW"�2U�LV�WKH�HQYLURQPHQW�IXOO�RI�WKH�

'%-V�Õ�GHQLHV��EODPHV�DQG�MXVWLæFDWLRQV"�+HUH��WKH�ZRUN�IRU�PRVW�VFKRROV�LV�WR�

enable the safety of every learner – student and adult. Tragically, there are far too 

many students who do not feel learner safety, fearing being made to look stupid, 

thus not engaging in learning.

STAGE 3: CONTRIBUTOR SAFETY
×$V�WKH�LQGLYLGXDO�GHPRQVWUDWHV�FRPSHWHQFH��WKH�RUJDQLVDWLRQ�QRUPDOO\�JUDQWV�

PRUH�DXWRQRP\�WR�FRQWULEXWH�Ø�

7KLV�LV�DQ�LQWHUHVWLQJ�VSDFH�IRU�VFKRROV��,Q�P\�H[SHULHQFH��LWØV�GHSHQGHQW�RQ�

two main factors: 

���� +RZ�VWURQJO\�D�VFKRRO�LV�WLHG�WR�D�KLHUDUFK\��)RU�H[DPSOH��D�KHDG�RI�

IDFXOW\ØV�FRQWULEXWLRQ�WR�D�GLVFXVVLRQ�PD\�EH�PRUH�YDOXHG�WKDQ�D�

classroom teacher. 

2. The cultural hierarchy, such as the cool kids in the staff room, the more

×DFDGHPLFØ�VXEMHFW�H[SHUWV��WKH�YRFDO��KDYLQJ�PRUH�LQçXHQFH��

%\�WKH�WLPH�ZHØYH�GHYHORSHG�WKH�æUVW�WZR�VWDJHV�RI�LQFOXVLYH�DQG�OHDUQHU�

VDIHW\��ZH�FDQ�DVVXPH�WKDW�FXOWXUDO�KLHUDUFK\�KDV�çDWWHQHG�VXFK�WKDW�FROODERUDWLYH�

GLVFRXUVH��VKDUHG�OHDUQLQJ�DQG�H[SORUDWLRQ�VWDUW�WR�ç\�

:LWKRXW�FRQWULEXWRU�VDIHW\��RXU�LQQHU�YRLFH�RI�×QRW�JRRG�HQRXJKØ�FDQ�UXQ�

UDPSDQW��,�DVNHG�WKH�WHDFKHUV�DW�D�VFKRRO�ZLWK�D�VWURQJ�SURIHVVLRQDO�OHDUQLQJ�
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culture to open up their inner voice to each other in a visual process. They 

generously shared the voices in their heads that stopped them from contributing: 

Ý� :KDW�LI�,�ORRN�VWXSLG"�

Ý� :KDW�LI�,ØP�ZURQJ"�

Ý� 0\�LGHDV�DUHQØW�JRRG�HQRXJK�

Ý� ,V�DQ\RQH�HYHQ�OLVWHQLQJ"�

Ý� Everyone else is much more of an expert.

7KH�OLVW�JRHV�RQ��1RW�RQO\�GR�ZH�QHHG�WR�FKDQJH�WKH�YRLFHV�LQ�RXU�KHDGV�DERXW�

our worth, but also the way we treat others. 

Rêflêctîön päûsê ...
Do you treat everyone as ‘competent to contribute’? Who misses out? Who doesn’t have a voice? 

No judgement, just exploration.

$XWKHQWLF�VWXGHQW�YRLFH�DQG�DJHQF\�DSSURDFKHV�DOVR�FKDOOHQJH�WKH�ORQJ�

KHOG�EHOLHIV�DERXW�ZKR�LV�×FRPSHWHQWØ�WR�FRQWULEXWH��6FKRROV�DUH�FKDQJLQJ�WKHLU�

conversations with students, valuing their input authentically and openly. 

STAGE 4: CHALLENGER SAFETY  
×3HUPLVVLRQ�WR�FKDOOHQJH�WKH�VWDWXV�TXR�Ø�

,�FDOO�WKLV�WKH�DELOLW\�WR�KDYH�×UREXVW�LGHRORJLFDO�GHEDWHØ��� that challenges 

thinking and beliefs. Clark says this stage is best built in at the beginning of a 

WHDPØV�IRUPDWLRQ��0\�RZQ�UHVHDUFK�FRQFXUV��7KH�ODFN�RI�WKHVH�EHKDYLRXUV�UHçHFW�

WKH�WZR�ORZHVW�VFRUHV�RI�RYHU�����VFKRROV�LQ�WKH�GLDJQRVWLF��×$V�D�VFKRRO�ZH�DFWLYHO\�

VHHN�WR�FKDOOHQJH�HDFK�RWKHUØV�WHDFKLQJ�DQG�OHDUQLQJ�VWUDWHJLHV�XVLQJ�HYLGHQFH�WR�

LQIRUP�RXU�GLDORJXHØ�DQG�×DV�D�VFKRRO�ZH�HQFRXUDJH�SHGDJRJLFDO�GHEDWHØ��
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CHALLENGING THINKING
:KHQ�ZHØYH�DFKLHYHG�psychological safety we authentically step into co-creation 

as a team. Real collaboration that challenges current paradigms intentionally looks 

WR�HYROYH�WKH�FXUUHQW�VLWXDWLRQ��,W�FRPHV�WR�OLIH�LQ�D�ULFK�OHDUQLQJ�HQYLURQPHQW��ZKHUH�

failure and mistakes are critical parts of the journey. Challenging our assumptions, 

beliefs, frameworks and processes is important in a robust learning culture. 

+RZ�GR�ZH�VWRS�WKH�KDELWXDO�G\QDPLFV"��

+HUH�ZH�DUH��ZDQWLQJ�WR�FKDOOHQJH�VWDWXV�TXR�WKLQNLQJ�WKDWØV�RXWGDWHG�RU�FRXOG�

GR�ZLWK�D�JRRG�×ORRNLQJ�DWØ��%XW�ZHØUH�ZDU\�Õ�ZH�GRQØW�ZDQW�WR�FUHDWH�:RUOG�:DU�,,,�RU�

KDYH�SHRSOH�WKLQN�ZHØUH�×KDYLQJ�D�JRØ�DW�WKHP��:H�QHHG�JRRG�UREXVW�GHEDWH�ZLWKRXW�

WKH�EDJJDJH���,I�ZHØYH�DOUHDG\�FUHDWHG�VDIHW\�IRU�SHRSOHØV�YRLFHV�WKHQ�VKLIWLQJ�RXU�

habits requires just two tweaks:

TAKE AN EXPLICIT GROUP CHALLENGER STANCE 
$V�D�JURXS��DUWLFXODWH�WKDW�\RXØUH�FUHDWLQJ�D�FKDOOHQJH�VSDFH��ZKHUH�FKDOOHQJLQJ�WKH�

norm is invited. Ensure the group decides the most effective way to act and react 

in this space. Make sure everyone has said what they need to safely voice their 

thoughts and feelings. 

DROP ONE LITTLE LETTER
7KLV�LV�WKH�ELJ�VKRUWFXW�WR�JHWWLQJ�HYHU\RQH�LQYROYHG��:KHQ�\RXØUH�WRVVLQJ�WKLQJV�

DURXQG�DQG�ZDQW�WR�LQFUHDVH�WKH�JURXSØV�SHUVSHFWLYH��XQHDUWK�DVVXPSWLRQV�RU�SXOO�

things apart, just drop one little letter. Too often we challenge thinking by coming 

IURP�DQ�×,Ø�SRVLWLRQ��VD\LQJ��×,ØG�OLNH�WR�FKDOOHQJH�\RXU�WKLQNLQJ�Ø�7KHUHØV�D�SHVN\�×\Ø��

8QOHVV�\RXØYH�ZRUNHG�KDUG�DW�VHWWLQJ�XS�SV\FKRORJLFDO�VDIHW\�IRU�FKDOOHQJH��RIWHQ�

division, expectation of criticism and fear of judgement raise their ugly heads. 

&KDQJH�WKH�VWDWHPHQW�WR��×,ØG�OLNH�WR�FKDOOHQJH�RXU�WKLQNLQJØ�DQG�WKH�ZRUOG�

VKLIWV�IURP�MXGJHPHQW�WR�ZRQGHULQJ�DQG�FXULRVLW\��2XU�ZLOOLQJQHVV�WR�FKDOOHQJH�RXU�

own thinking models the debate and deep-dialogue space we often desperately 

VHHN�IURP�RXU�WHDPV��%H�SUHSDUHG�IRU�WKH�PLFURVFRSH�WR�WXUQ�RQ�RXUVHOYHV�

DORQJ�ZLWK�HYHU\RQH�HOVH��,W�FUHDWHV�SDUWQHUVKLS�DQG�H[SORUDWLRQ��QRW�FRQçLFW�DQG�

defensiveness. 
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6KLIWLQJ�ODQJXDJH�IURP�\RX�WR�RXU��,�WR�ZH��PH�WR�ZH��FKDQJHV�FXOWXUH�DQG�

enables collaboration. Ferocious Warmth leaders continually challenge their own 

WKLQNLQJ�æUVW��QRW�RWKHU�SHRSOHØV�

6XUHO\�LW�FDQØW�EH�WKDW�VLPSOH"�

2IWHQ�LW�LV��6RPHWLPHV�LWØV�WKH�VLPSOHVW�WKLQJV�WKDW�PDNH�WKH�ELJJHVW�LPSDFW���

,�KDYH�IRXQG�WKDW�)HURFLRXV�:DUPWK�OHDGHUV�FUHDWH�WKLV�SV\FKRORJLFDO�VDIHW\�

DQG�D�FXOWXUH�RI�7KH�%X]]�WKURXJK�WKH�OHQV�RI�PLQGVHW��HQYLURQPHQW�DQG�GLDORJXH��

0RUH�WKDQ�EHKDYLRXUV��LWØV�D�YLEUDWLRQ��7KH\ØUH�DEOH�WR�GLVFXVV�ZLWK�WKHLU�WHDPV�

ZKDW�GRHV�DQG�GRHVQØW�FUHDWH�VDIHW\�IRU�SHRSOH��DQG�IHURFLRXVO\�SURWHFW�LW�ZKHQ�

LWØV�WKUHDWHQHG��:DUPWK�HQFRXUDJHV�HYHU\RQH�WR�YRLFH�WKHLU�LGHDV�ZLWKRXW�IHDU�RI�

UHWULEXWLRQ�RU�ULGLFXOH��)HURFLW\�VWHSV�LQ�ZKHQ�SHRSOH�IDOO�EHORZ�WKDW�OLQH��,W�GRHV�QRW�

VWHS�RYHU�RU�LJQRUH�EHKDYLRXU�WKDW�VKRXOG�EH�GHDOW�ZLWK��*HQHUDO�0RUULVRQØV�IDPRXV�

TXRWH�RI�×7KH�VWDQGDUG�\RX�ZDON�SDVW�LV�WKH�VWDQGDUG�\RX�DFFHSWØ�LV�D�PDQWUD�

WKDW�KROGV�)HURFLRXV�:DUPWK�OHDGHUV�VWHDG\�LQ�WKH�IDFH�RI�GLèFXOW�FRQYHUVDWLRQV��

6LPLODUO\��%UHQ«�%URZQØV�×:KDW�VWDQGV�LQ�WKH�ZD\�EHFRPHV�WKH�ZD\Ø��� encourages 

us to stand by the behaviours we want as the norm. Ferocious Warmth leaders lift 

the bar and support people to reach for it.

NORMS THAT STICK
2QH�RI�P\�IDYRXULWH�)HURFLRXV�:DUPWK�OHDGHUV��$QWKRQ\�6LPRQH�DW�+DUYHVW�+RPH�

Primary School in Epping, Victoria, co-created professional learning principles 

DQG�SURWRFROV�ZLWK�KLV�WHDP�ZKHQ�WKH�VFKRRO�ZDV�VHW�XS�IRXU�\HDUV�DJR��+DUYHVW�

+RPHØV�æYH�YDOXHV�RI�DFKLHYHPHQW��FRRSHUDWLRQ��DFFHSWDQFH��UHVSRQVLELOLW\�DQG�

integrity were created with the community, and represent the foundations of a 

WKULYLQJ�DQG�G\QDPLF�VFKRRO��7KH�SULQFLSOHV�DQG�SURWRFROV�DUH�EDVHG�RQ�WKHLU�æYH�

values and, as a Ferocious Warmth teaching and leadership team, they speak these 

YDOXHV�UHJXODUO\��7KH�UHVXOWV�IURP�+DUYHVW�+RPH�LQ�7KH�%X]]�GLDJQRVWLF�SXWV�WKHP�

on the highest rung of the culture ladder – Committed Collaboration – one of only 

a handful of many schools surveyed. The staff see evidence of high results in all 

WKUHH�DUHDV�RI�7KH�%X]]��D�FROOHFWLYH�JURZWK�PLQGVHW��D�FRPSHOOLQJ�HQYLURQPHQW�IRU�

learning, and authentic and student-focussed dialogue.

6RPHWLPHV�,�VHH�WHDPV�XVH�SURWRFROV�DQG�QRUPV�LQ�D�ZD\�WKDW�PDNHV�PH�IHHO�

D�ELW�F\QLFDO��PDLQO\�EHFDXVH�,�VHH�PDQ\�VWUXJJOLQJ�WR�VSHDN�XS�LQ�PHHWLQJV��7KH\ØUH�
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information downloads, not collaboration. The statements become not worth the 

SDSHU�WKH\ØUH�SULQWHG�RQ��1R�RQH�ORRNV�DW�WKHP�EH\RQG�FKHFNLQJ�RII�WKH�OLVW�RI�

×WKLQJV�JRRG�WHDPV�GR�DW�WKH�VWDUW�RI�WKH�\HDUØ��%XW�WKH�+DUYHVW�+RPH�VWDWHPHQWV�

have a lot of heart, are discussed regularly, visually accessible all around the school, 

DQG�XVHG�WR�DVVHVV�DQG�NHHS�WKHPVHOYHV�DFFRXQWDEOH��,PSRUWDQWO\��WKH\�FRQWLQXH�

to sharpen review and are tweaked to respond to the needs of the staff and the 

students. Through collaborative reviews, the statements morph every year using 

surveys to keep tabs on how the Professional Learning Communities are meeting 

these. 

+DUYHVW�+RPH�WHDPV�OLYH�WKHLU�×ZD\�ZH�ZRUNØ�VWDWHPHQWV��<RX�FDQ�IHHO�LW��KHDU�

it, see it as they work together.

Rêflêctîön päûsê ...
Do your ‘norms’ or ‘team agreements’ mean anything? 

When you participate in a meeting of these teams, do you see them in action?

If not, how will you tackle this? What ferocity or warmth will you bring in to help your teams live 

their norms and pursue them, not just write it down?

,�VHH�WHDPV�PDNH�KXJH�EUHDNWKURXJKV�ZKHQ�WKH\�FRQFHQWUDWH�RQ�WKH�TXDOLW\�

RI�WKHLU�WHDP�FXOWXUH��:KHQ�ZH�H[SORUH�ZKDWØV�KDSSHQLQJ�LQ�RXU�EUDLQV��ZKHQ�ZH�DUH�

in a state of learning and openness compared to fear and shut down, we discover 

how we should do the what of our work. 

,WØV�DERXW�WUXVW��FRQQHFWLRQ�DQG�OLIWLQJ�H[SHFWDWLRQV�ZLWK�RQH�DQRWKHU��,WØV�DERXW�

KRQHVW�UHçHFWLRQV�DQG�FDQGRXU��,W�H[SDQGV�XV�DV�D�FROOHFWLYH�

The extraordinary work of creating amazing results follows. 
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“
EXPANDING LEADERSHIP CAPACITY IN OTHERS
Ferocious Warmth leaders build capacity in leadership. They also inspire people 

WR�ZDQW�WR�EHFRPH�OHDGHUV��,Q�VRPH�VFKRROV��SHRSOH�VHH�OHDGHUVKLS�DV�D�EXUGHQ��

VRPHWKLQJ�VR�KDUG�DQG�FKDOOHQJLQJ�WKDW�RQO\�D�VDGLVW�ZRXOG�GR�LW��,Q�VRPH�SODFHV�

there is also a level of competition between the leaders, which creates a lack of 

trust and openness.

FEROCIOUS WARMTH LEADERS BUILD MORE LEADERS.

Some wise words from Piet Langstraat, Former Superintendent of Red Deer, 

$OEHUWD�DQG�9LFWRULD��%ULWLVK�&ROXPELD�

‘Every time I’ve entered a position, my primary responsibility is to grow 
the people around me, so that I have 25 people who can replace me. So the 
first piece is that my job is to grow people around me. The second piece is that 
unless you are modelling it, living it, it simply doesn’t work. There’s a phrase 
I use to set the scene for us to learn together, “I’m not interested in sitting 
around in a senior leadership meeting and have everybody look at their feet. 
If we’re going to do that, then you are all redundant and I don’t need you.” We 
all come from different backgrounds, we have diverse thoughts, and we are 
far stronger as a whole than as individuals. Thirdly, people have professional 
responsibility for personal growth. I’ve never asked people to do things I 
wouldn’t do for myself. I explicitly stand up and say: here are the things I’m 
struggling with, here are the things I need to get better at, here are some areas 
I know I’m weak in, and here is what I’m doing about that as a professional. 
My expectation is that you are also growing as a professional, whatever that 
means for you.’

3LHW�JRHV�RQ�WR�WHOO�WKH�VWRU\�RI�VWDII�PHPEHUV�HQWHULQJ�KLV�RèFH�ZLWK�WKHLU�

KHDGV�GRZQ��VD\LQJ��×,�UHDOO\�VFUHZHG�XS�Ø�$QG�DOO�3LHW�ZRXOG�DVN�ZDV��:HUH�DQ\�

FKLOGUHQ�KXUW"�'LG�\RX�OHDUQ�VRPHWKLQJ"�'R�\RX�WKLQN�\RXØOO�GR�LW�DJDLQ"�,I�WKH�

answers were: no, yes, no, in order, he left it at that.

Leaders are not perfect. Showing vulnerability by sharing what we are learning 

shows that we are willing to expand the way we lead.

3LHW�DJDLQ��×6DIHW\�FRPHV�IURP�WKH�FXOWXUH�RI�FRQWULEXWLRQ��+RZ�GR�\RX�JHW�

”
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SHRSOH�WR�FRQWULEXWH"�%\�VKRZLQJ�YXOQHUDELOLW\��DOORZLQJ�SHRSOH�WR�PDNH�PLVWDNHV��

E\�YDOXLQJ�GLIIHUHQW�SHUVSHFWLYHV��E\�VXSSRUWLQJ�JURZWK��$QG�\RX�KDYH�WR�PRGHO�LW�Ø

HOW DO YOU BUILD YOUR LEADERSHIP TEAM’S CAPACITY?
$QWKRQ\�6LPRQH�DQG�6DUDK�0DUWLQ�DOVR�VHHN�WR�EXLOG�RWKHU�OHDGHUV��DV�ZHOO�DV�

WHDFKHU�FDSDFLW\��2QH�RI�WKH�OHDGHUV�LQ�$QWKRQ\ØV�VFKRRO��6WDFH\�/DZOHU��KDV�ZRUNHG�

ZLWK�$QWKRQ\�LQ�WZR�VFKRROV��6WDFH\�LV�DQ�LQVLJKWIXO�DQG�VNLOOHG�OHDGHU�KHUVHOI��6KH�

is also a continual learner. She observes leadership patterns that make positive 

impacts in others, and supports her colleagues to build their skills. She offers this 

LQVLJKW�LQWR�KRZ�VKH�LQWHUSUHWV�$QWKRQ\ØV�IRFXV�RQ�EXLOGLQJ�OHDGHUVKLS�FDSDELOLW\��

+H�

Ý� leads to empower and grow leaders

Ý� captures and articulates leader strengths

Ý� optimises their craft at the school, network and community level

Ý� FKDOOHQJHV�DUHDV�IRU�LPSURYHPHQW�WKURXJK�WKRXJKW�SURYRNLQJ�UHçHFWLRQ�

questions and conversations in safe environments

Ý� provides opportunities to improve

Ý� models continuous learning through leadership meetings 

Ý� models and references the importance of trust in a team as this 

underpins true authentic growth

Ý� is strategic and innovative in his planning and the opportunities he 

provides to align with the bigger picture

Ý� shows compassion, connects personally with each staff member, recalls 

details about a person and their personal and professional interests

Ý� provides opportunities to celebrate successes while maintaining high 

expectations of all staff.

$QWKRQ\�DOVR�SURYLGHV�YLWDO�RSSRUWXQLWLHV�IRU�JURZWK��+H�KLJKOLJKWV�KLV�EHOLHI�

LQ�SHRSOHØV�FDSDELOLW\��EXW�VWLOO�UHTXLUHV�WKH�OHDGHUØV�ZLOOLQJQHVV�WR�WDNH�WKRVH�

RSSRUWXQLWLHV��6XSSRUWLYHO\��KH�SURYRNHV�WR�FRQQHFW�KRZ�WKLV�EXLOGV�WKH�LQGLYLGXDOØV�

craft, behaviour and responses with student learning.

Do you expect the same rigour of learning in your leadership team that you do 

LQ�WHDFKHUØV�H[DPLQLQJ�WKHLU�SHGDJRJLFDO�SUDFWLFHV"�6RPHWLPHV�ZH�GRQØW��EHFDXVH�

this means we need to examine our own, and that might be scary.
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:KHQ�,�DVN�WKLV�TXHVWLRQ�LQ�OHDGHUVKLS�SURJUDPV��WKH�VFKRROV�WKDW�UHSO\�LQ�WKH�

DèUPDWLYH�DUH�JHQHUDOO\�OHG�E\�D�)HURFLRXV�:DUPWK�OHDGHU��7KH�GXDOLW\�RI�KLJK�

challenge, high support is evident. Why would we expect our teachers to uncover 

KRZ�WR�WUDQVIRUP�WKHLU�WHDFKLQJ�IRU�PRUH�LPSDFW��LI�ZH�GRQØW�GR�WKLV�RXUVHOYHV�LQ�RXU�

area of responsibility – leadership?

Rêflêctîön päûsê ...
One of my mentors, Linda Hutchings, a leadership consultant in New Zealand refers to leadership  

for education and health professions as our ‘second profession’. To my mind this is a perfect way 

 to look at it. If leadership is our second profession, how much time does your team invest in 

expanding your skills as a collegiate group?
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chäptêr GPVS

OWNING OUR  
IGNORANT TRUTH

‘Ignorance is something cannot change as long as I am blind to it.’
%\URQ�.DWLH64

‘The whole problem with the world is that fools and fanatics are so certain of 
themselves, but wiser people so full of doubt.’

7KH�7ULXPSK�RI�6WXSLGLW\�%HUWUDQG�5XVVHOO65

$W�WKH�WLPH�RI�ZULWLQJ��WKH�ZRUOG�LV�LQ�D�ZRUOG�RI�SDLQ��2IWHQ�WKH�SDLQ�IHOW�LQ�FRXQWULHV�

OHVV�SULYLOHJHG�WKDQ�$XVWUDOLD�LV�KHOG�DW�DUPVØ�OHQJWK��:DUV��IDPLQH��JHQRFLGH��

SRYHUW\�FDQ�VHHP�IDU�DZD\��<HW�PDQ\�$XVWUDOLDQ�HGXFDWRUV�VHH�æUVW�KDQG�WKH�

impact of poverty, addiction, family violence and other social disadvantage. Some 

VFKRROV�KDYH�UHIXJHH�IDPLOLHV�ZKRØYH�VHHQ�KRUURUV�DQG�WUDXPD�LQ�WKHLU�FRXQWULHV�

RI�RULJLQ�WKDW�ZH�FDQ�QHYHU�IXOO\�XQGHUVWDQG��2XU�)LUVW�1DWLRQ�FKLOGUHQ�FRPH�LQWR�

VFKRRO�KROGLQJ�DQFHVWUDO�VFDUV�RI�RSSUHVVLRQ�DQG�YLOLæFDWLRQ��7KH\�EHJLQ�WKH�

education journey from a position of severe disadvantage on all of our societal 

PHDVXUHV��GHVSLWH�\HDUV�RI�×&ORVLQJ�WKH�*DSØ�LQLWLDWLYHV��7KH�&29,'����SDQGHPLF�

is also currently sweeping the planet. My home town is in its second lock down 

ZLWK�D�FXUIHZ�Õ�VRPHWKLQJ�,�KDYH�QHYHU�H[SHULHQFHG��7KH�VWUHHWV�DUH�TXLHW��:KHQ�

outside, everyone wears a mask. Countries all over the world are battling with an 

XQVHHQ�HQHP\��,Q�VRPH�FRXQWULHV�GHDWKV�KDYH�UHDFKHG�WKH�KXQGUHGV�RI�WKRXVDQGV��
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,Q�DPRQJ�WKLV�SDQGHPLF��SURWHVWV�RYHU�SROLFH�EUXWDOLW\�DQG�GHDWKV�LQ�FXVWRG\�KDYH�

HQFRXUDJHG�PRPHQWXP�DURXQG�WKH�%ODFN�/LYHV�0DWWHU�PRYHPHQW�LQ�FLWLHV�JOREDOO\��

:HØUH�GLYLGHG�LQWR�FOHDU�FDPSV��6RFLDO�PHGLD�DOJRULWKPV�VNHZ�ZKDW�ZH�VHH�DQG�

read. The ability to vilify others with different opinions to ourselves is as easy as 

a tap on a smartphone. Leading in the middle of this is stressful and challenging. 

Keeping ourselves protected, yet open to different perspectives on the world is not 

easy in this context. 

+RZ�GR�ZH�PDNH�VXUH�ZH�GR�QRW�IDOO�YLFWLP�WR�FORVLQJ�GRZQ�RXU�RZQ�PLQGV�WR�

other perspectives?

OWNING OUR IGNORANT TRUTH 
2XU�LJQRUDQW�WUXWK�LV�ZKDW�ZH�WKLQN�ZH�NQRZ�WR�EH�WUXH��,W�EULQJV�WRJHWKHU�RXU�

NQRZOHGJH��DVVXPSWLRQV��YDOXHV��ELDVHV��RXU�WKLQNLQJ�DQG�IHHOLQJ��%XW�ZH�RQO\�UHDOO\�

NQRZ�D�VOLYHU�RI�DQ\WKLQJ���$�PLQLVFXOH�SRUWLRQ�RI�WKH�ZKROH�SLFWXUH��2XU�SHUVRQDO�

PDS�RI�WKH�ZRUOG��6FLHQWLVW�DQG�SKLORVRSKHU��$OIUHG�.RU]\EVNL��ZURWH��×7KH�PDS�

LV�QRW�WKH�WHUULWRU\�Ø��� Like a map, our interpretation and understanding of any 

situation can be outdated quickly, only have certain information present, or only 

show one perspective.

What we think we know is simply an abstraction or a reaction, not the thing 

LWVHOI��$QG�WKHQ�ZH�WDNH�D�OLWWOH�VOLYHU�RI�VRPHWKLQJ�Õ�D�IDFW��DQ�RSLQLRQ��VRPH�GDWD�

– and pass it through many levels of distortion. The discussion we had with some

colleagues yesterday, the article we read online, the way we were brought up, the

education we received, the values we hold. These levels of distortion morph the

original intent or information into something quite different, perhaps, from what

ZDV�LQWHQGHG��2XU�FKLOGUHQ��DV�ZH�DV�RXUVHOYHV��DUH�DEVRUELQJ�IDNH�QHZV�DOO�WKH�

time. We have a running joke in our home when my teenagers bring up something

WKDW�VHHPV�ULGLFXORXV��×'LG�\RX�JHW�WKDW�IURP�%X]]�)HHG"Ø�

These distortions become our model of the world. Unless we are very careful, 

we start to see the world through a very small window.

2XU�LJQRUDQW�WUXWK�VLWV�RXWVLGH�WKH�ZD\�ZH�FXUUHQWO\�VHH�WKH�ZRUOG��,W�LV�DOO�WKH�

WKLQJV�ZH�GRQØW�NQRZ��:KLOH�)HURFLRXV�:DUPWK�OHDGHUV�KDYH�FRQYLFWLRQ�DERXW�WKHLU�

NQRZOHGJH��WKH\ØUH�DOVR�YHU\�PLQGIXO�RI�WKH�QXPEHU�RI�WKLQJV�WKH\�GRQØW�NQRZ��,�

was in a meeting recently where a senior leader called some of the more vocal 
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”“
RSSRQHQWV�RI�WUDGLWLRQDO�VFKRROLQJ�×QXW�FDVHVØ��7KLV�LV�DQ�H[DPSOH�RI�VRPHRQH�QRW�

RZQLQJ�WKHLU�LJQRUDQW�WUXWK��,QVWHDG�RI�H[SORULQJ�WKH�GLIIHULQJ�YLHZV��DQG�SURYRNLQJ�

their own conviction about schooling, this leader simply discarded the other as 

×FUD]\Ø��,JQRUDQW�WUXWK�LV�QRW�DERXW�ZKHWKHU�ZH�DJUHH�RU�QRW��LWØV�DERXW�ZKHWKHU�ZHØUH�

willing and able to hold an intelligent, cogent discussion to explore possibilities in 

WKH�UHDOP�RXWVLGH�RI�RXU�×NQRZLQJØ��7HVWLQJ�RXU�LJQRUDQW�WUXWK�PHDQV�ZH�VWHS�LQWR�D�

FRQYHUVDWLRQ�WR�OHDUQ�PRUH�UDWKHU�WKDQ�VWHS�DZD\��%HLQJ�FXULRXV�DERXW�KRZ�RWKHUV�

VHH�WKLQJV�LV�WKH�æUVW�VWHS�LQ�RSHQLQJ�XS�RXU�LJQRUDQW�WUXWK��

THERE IS HUMILITY IN OWNING OUR IGNORANT TRUTH. WE SEEK TO DISCOVER MORE, 
RATHER THAN HOLDING ON FIERCELY TO OUR BELIEFS.

,�KDYH�D�IULHQG��'DYLG��ZKR�,ØYH�NQRZQ�IRU�PDQ\�\HDUV��:H�GRQØW�VHH�HDFK�RWKHU�

often any more, but social media gives us the platform to keep in touch with our 

OLYHV��2YHU�WKH�ODVW�FRXSOH�RI�\HDUV��LWØV�EHFRPH�DSSDUHQW�WKDW�'DYLG�VHHV�WKH�ZRUOG�

YHU\�GLIIHUHQWO\�WR�PH�Õ�SROLWLFDOO\��VSLULWXDOO\��PHQWDOO\��,�DP�VR�WHPSWHG�WR�EORFN�KLP�

DV�KLV�SRVWV�PDNH�P\�EORRG�ERLO��7KH\�DUH�QRW�RIIHQVLYH��UDFLVW�RU�VH[LVW��WKHQ�,�ZRXOG�

block him!) but they do trigger my buttons and threaten me right out of balance.

My solution? Keep reading his posts. Keep looking at the sources and pushing 

P\VHOI�WR�XQGHUVWDQG�KLV�SHUVSHFWLYH�PRUH��2ZQ�P\�LJQRUDQW�WUXWK��DQG�H[DPLQH�

WKH�ELDVHV��EHOLHIV�DQG�DWWLWXGHV�WKDW�IRUP�WKH�ZD\�,�FXUUHQWO\�VHH�WKH�ZRUOG��,�DOVR�

hope he owns his, because then we could have a conversation listening deeply to 

HDFK�RWKHU��H[SDQGLQJ�RXU�XQGHUVWDQGLQJ�RI�WKH�ZRUOG��,I�,�EORFNHG�KLP��RU�WKUHZ�

shade at his comments, we would likely spiral down into a slanging match. 

The world of 2020 has been a bubble of its own. Within this, one of the 

ELJJHVW�VWULGHV�IRUZDUG�KDV�EHHQ�WKH�UDFLDO�MXVWLFH�PRYHPHQW��,Q�$XVWUDOLD��LWØV�EHHQ�

heartening to hear more open discussion of the tragedy of inequity, wrongs and 

historical prejudice that our indigenous people have suffered for over 200 years. 

(YHQ�PRUH�LPSRUWDQWO\��$ERULJLQDO�YRLFHV�DUH�EHLQJ�KHDUG�DQG�OLIH�H[SHULHQFHV�

DFNQRZOHGJHG��VRPHWLPHV�IRU�WKH�æUVW�WLPH�LQ�WKDW�SHUVRQØV�OLIH��*HQHUDWLRQDO�

WUDXPD�ZLOO�QRW�EH�XQGRQH��\HW�,�KRSH�ZLWK�DOO�P\�KHDUW�WKDW�ZH�FDQ�PRYH�WR�D�SODFH�

ZKHUH��DV�D�VRFLHW\��ZH�GHHSO\�OLVWHQ�WR�WKH�SHRSOH�ZKRØYH�VXIIHUHG�WKH�PRVW�DQG�

VHHN�WR�GR�EHWWHU�LQ�WKH�IXWXUH��2ZQLQJ�RXU�LJQRUDQW�WUXWK�LV�D�VWDUW�
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“

‘Do the best you can until you know better, then when you know better, 
do better.’ 
0D\D�$QJHORX67

,�DP�QR�H[SHUW�LQ�WKLV�VSDFH�ZKDWVRHYHU��<HW�,ØP�KRSLQJ�WR�EH�VRPHRQH�

ZKR�RZQV�P\�LJQRUDQW�WUXWK��DOZD\V�NHHQ�WR�OHDUQ�PRUH��,ØP�KRSLQJ�WR�VHHN�WR�

XQGHUVWDQG�DQG�EH�KXPEOH�ZKHUH�DOO�,�KDYH�LV�WKH�VXP�RI�P\�RZQ�H[SHULHQFH�DQG�

OHDUQLQJ��2XU�DOWHUQDWLYH�LV�WR�IDOO�SUH\�WR�VXUURXQGLQJ�RXUVHOYHV�ZLWK�WKH�VDPHQHVV�

RI�WKLQNLQJ�WKDWØV�FDXVLQJ�GLYLVLRQ�WKURXJKRXW�WKH�ZRUOG��7KLV�DSSURDFK�RI�WUXWK�LV�

something one of my mentors, Matt Church, has been thinking and writing about 

for a number of years. 

Identity politics are responses to the fear that people feel in this decade 
of disruption and century of transformation. The generalised fear and anxiety 
are causing people to cluster around “like” and this, as history has shown, is 
a recipe for disaster. For a society to evolve, for a culture you lead to future-
proof itself, you must drive a diversity and inclusiveness agenda.’ 
0DWW�&KXUFK��5LVH�8S��$Q�(YROXWLRQ�LQ�/HDGHUVKLS68

Great leadership creates psychological safety where we can test our own 

LJQRUDQW�WUXWK�DQG�H[SDQG�RXU�ZRUOG��+LJK�TXDOLW\�FROODERUDWLRQ�GRHV�WKLV�RXW�ORXG��

2ZQLQJ�RXU�LJQRUDQW�WUXWK�UHTXLUHV�XV�WR�GURS�WKH�QHHG�WR�EH�ULJKW��7KDWØV�ZKHQ�

ZH�JHW�WR�WKH�JUHDW�RXWFRPHV�+DYH�\RX�EHHQ�LQ�DQ�RUJDQLVDWLRQ�ZKHUH�WKHUH�FRXOG�

only be a couple of people who were right and everyone else was wrong? When 

ZHØUH�RSHQ�WR�OHDUQLQJ��SHRSOH�DUHQØW�VR�VFDUHG�RI�KLHUDUFK\��:H�çDWWHQ�WKH�VWDWXV�RI�

everyone around the table, so that everyone has a voice.

Does your presence allow for voices to be heard?

HOLD WHAT YOU KNOW LIGHTLY. LISTEN DEEPLY AND NEVER ASSUME YOU’RE RIGHT.
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)LJXUH�����,JQRUDQW�7UXWK�±�([SDQGLQJ�RXU�0RGHO�RI�WKH�:RUOG��7UDFH\�(]DUG������

HOW BIG IS YOUR MODEL OF THE WORLD?
2QH�RI�WKH�HDUOLHVW�LQçXHQFHV�RQ�P\�ZRUN�DQG�WKLQNLQJ�DERXW�OHDGHUVKLS�ZDV�

Thomas Sergiovanni in his book Strengthening the Heartbeat��$URXQG�WKLV�WLPH��

6HUJLRYDQQLØV�OHDGHUVKLS�GRPDLQV�ZHUH�XVHG�IRU�D�QXPEHU�RI�\HDUV�LQ�WKH�9LFWRULDQ�

HGXFDWLRQ�V\VWHP��$XVWUDOLD��DV�WKH�IRXQGDWLRQ�IRU�OHDGHUVKLS�GHYHORSPHQW��

6HUJLRYDQQL�ZDV�RQH�RI�WKH�æUVW�HGXFDWLRQ�H[SHUWV�WR�GUDZ�RXU�DWWHQWLRQ�WR�WKH�

critical element of human leadership, through his cultural and symbolic domains. 

These stood with just as much importance as technical leadership. Like Peter 

6HQJHØV�PHQWDO�PRGHOV��6HUJLRYDQQL�JDYH�XV�LQVLJKW�LQWR�WKH�ZDUS�RXU�PLQG�FDQ�

have in the way we see the world.

‘Mindscapes operate a lot like maps. They shape our perceptions and we 
see what we expect to see. Mindscapes also have a stealth quality to them. 
Unnoticed, they frame the way we think and then provide us with a rationale 
for legitimising our thoughts and actions. They work unknowingly and are 
difficult to escape from. Figuring out ways to help leaders break out is an 
important step in bringing about change. By paying attention to mindscapes 
and by knowing the outside better we can free ourselves from their influence, 
thus seeing reality for what it really is.’ 69
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Rêflêctîön päûsê ...
Is there a mindscape keeping you stuck? Where can you loosen the way you see the world, 

expand and step into the freedom of owning your ignorant truth?

TESTING OUR MODEL OF THE WORLD
,�ORYH�WKH�%DOFRQ\�DQG�'DQFHçRRU�FRQFHSW�RI�5RQ�+HLIHW]�DQG�0DUW\�/LQVN\�IURP�

+DUYDUG�%XVLQHVV�6FKRRO����,W�KDV�UHYROXWLRQLVHG�PDQ\�D�OHDGHUØV�DSSURDFK�WR�

leading and is used in development programs all around the world. The metaphor 

UHPLQGV�XV�WR�HLWKHU�JHW�RXW�RI�WKH�UHDFWLYH�DQG�IRFXVVHG�QDWXUH�RI�WKH�GDQFHçRRU�

WR�WDNH�LQ�D�EURDGHU�SHUVSHFWLYH�RU��FRQYHUVHO\��HQVXUH�ZHØUH�QRW�PDNLQJ�GHFLVLRQV�

from a far off and disconnected balcony. 

,Q�FRPSOH[�RUJDQLVDWLRQV��ZKHUH�WKHUHØV�RIWHQ�D�ODFN�RI�XQGHUVWDQGLQJ�DERXW�

ZKDWØV�KDSSHQLQJ�RQ�WKH�çRRU��LWØV�WKH�VWDLUFDVH�EHWZHHQ�WKH�EDOFRQ\�DQG�GDQFHçRRU�

that needs the work. The quality of the conversations when we come down from 

the balcony enables strong connection to the people dancing (doing the work). We 

need to meet in the middle. 

&ROODERUDWLRQ��FR�FUHDWLRQ�DQG�FR�GHVLJQ�VLW�æUPO\�RQ�WKH�VWDLUFDVH��'HVLJQ�

thinking works when the perspectives of strategic, long-range and big-picture 

(balcony) thinking join together with those dealing with the day-to-day delivery of 

WKH�ZRUN��GDQFHçRRU���DQG�WKH�HQG�XVHUØV�SHUVSHFWLYH��$OO�DUH�LPSRUWDQW�Õ�QRW�RQH�

more than the other. The staircase in action is those conversations that explore and 

ideate these perspectives and ideas, then synthesise them into solutions. 

This is where the Ferocious Warmth leader thrives. They understand their 

responsibility to ensure the environment is safe for deeper dialogue, sharing 

concerns, ideas, challenges and humour – often all in the one discussion.
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”
ON THE STAIRCASE WE CO-CREATE SOLUTIONS FROM BOTH PERSPECTIVES, LISTENING 

DEEPLY, ASKING CURIOUS QUESTIONS AND LETTING GO OF THE HIERARCHY OF WHO’S RIGHT IN 
ORDER TO MAKE BETTER DECISIONS. 

The staircase discussions require skill and a new way of interacting in 

RUJDQLVDWLRQV��,WØV�FROODERUDWLRQ�LQ�DFWLRQ��,W�UHTXLUHV�OHDGHUV�WR�OHW�JR�RI�WKH�QHHG�WR�

be right and creates lateral learning. 

+DYLQJ�WKH�VWXGHQWV�RQ�WKH�VWDLUFDVH�PRYHV�VWXGHQW�DJHQF\�WR�D�KLJKHU�OHYHO��

This is the real test of owning our ignorant truth. What do our students really think 

and feel? What are their ideas, perspectives and hopes? What can they teach us? 

What unknown perspective have they bought to us?

When the staircase is activated:

Ý� +LHUDUFK\�IDGHV�– positional power is put to the side to enable open and 

transparent discussion.

Ý� Curiosity leads – our questions about how we might do things differently 

create a space of exploration rather than judgement.

Ý� /LVWHQLQJ�GHHSHQV – we seek to understand perspectives and insights at a 

much deeper and informed level. 

Ý� 7UXVW�DQG�FRQQHFWLRQ�HPHUJH – our understanding leads to seeing the 

situation with both empathy and a clearer lens. Relationships strengthen. 

Ý� 3RVVLELOLW\�DSSHDUV – we can make decisions about future steps from a 

much richer and informed platform. 

$V�ZLWK�DQ\�ZRUNSODFH�FRQYHUVDWLRQ��WRQH�DQG�PLQGVHW�DUH�YLWDO��:KHQ�

GLVFXVVLQJ�SHUVSHFWLYHV�IURP�WKH�EDOFRQ\�YLHZ�DQG�WKRVH�RQ�WKH�GDQFHçRRU��GRHV�

\RXU�FXULRVLW\�VRXQG�OLNH�ZRQGHULQJ�RU�MXGJHPHQW"�-XGJLQJ�SHRSOHØV�UHVSRQVHV�

OHDGV�WR�VKXW�GRZQ�DQG�ORZ�OHYHO��WUDQVDFWLRQDO�FRQYHUVDWLRQV��%XW�ZKHQ�ZH�

DFWLYDWH�GHHS�OLVWHQLQJ�DQG�DVN�TXHVWLRQV�WKDW�H[SDQG�RXU�XQGHUVWDQGLQJ��ZHØUH�ZHOO�

RQ�WKH�ZD\�WR�D�UREXVW��LQVLJKWIXO�DQG�XVHIXO�VWDLUFDVH�FRQYHUVDWLRQ��+RZ�VWURQJ�LV�

\RXU�VFKRROØV�VWDLUFDVH"�'RHV�LW�H[SDQG�\RXU�PRGHO�RI�WKH�ZRUOG"

REAL-LIFE EXAMPLES OF THE SYSTEM STAIRCASE AT WORK
7KHUH�DUH�UHDO�DQG�YDOLG�FRQFHUQV�UDLVHG�E\�VFKRRO�OHDGHUV�ZKHQ�FHQWUDO�RèFHV�

VHW�SROLFLHV�IURP�WKH�EDOFRQ\�ZLWKRXW�DQ\�LQSXW�IURP�WKH�GDQFHçRRU�RI�VFKRROV��

“
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”
This happens more often that it should, as policy people in some systems come in 

and out of roles in the bureaucracy with little or no education experience, their job 

a stepping-stone up the public-service career path. The voices of school leaders, 

WHDFKHUV�DQG�VWXGHQWV�DUH�QRW�JLYHQ�WKH�SURIHVVLRQDO�UHVSHFW�WKH\�GHVHUYH��,Q�WRR�

many cases, it seems that the wisdom and experience of educators is dismissed 

E\�SROLF\�PDNHUV�ZKR�VHH�×VWDNHKROGHU�HQJDJHPHQWØ�DV�D�WLFN�ER[�UDWKHU�WKDQ�D�

ULJRURXV�SURFHVV�RI�OLVWHQLQJ�DQG�GHHS�GLDORJXH��2K��IRU�WKH�HQOLJKWHQHG�V\VWHP�

that creates a process where all policy makers have to spend a certain percent of 

time on the ground in the places where their policies will be enacted!

Fortunately, there are signs of a shift in the silos of the balcony and the 

GDQFHçRRU��$W�WKH�HQG�RI�7HUP���������,�ZRUNHG�ZLWK�DOO�WKH�HGXFDWLRQDO�V\VWHP�

leaders in Tasmania at a conference with early learning leaders, school leaders, 

DGXOW�OHDUQLQJ�OHDGHUV�DQG�GHSDUWPHQW�OHDGHUV��$�UHDO�PHHWLQJ�RI�FROODERUDWLRQ�DQG�

learning. We investigated the ways they could increase the collective mindset for 

GHHSHU�HèFDF\�LQ�WKHLU�RZQ�VHWWLQJV�DQG�DFURVV�WKH�V\VWHP��7KHUH�ZDV�D�GHæQLWH�

buzz in the room with people listening and sharing to work out ways forward together. 

,Q�DQRWKHU�VWDWH�V\VWHP��FHQWUDO�OHDGHUV�LQ�SROLF\�PHW�ZLWK�D�JURXS�RI�VFKRRO�

leaders funded to investigate inclusive practice in schools in the US and Canada. 

Policy changes and initiatives in this key direction were in the planning stages. 

7KH�SULQFLSDO�DVVRFLDWLRQV�ZKRØG�RYHUVHHQ�WKH�SURMHFW�ZHUH�NHHQ�IRU�SROLF\�WR�

be informed by the experts on the ground – the principals and their teams. The 

ZRUNVKRS�WR�VKDUH�WKHLU�æQGLQJV�ZDV�GHOLEHUDWHO\�GHVLJQHG�IRU�GLVFXVVLRQ�XVLQJ�D�

:RUOG�&DI«�IDFLOLWDWLRQ�DSSURDFK��3HRSOH�IURP�WKH�FHQWUDO�RèFH�OLVWHQHG�GHHSO\�WR�

the school leaders in small groups. They probed, asked questions and were curious. 

,W�WXUQHG�WKH�WDEOH�RQ�SUHYLRXV�ZRUNVKRSV��ZKHUH�FRQYHUVDWLRQV�ZHUH�GLGDFWLF�DQG�

RQH�ZD\��UDWKHU�WKDQ�H[SORUDWRU\���,Q�WKH�QH[W�URXQG�RI�GLVFXVVLRQV��WKH�ZKROH�JURXS�

explored scalability from the perspective of both the balcony of the system and 

GDQFHçRRU�RI�WKH�VFKRROV��7KLV�ZRUN�WKHQ�LQIRUPHG�WKH�GHYHORSPHQW�RI�IXUWKHU�

inclusive practice initiatives.

Three things need to be in place for this to work: 

���2SHQ�DQG�OHDUQLQJ�PLQGVHW��

2. Compelling, well-designed collaborative environment.

���7ZR�ZD\��H[SORUDWRU\��DXWKHQWLF�GLVFXVVLRQ�DURXQG�WKH�æQGLQJV��
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/HWØV�KRSH�FHQWUDO�V\VWHPV�FRQWLQXH�WR�VKLIW�DSSURDFKHV�WR�FUHDWH�DXWKHQWLF�

connection to the real-life, on-the-ground work. There is light at the end of the 

tunnel!

‘We are at our best when the table is long, all voices are valued, and we 
stay curious as both teachers and learners.’
%UHQp�%URZQ71

DOES YOUR PRESENCE ALLOW VOICE?
For perspectives to be heard and authentic discussion had, the one thing we need 

LV�YRLFH�IURP�DOO�OHYHOV��,ØP�FKDOOHQJHG�E\�WKH�QXPEHU�RI�PLGGOH�OHDGHUV�DQG�WHDP�

PHPEHUV�,�ZRUN�ZLWK�ZKRØYH�VDLG�WKDW�WKHLU�VHQLRU�OHDGHUV�GRQØW�×DOORZØ�YRLFH��

Do you allow, invite, enable and enact voice?

Projects, initiatives, working as a team – voice is vital in all of these. We 

HPEUDFH�FRQWULEXWLRQ�DQG�FR�FUHDWLRQ�ZKHQ�ZH�HQFRXUDJH�SHRSOHØV�LQSXW��:H�PRYH�

from a permission, compliance and control environment. We drop the mindset 

RI�×RQO\�OHDGHUVKLS�NQRZV�ZKDW�WR�GRØ�RU�WKH�KDELW�RI�×,�NQRZ�EHWWHU�WKDQ�\RX�VR�

\RX�KDYH�QR�VD\Ø��0RUH�YRLFHV�PHDQ�EHWWHU�LGHDV��PRUH�SHUVSHFWLYHV��'LVFXVVLRQV�

become partnership-focussed rather than leader-led. We test our ignorant truth.

9RLFH�HQDEOHV�DXWRQRP\�DQG�ZHOOEHLQJ��$XWKHQWLF�YRLFH�FUHDWHV�D�FXOWXUH�

where people felt heard, seen and valued for their skills, expertise and perspectives. 

The more we encourage voice and contribution, the more connected we are. The 

less people feel a part of that, the more distance between us.

US AND THEM VERSUS WE
3RZHU�GLVWDQFH�LV�D�WHUP�IURP�WKH�UHVHDUFK�RI�*HHUW�+RIVWHGH��D�'XWFK�VRFLDO�

psychologist.���+RIVWHGH�VWXGLHV�WKH�FXOWXUHV�DFURVV�QDWLRQV��$XWRFUDWLF�DQG�

paternalistic power relations characterise high power distance. Participatory, 

consultative and democratic power relationships characterise low power distance. 

:KLOH�+RIVWHGH�DSSOLHV�WKLV�WHUP�WR�UHVHDUFK�EHWZHHQ�QDWLRQ�FXOWXUHV��DQG�WKHLU�

interplay, it also guides us as to where we might sit in creating open environments 

IRU�YRLFH��,I�ZH�VHHN�JUHDWHU�LQYROYHPHQW��FROODERUDWLRQ�DQG�LQQRYDWLRQ�LQ�RXU�WHDPV��

ZH�QHHG�WR�ORZHU�WKH�SRZHU�JDS�EHWZHHQ�×WKHP�DQG�XVØ�DQG�PRYH�WR�D�×ZHØ�

$UH�\RX�VHHNLQJ�PRUH�YRLFH�IURP�VWXGHQWV"�7HDFKHUV"�6XSSRUW�VWDII"�
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3DUHQWV"�$V�DOZD\V��WKH�æUVW�VWHS�ZKHQ�EXLOGLQJ�YRLFH�LQ�\RXU�VFKRRO�LV�WR�H[DPLQH�

RXU�RZQ�EHKDYLRXUV�WR�VHH�ZKDW�QHHGV�WR�VKLIW��+HUH�LV�DQ�HDV\�IUDPHZRUN�WR�

LGHQWLI\�ZKHUH�\RX�PLJKW�VLW��$UH�\RX�VWLOO�DW�WKH�×DOORZLQJØ�VWDJH"�2U�KDYH�\RX�

moved beyond that and now want to develop the skills to enable effective voices? 

What needs to be in place to move up a stage?

Rêflêctîön päûsê ...
Level 1: ALLOW VOICE – Let go of having to have all the answers 

Does my behaviour give the space for voice? Do people need explicit permission from me to share 

their thoughts, opinions, knowledge?

If so:

ƺ� drop the need to be right 

ƺ� acknowledge the importance of other opinions 

ƺ� assume you may not have the right answer 

ƺ� talk less, listen more. 

Level 2: INVITE VOICE – Open up the energy for discussion

Do my actions create an inviting environment for contribution?

To do so:

ƺ� be explicit about inviting contribution 

ƺ� welcome contribution 

ƺ� be present

ƺ� ask specific questions rather than broad closed questions or making statements 

ƺ� listen more, seek to understand 

ƺ� show genuine warmth and interest.
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Level 3: ENABLE VOICE – Set up structures and prompts

Do the questions I ask and processes we use in meetings provide a framework for purposeful 

dialogue to grow?

To do so:

ƺ� explore the topic through curious and open questions. Use protocols for discussion when 

unpacking difficult topics 

ƺ� sense-make the discussion. Frame the purpose and outcomes

ƺ� ask clarifying questions to deepen the dialogue 

ƺ� acknowledge and synthesise contribution 

ƺ� move beyond status updates to co-creating and exploring issues. 

Level 4: ENACT VOICE – Co-create solutions from contribution

Are contributions authentically heard and incorporated into our work?

ƺ� If not:

ƺ� abandon meetings that simply rubber-stamp decisions already made 

ƺ� validate and acknowledge contribution

ƺ� identify next steps 

ƺ� explore ideas 

ƺ� co-create new ways of solving problems through piloting, trialling, taking action and 

discussing impact. 

Testing our ignorant truth expands the way we see the world and the way 

we think. Lead learners should continually seeking to expand. This enables and 

empowers transformation. 
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chäptêr�GJWF

CO-CREATING 
POSSIBILITY

Vision without action is merely a dream. Action without vision just passes the 
time. Vision with action can change the world.

-RHO�$UWKXU�%DUNHU��$PHULFDQ�IXWXULVW73�

Like a well-oiled wheel, creating momentum for change and transformation needs 

WKH�OXEULFDQW�RI�FRPPLWPHQW��+RZ�PDQ\�LQLWLDWLYHV�KDYH�GLHG�LQ�VFKRROV�DQG�

systems because the people implementing it were not included in the planning 

VWDJHV��WKXV�PDMRU�REVWDFOHV�QRW�UHFRJQLVHG�XQWLO�WRR�ODWH"�2IWHQ�QHZ�LQLWLDWLYHV�

make compliance the only measure of success. This works for only so long, before 

the wheels fall off. Without creating a strong engagement in the purpose behind 

the transformation, we move back into our comfortable old ways. Without clear 

DFWLRQV�WR�FUHDWH�WKH�WUDQVIRUPDWLRQ��ZH�GRQØW�PRYH�DQ\ZKHUH��7R�DYRLG�WKLV��ZH�

need to meet on the staircase for robust, dynamic conversations between leaders 

and people on the ground. We need to co-create a vision, and a plan.

5HFHQWO\�UHWLUHG�&KLHI�([HFXWLYH�RI�WKH�1RUWKHUQ�7HUULWRU\�'HSDUWPHQW�RI�

(GXFDWLRQ��9LFNL�%D\OLV��OHG�D�æHUFH�VWUDWHJLF�DQG�FROODERUDWLYH�DSSURDFK�WR�OLIWLQJ�

HGXFDWLRQ�VWDQGDUGV��TXDOLW\�DQG�UHVRXUFLQJ�RYHU�WKH�ODVW�æYH�\HDUV��9LFNL�LV�RQH�

RI�WKRVH�YHU\�VHQLRU�OHDGHUV�ZKR�PDNH�\RX�IHHO�DW�HDVH�VWUDLJKW�DZD\��\HW�VKHØV�

well aware of the tough job ahead, and ready and willing to buckle down and work 
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DV�D�FROOHFWLYH�WR�GR�LW��7KLV��SOXV�9LFNLØV�SDVVLRQ�DQG�YLVLRQ��HQFRXUDJHG�WKRVH�

around her to invest in the work. She balanced the dance of being the most senior 

H[HFXWLYH�LQ�HGXFDWLRQ�LQ�WKH�1RUWKHUQ�7HUULWRU\�ZLWK�WKH�DSSURDFKDELOLW\�RI�D�NLQG�

and compassionate human being. 

7KH�1RUWKHUQ�7HUULWRU\�KDV�RQH�RI�WKH�PRVW�FKDOOHQJLQJ�FRQWH[WV�LQ�$XVWUDOLDQ�

education. Schools range from large and well-resourced in the main cities and 

towns through to the most remote in the country. 7KH�,QGH[�RI�&RPPXQLW\�6RFLR�

(GXFDWLRQDO�$GYDQWDJH��,&6($��RI�1RUWKHUQ�7HUULWRU\�VFKRROV�KDV�DQ�DYHUDJH�RI�

under 1000���������EHLQJ�WKH�DYHUDJH�DFURVV�DOO�$XVWUDOLDQ�VFKRROV��The system 

SURYLGHV�IRU�D�ODUJH�LQGLJHQRXV�SRSXODWLRQ�ZLWK�VFKRROV�UDQJLQJ�IURP����WR�����

LQGLJHQRXV�VWXGHQWV��+LVWRULFDOO\��$ERULJLQDO�DQG�7RUUHV�6WUDLW�,VODQGHUV�KDYH�

not thrived in mainstream education. Consequently, the system is charged with 

ensuring these students get quality access. The best outcome would of course be a 

V\VWHP�WKDW�HQDEOHV�WKH�)LUVW�1DWLRQV�SHRSOH�WR�WKULYH�DV�ZHOO�DV�OHDUQ�WKHLU�FXOWXUH�

and language, and provide an education that engages all students in a way that 

KHOSV�WKHP�DFKLHYH�DQG�VXFFHHG�LQ�VRFLHW\��$�FRPSOH[�DQG�GLèFXOW�YLVLRQ�

$V�DQ�HGXFDWLRQ�V\VWHP��WKH�GDWD�LQGLFDWHG�WKDW�WKH�ZKROH�V\VWHP�ZDV�PDNLQJ�

incremental shift, but it was quite slow paced and not sustained across the whole 

RI�WKH�7HUULWRU\��,W�VHHPHG�WR�EH�GHSHQGHQW�RQ�WKH�LQGLYLGXDO�SHUVRQ�DQG�WKHLU�

commitment, not so much the system.

,Q�������WKH�7HUULWRU\�ZHQW�DERXW�EXLOGLQJ�D�QHZ�VWUDWHJ\��$V�D�)HURFLRXV�

Warmth leader, Vicki was determined to have good robust debate and input with 

the key stakeholders. Previously, they had a very traditional structure, with the 

FRUSRUDWH�DUP�RI�WKH�HGXFDWLRQ�V\VWHP�ZULWLQJ�VWUDWHJ\�DQG�SROLF\��%XW�WKLV�ZDV�

continuing to get the same low results.�$�VPDOO�QXPEHU�RI�SULQFLSDOV�UDLVHG�WKH�

issue of the overwhelming number of strategies they were already using and the 

confusion they were experiencing. 

9LFNL�DVNHG�WKHP�WR�VWHS�LQWR�EHLQJ�LQçXHQFHUV�LQ�WKH�V\VWHP��UDWKHU�WKDQ�

sitting on the side lines waiting for the next strategy to come out. 

,Q�KHU�RZQ�IHURFLRXV�ZRUGV��×,�QHHG�\RX�WR�KDYH�WKH�FRXUDJH�RI�\RXU�RZQ�

convictions to stand in front of me and the executive board of this agency and 

challenge us around the system lift that you want and what you want to see.
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×0\�LQYLWDWLRQ�LV�IRU�\RX�WR�DGGUHVV�WKH�([HFXWLYH�%RDUG�WKDW�PDNH�WKH�

decisions around the way the world operates in this agency and you need to 

SURYLGH�VXèFLHQW�SURYRFDWLRQ�DQG�FKDOOHQJH��$UH�\RX�XS�IRU�WKDW"�<RX�ZLOO�KDYH�P\�

EDFNLQJ��,�ZLOO�GR�WKH�LQWURGXFWLRQ�DQG�\RX�ZLOO�KDYH�P\�VXSSRUW�

×,Q�WKH�XQZULWWHQ�FRQYHUVDWLRQ�WKDW�ZDV��Ú:LOO�ZH�EH�VDIH"Û�,�VDLG��Ú,I�ZH�GR�WKLV�

ZHØUH�QRW�DERXW�WR�JR�DQG�GR�VRPHWKLQJ�WKDWØV�JRLQJ�WR�SODFH�XV�LQ�D�SRVLWLRQ�ZKHUH�

ZH�ZRQØW�EH�VXSSRUWHG��<RX�NQRZ�\RXØYH�JRW�P\�EDFNLQJ��\RX�NQRZ�\RXØOO�KDYH�WKH�

'HSXW\�&KLHI�([HFXWLYHØV�EDFNLQJ��EXW�\RX�QHHG�WR�SXW�IRUZDUG�D�FRJHQW�DUJXPHQW�Û�

7KH�WHDP�RI�SULQFLSDOV�ZHQW�DZD\�DQG�SXW�WRJHWKHU�WKHLU�×SLWFKØ�WR�WKH�([HFXWLYH�

%RDUG��DIWHU�XQGHUWDNLQJ�LQWHUQDWLRQDO�DQG�QDWLRQDO�UHVHDUFK�DQG�OLQNLQJ�LW�ZLWK�

practice based knowledge. 

Vicki continues: ‘They stepped into the space with dignity and respect to 

the way it had been done before. They were analytical about what they were 

experiencing in terms of the myriad strategies and the confusion it was creating. 

7KH\�ZHUH�TXLWH�FOHDU�WKDW�WKH\�ZDQWHG�VRPHWKLQJ�WKDW�ZDV�VLPSOH��$QG�WKH\�KDG�

looked internationally and nationally at improving systems, provided us with a 

FRXSOH�RI�SURYRFDWLRQV�DQG�WKHQ�WKH\�OHIW�Ø

,�UHçHFW�RQ�WKH�FRXUDJH�RI�WKRVH�SULQFLSDOV�WR�WDNH�XS�DQG�VWHS�LQWR�WKDW�

challenge. The fourth stage of psychological safety – the challenger stage –

requires both courage to step up and the trust that the executive do indeed ‘have 

\RXU�EDFNØ�

TRYING SOMETHING NEW
9LFNL�VD\V��×,�ZHQW�WR�P\�VWUDWHJLF�SROLF\�DUHD�DQG�VDLG��Ú:HOO��ZHØYH�EHHQ�FKDOOHQJHG��

+RZ�DUH�ZH�JRLQJ�WR�GR�LW"Û�6R�WKH\�VWDUWHG�WR�KDYH�PHHWLQJVÞ��DQG�PRUH�

PHHWLQJV��Ú1R��,ØP�QRW�GRLQJ�DQ\�PRUH�PHHWLQJV��0HHWLQJV�KDYH�JRW�XV�WR�ZKHUH�

ZH�DUH��:H�KDYH�WR�WU\�VRPHWKLQJ�HOVH�Û�7KH�SROLF\�XQLW�EHFDPH�WKH�IDFLOLWDWRUV�

of the work. We asked for volunteers who were not normally part of the strategic 

SROLF\�XQLW��7KH�'HSXW\�&KLHI�([HFXWLYH�DQG�,�EHFDPH�SDUW�RI�D�WHDP�RI�æYH�VFKRRO�

OHDGHUV��æYH�FRUSRUDWH�OHDGHUV�DQG�æYH�SHRSOH�IURP�RXU�H[HFXWLYH�FRUSRUDWH�WHDP�

who provided support. Through plane visits, boat rides and many road trips, we hit 

WKRXVDQGV�RI�SHRSOH�LQ�HYHU\�SDUW�RI�WKH�1RUWKHUQ�7HUULWRU\��
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‘We had three questions: 

Ý� :KDWØV�ZRUNLQJ�QRZ"�

Ý� What would make it better? 

Ý� ,I�ZH�ZHUH�JRLQJ�WR�VWRS��ZKDW�VKRXOG�ZH�VWRS"�

×,WØV�QRW�URFNHW�VFLHQFH��7KH\ØUH�MXVW�JRRG�FRPPRQ�VHQVH�TXHVWLRQV��:KHQ�\RX�

ask your parents, when you ask your students, school leaders and educators, all 

\RXU�VWDNHKROGHU�JURXSV��WKH\�DOO�KDYH�D�YLHZ��$QG�WKH\�DOO�JHW�D�YRLFH��)URP�WKH�JLIW�

RI�DOO�RI�WKDW�LQIRUPDWLRQ��WKH�WKHPHV�VWDUWHG�WR�HPHUJH���$�ORW�UHODWHG�WR�VWRSSLQJ�

ZULWLQJ�VWUDWHJLHV�DERXW�PHDVXUHV��$WWHQGDQFH�LV�D�PHDVXUH��EXW�LWØV�QRW�D�VWUDWHJ\�

in itself. We need to get the kids to learn and getting them to school is a big part 

RI�WKDW��%XW�ZKHQ�\RX�MXVW�PHDVXUH�NLGVØ�OHDUQLQJ�WKURXJK�DQ�DWWHQGDQFH�PHDVXUH��

WKDWØV�QRW�VXèFLHQW�Ø

9LFNL�UHSRUWHG�WKDW�WKH�VWXGHQWV�ZHUH�YHU\�FOHDU��Ú×,�FRPH�WR�VFKRRO�ZKHQ�

VRPHERG\�NQRZV�DQG�FDUHV�DERXW�PH�DQG�,�FRPH�WR�VFKRRO�ZKHQ�P\�OHDUQLQJ�

LV�VRPHWKLQJ�WKDW�,�FDQ�WDNH�KRPH�DQG�P\�IDPLO\�LV�SURXG�RI�PH�Û�7KDWØV�QRZ�

ZKHUH�RXU�VWUDWHJ\�JRHV��,WØV�DERXW�HQJDJHPHQW��,WØV�DERXW�JURZWK�DQG�LWØV�DERXW�

DFKLHYHPHQW��,WØV�SUHWW\�VLPSOH�Ø

LISTENING TO THE STUDENTS
,QFUHDVLQJ�WKH�VWXGHQW�DQG�WHDFKHU�LQSXW�LQWR�WKLV�VWUDWHJ\�ZDV�SLYRWDO�WR�LWV�

GHYHORSPHQW��$V�9LFNL�VD\V��×,W�ZDV�WKH�FKLOGUHQ�ZKR�ZURWH�WKH�VWUDWHJ\�IRU�WKH�

1RUWKHUQ�7HUULWRU\��,W�ZDV�WKHLU�YRLFH�DQG�WKHLU�DJHQF\��EXW�LW�ZDV�DOVR�DPD]LQJ�

educators and incredibly talented leaders, both within our corporate sector and in 

RXU�VFKRROV��ZKR�IDFLOLWDWHG�WKDW�DJHQF\��)URP�WKH�JUDVVURRWV��,W�KDV�WR�VWDUW�ZLWK�

committed people wanting to learn and that starts with your educators and your 

VFKRRO�OHDGHUV��%XW��LPSRUWDQWO\��WKH\�NQRZ�WKH�SULPDU\�JURXS�WKH\�ZRUN�ZLWK��:HØYH�

been able to connect young people into a legitimate, known and trusted process 

where they are scaffolded and supported to grow their capability for genuine voice. 

<RX�VWDUW�E\�JLYLQJ�WKHP�D�YRLFH��EXW�\RX�EXLOG�LW�LQWR�DJHQF\�WR�LQçXHQFH��<RX�JHW�

them into collaboration and cocreation and they are partners in whatever the work 

LV�WKDW�\RXØUH�RQ�DERXW��7KDWØV�ZKHUH�\RX�JHW�WKH�UHDO�PRPHQWXP��,WØV�QRW�D�WRS�

GRZQ�WKLQJ���%XW�DV�D�OHDGHU��\RX�QHHG�WR�EH�RSHQ�WR�VSRQVRULQJ�WKLV��\RX�QHHG�WR�

create the space and the enablers to let that happen. 
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×<RX�DOVR�QHHG�WKH�JRRGZLOO�RI�LQWHOOLJHQW��GHFHQW�SHRSOH��7KH\�GRQØW�KDYH�WR�EH�

teachers, but they need to be intelligent, decent people who value a future and see 

that young people are part of that. They know more about the service they want, 

ZKHWKHU�LWØV�LQ�D�FODVVURRP�RU�ZKHWKHU�LWØV�D�PHQWDO�KHDOWK�VHUYLFH�RU�ZKHWKHU�LWØV�

access to a sporting service. They absolutely have a deep understanding about 

how the world could be better and how they could contribute to that in a process 

that starts at the grassroots and then you create the broader opportunities to 

LQçXHQFH�SROLWLFDOO\�Ø

7KH�1RUWKHUQ�7HUULWRU\�'HSDUWPHQW�RI�(GXFDWLRQØV�/HDUQLQJ�&RPPLVVLRQHU�

program is a perfect example of this grassroots approach to student agency and 

LQçXHQFH��7KH�FRQFHSW�VWDUWHG�LQ�.DWKHULQH�VFKRROV��,WØV�QRZ�DQ�RQJRLQJ�SURJUDP�

LQ�WKH�1RUWKHUQ�7HUULWRU\�DFURVV�VL[WHHQ�VFKRROV�IURP�.DWKHULQH�WR�'DUZLQ��ZKLFK�

sees students from upper primary and middle school engage in long-term analysis 

of school data and provides recommendations built into the school and system 

strategy. This work is led on the adult side for the Department of Education by 

John Cleary, former Casuarina PS principal and now General Manager, School and 

6\VWHP�,PSURYHPHQW��LQ�FRQMXQFWLRQ�ZLWK�'U�7DQ\D�9DXJKDQ��(YLGHQFH�IRU�/HDUQLQJ��

6XPPHU�+RZDUWK��Founder and Learning Designer at The Eventful Learning Co., 

DQG�+HOHQ�%XWOHU��(GXFDWLRQ�6HUYLFHV�$XVWUDOLD�

¶The student, teacher and leader commissioners meet as part of the
Learning Commission to discuss, analyse and set direction for the school 
year informed by whole school data sets. Based on their school data student, 
teacher and school leader commissioners set goals, design evidence gathering 
processes, sample sizes for inclusion and identify how they will measure the 
impact of their school-based research.’
9DXJKDQ�HW�DO���

DOING THINGS DIFFERENTLY
The combination of co-creating the initial plan and ongoing support of the Learning 

&RPPLVVLRQHUØV�DSSURDFK�GHPRQVWUDWHV�KRZ�9LFNL�DQG�KHU�WHDP�ZHUH�GHWHUPLQHG�

WR�QRW�GR�WKLQJV�WKH�ZD\�WKH\ØG�DOZD\V�EHHQ�GRQH��1RW�RQO\�GLG�VKH�ZDQW�WR�SURYLGH�

provocation for the schools and the system, but for herself and her executive team. 

7KHLU�QHZ�VWUDWHJ\��UHOHDVHG�LQ�������ZDV�FOHDU��DFWLRQDEOH�DQG�UHVRXUFHG��7KHLU�
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MRXUQH\��EDVHG�RQ�WKUHH�FOHDU�JRDOV�RI�(QJDJH��*URZ��$FKLHYH�DQG�IRXU�VWUDWHJ\�

DUHDV�RI�4XDOLW\�7HDFKLQJ��'DWD�DQG�$FFRXQWDELOLW\��&RPPXQLW\�(QJDJHPHQW��

DQG�'LIIHUHQWLDWHG�6XSSRUW�IRU�6FKRROV��LV�PDNLQJ�PDMRU�LQURDGV��7KH�1RUWKHUQ�

7HUULWRU\�ZDV�WKH�PRVW�LPSURYHG�V\VWHP�LQ�WKH������VFKRRO�\HDU.  Shift and growth 

are visible. Most importantly, the system is moving as a whole. They are working 

together to transform education.

9LFNL�LV�D�æQH�H[HPSODU�RI�)HURFLRXV�:DUPWK��6KH�VHW�WKH�WRQH�IRU�UDLVLQJ�WKH�

bar to achieve transformation and providing the safety and support for the people 

she led to co-create, take risks and work together. 
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chäptêr TJY

LEADING  
TRANSFORMATION

‘We’ve got two constructs in the world. It’s love and fear. Which one do you want 
to choose? Do you want to wake up and chase your dreams? Or do you just want to 

wake up and simply exist? Your choice.
‘The only risk I see in education is schools, school leaders and systems who 

continue to be wedded to the one-size-fits-all industrial delivery model. They are risking 
young people’s holistic growth and achievement and perhaps even their future, in this 

new world environment we all find ourselves in.’
$GULDQR�'L�3UDWR��(QWUHSUHQHXULDO�(GXFDWRU76

WHAT WOULD YOU DO IN YOUR SCHOOL IF YOU WERE BOLDER?
,�DVNHG�\RX�WR�FRQVLGHU�WKLV�DW�WKH�EHJLQQLQJ�RI�WKLV�ERRN��,W�LV�RQH�RI�P\�IDYRXULWH�

TXHVWLRQV�WR�DVN�RI�OHDGHUV��,�WKLQN�ZH�VKRXOG�EH�SXVKLQJ�RXUVHOYHV�ZLWK�WKLV�

question on a regular basis. Usually fear keeps us thinking small. Fear of failure, 

fear of how the community will react, fear of push back from teachers and 

students.

7UDFH\�%UHHVH�LV�WKH�G\QDPLF�VHFRQGDU\�VFKRRO�SULQFLSDO�RI�.XUUL�.XUUL�

+LJK�6FKRRO��..+6��LQ�16:��,�æUVW�PHW�7UDFH\�ZKHQ�,�ZDV�SUHVHQWLQJ�DW�D�16:�

6HFRQGDU\�3ULQFLSDOØV�&RQIHUHQFH��7DONLQJ�ZLWK�KHU�LPPHGLDWHO\�KDG�P\�)HURFLRXV�

:DUPWK�UDGDU�WLQJOLQJ��,�FRXOG�KHDU�KHU�IHURFLW\�DERXW�WKH�PRUDO�SXUSRVH�DV�ZHOO�DV�
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her humour, love of her students and staff. Tracey is all about her team and what 

WKH\�KDYH�GRQH�WRJHWKHU��,WØV�D�GHæQLWH�×ZHØ�DQG�×LQQRYDWLRQØ�FXOWXUH��EXW�LW�ZDVQØW�

always so. The change began with her maintaining a ferocious stance on changing 

the status quo.

:KHQ�,�ODVW�VSRNH�LQ�GHSWK�ZLWK�7UDFH\�DERXW�WKH�MRXUQH\�DW�.XUUL�.XUUL��

they were three years into shifting from the uncomfortable space of innovation 

being scary and very new towards it being embedded in the way they work. Kurri 

.XUUL�XVHV�D�KXE�EDVHG�DSSURDFK�WR�<HDU���VFKRROLQJ��ZLWK�WKH�FXUULFXOXP�WDXJKW�

through real projects. Learning pathways follow that allow for students to choose 

D�%LJ�3LFWXUH���VWXGLR�VFKRRO�SDWK�RU�D�PRUH�PDLQVWUHDP�RQH��%RWK�SDWKZD\V�

have a focus on individualised and engaged learning, with an emphasis on real 

experiences.

7UDFH\�VSHDNV�ZLWK�FRQYLFWLRQ�LQ�YLGHRV�RQ�WKH�VFKRROØV�ZHEVLWH��FOHDUO\�

DUWLFXODWLQJ�WKH�YLVLRQ�RI�WKH�VFKRRO��×2XU�YLVLRQ�IRU�WHDFKLQJ�DQG�OHDUQLQJ�LV�WR�

produce knowledgeable, creative, collaborative students of the future, who are well 

EDODQFHG�FLWL]HQV��ZDONLQJ�RXW�LQWR�WKH�ZRUOG�NQRZLQJ�WKHLU�VNLOO�EDVH�Ø

:KHQ�7UDFH\�FDPH�WR�..+6�LQ�������HYHU\�SHUVRQ�LQ�WKH�VFKRRO�ZDV�ZRUNLQJ�

hard, but she could see they were heading for the wrong set of goalposts. There 

were old mechanisms in place with a strong focus on behaviour and little on 

OHDUQLQJ��7UDFH\ØV�EHOLHI�LV�WKDW�ZKHQ�\RX�IRFXV�RQO\�RQ�EHKDYLRXU��\RXØUH�QRW�DFWXDOO\�

IRFXVVLQJ�RQ�ZHOOEHLQJ��..+6�LQ�DQ�DUHD�ZKHUH�����RI�WKH�VWXGHQWV�DUH�LQ�WKH�

lowest two quartiles of socio-economic disadvantage so wellbeing really matters. 

UNDERSTANDING EXPERIENCE
2QH�RI�WKH�æUVW�WKLQJV�7UDFH\�GLG�ZDV�VSHQG�D�GD\�LQ�WKH�OLIH�RI�D�<HDU���VWXGHQW��×,�

ZDQGHUHG�DURXQG�DV�D�<HDU���VWXGHQW�IRU�WKH�ZKROH�GD\��$QG�LW�ZDV�WKH�PRVW�ERULQJ�

GD\�RI�P\�OLIH��,�WKLQN�,�ZRXOG�KDYH�UDWKHU�HDWHQ�FDUGERDUG��6R��WKDW�UHDOO\�VKLIWHG�

ZKDW�,�ZDV�WKLQNLQJ�DERXW��,�VWDUWHG�UHçHFWLQJ�DQG�DVNLQJ�TXHVWLRQV�Ú:KDW�DUH�WKHVH�

NLGV�GRLQJ�DOO�GD\"�6L[�DQG�D�TXDUWHU�KRXUV�ZHØYH�JRW�WKHP�Û�$QG�SUHWW\�PXFK�

ZKDW�,�VDZ�ZDV�WKDW�ZH�ZHUH�WDNLQJ�WKHP�DZD\�IURP�D�OLIH�RXWVLGH�RI�VFKRRO��SXWWLQJ�

them in prison for six hours, putting the moat down in the afternoon and letting 

WKHP�JR�EDFN�WR�OLIH��,�VWDUWHG�WR�UHçHFW�RQ�WKH�TXHVWLRQ��Ú'LG�ZH�KDYH�WKH�FDSDFLW\�

WR�VKLIW"ÛØ
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7UDFH\�×OXUNHG�ZLWK�LQWHQWØ�LQ�FRUULGRUV��ORRNLQJ�DQG�OLVWHQLQJ�WR�ZKDW�ZDV�

KDSSHQLQJ�LQ�WKH�FODVVURRPV��:KDW�ZDV�WKH�WHDFKHU�WDON�OLNH"�+RZ�GLG�WKH\�LQWHUDFW�

ZLWK�WKH�VWXGHQWV"�+RZ�ZHUH�WKH\�IUDPLQJ�WKH�OHVVRQV�DQG�ZRUN"�6KH�VDZ�SDWWHUQV�

DQG�KDELWV�RI�ZRUNLQJ�WKDW�VKH�NQHZ�QHHGHG�WR�VKLIW��$QG�LI�VKH�VDZ�RQH�PRUH�

death by PowerPoint, she wanted to scream!

The second thing Tracey did was survey how many assessments the Year 

�V�ZHUH�GRLQJ��7KH\�ZHUH�GRLQJ����SHU�\HDU��6KH�VWDUWHG�WR�UHDOLVH�ZK\�VR�PDQ\�

VWXGHQWV�ZHUH�GLVHQIUDQFKLVHG�E\�WKH�WLPH�WKH\�UHDFKHG�WKHLU�ODVW�\HDU�RI�VFKRRO��,W�

was a great example of the over-schooled and under-educated mantle that is often 

XVHG�ZKHQ�UHIHUULQJ�WR�$XVWUDOLDQ�HGXFDWLRQ��

,W�DOVR�KLJKOLJKWV�WKH�SLHFH�RI�ZRUN�WKDW�VLWV�VLGH�E\�VLGH�ZLWK�DQ\�

transformation needed in a school – a collaborative learning culture in the staff. 

Strong communication and a collective approach were not in place.

$W�.XUUL�.XUUL��7UDFH\�EHJDQ�VSHDNLQJ�WR�WKH�VWDII��HVSHFLDOO\�PLGGOH�

PDQDJHPHQW��DURXQG�WKH�SURYRFDWLRQ��×,I�ZHØYH�JRW�WKHVH�NLGV�IRU�DOO�RI�WKLV�WLPH��

ZK\�DUH�WKH\�QRW�OHDYLQJ�ZLWK�EHWWHU�RXWFRPHV"Ø

They began working on the premise of three driving principles:

��� 1R�FKLOG�LQ�FRQçLFW�FDQ�OHDUQ�

��� 0DVORZØV�EHIRUH�%ORRPØV�

��� 6FKRROV�QHHG�WR�EH�SODFHV�ZKHUH�VWXGHQWV�DUH�QR�ORQJHU�OHDUQLQJ�WR�ZRUN��

but learning to live.

The Ferocious Warmth leader understands the need for conviction and clear 

VWDWHPHQWV�WKDW�SHRSOH�FDQ�JUDE��WKRVH�×VWLFN\�PHVVDJHVØ��7KH\�KROG�RXU�EHOLHIV�

LQ�×EXPSHU�VWLFNHUVØ�WKDW�EHFRPH�HPEHGGHG�LQ�FXOWXUH��7KHVH�WKUHH�GLVWLQFW��

memorable headlines gave Kurri Kurri solid direction.

Tracey is sure of her moral purpose and her ability to bring people along 

the way. To get the three vision statements moving, Tracey knew she needed to 

control the narrative and lead the change. ‘When things did start changing with 

their wellbeing and teaching and learning, some teachers worried that the students 

ZRXOG�QRW�EH�DEOH�WR�GR�WKH�ZRUN��3HRSOH�ZRXOG�FRPH�XS�WR�PH�VD\LQJ��Ú.LGV�LQ�

<HDU����FDQØW�GR�WKLV�Û�,�UHSOLHG��Ú:HOO��WKDWØV�RXU�IDXOW��:HØYH�KDG�WKHP�IRU�IRXU�\HDUV�ÛØ

)HURFLRXV�Õ�\HV�Õ�LQ�D�JRRG�ZD\��,W�VWDUWHG�SHRSOH�WKLQNLQJ�GLIIHUHQWO\�WR�JHW�D�

shift.
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,�DOVR�VHH�LQ�7UDFH\�WKH�SDUDGR[�RI�\HW��)RU�FKDQJH�WR�KDSSHQ�VKH�QHHGHG�WR�EH�

WKH�YLVLRQDU\�DQG�DOVR�EH�RQ�WKH�JURXQG�KHOSLQJ�DGG�R[\JHQ�WR�WKH�çDPH��9LVLRQDU\�

yet grounded.

.XUUL�.XUUL�+LJK�6FKRRO�LV�QRZ�æUPO\�OHDUQLQJ�DQG�LQQRYDWLQJ��DQG�D�OLJKWKRXVH�

VFKRRO�IRU�WKH�1HZ�6RXWK�:DOHV�V\VWHP�DQG�EH\RQG��,Q�UHVSRQVH�WR�TXHULHV�DERXW�

LQWURGXFLQJ�WKHLU�SURMHFW�EDVHG�PRGHO�LQ�<HDU���UDWKHU�WKDQ�WKH�×WUDGLWLRQDOØ�<HDU����

Tracey replies: ‘Why would you introduce something to the most disengaged kids 

LQ�\RXU�VFKRRO"�7KH\ØUH�DOUHDG\�FUDQN\��RIWHQ�DOUHDG\�LQGRFWULQDWHG�DJDLQVW�OHDUQLQJ�

DQG�VFKRRO��:K\�ZRXOG�\RX�VWDUW�ZLWK�IDLOXUH"�,Q������WKH�<HDU���GDWD�RQ�KLJK�

HèFDF\�DQG�KLJK�H[SHFWDWLRQV�ZDV������%DVLFDOO\��LV�WKHUH�VRPHRQH�ZKR�ORYHV�

PH��WKDW�ZRUG�DJDLQ���WKDW�,�FDQ�WUXVW�DQG�DUH�WKHUH�KLJK�H[SHFWDWLRQV�DURXQG�P\�

OHDUQLQJ"�,Q�������WKH�GDWD�ZDV�XS�WR������6KLIWLQJ�ERWK�WKH�ZRUN�RI�WKH�WHDFKHUV�

DQG�WKH�ZRUN�RI�WKH�VWXGHQWV�Ø

JOLT THINKING
:H�ZRQØW�UH�VHW�HQWUHQFKHG�WKLQNLQJ�LI�ZH�GRQØW�MROW�LW��-RKQ�.RWWHU��WKH�JXUX�RI�ODUJH�

WUDQVIRUPDWLRQ�FKDQJH��GHVLJQDWHV�FUHDWLQJ�D�VHQVH�RI�XUJHQF\�DV�KLV�æUVW�VWHS�LQ�

The 8-Step Process for Leading Change.���$V�ZH�NQRZ��XUJHQF\�ZDV�KLJK�GXULQJ�

&29,'�����$JLOLW\�DQG�çH[LELOLW\�DERXQGHG�DV�VFKRROV�ZUHVWOHG�ZLWK�WKH�FKDOOHQJH�

of providing quality education remotely, while maintaining strong connection and 

FRPSDVVLRQ�IRU�YXOQHUDELOLW\�DQG�DQ[LHW\��2XU�FKDOOHQJH�LV�WR�NHHS�WKDW�OHDUQLQJ��

and agility into the future.

)HURFLRXV�:DUPWK�OHDGHUV�SRVW�&29,'����DUH�QRW�SUHSDUHG�WR�OHW�WKH�VWDWXV�TXR�

FUHHS�EDFN�LQ��7KH\ØUH�PDLQWDLQLQJ�LQTXLU\��FKDOOHQJH�DQG�FXULRVLW\��7KH\ØUH�WDSSLQJ�

LQWR�WKH�LQQRYDWRUV�DQG�HDUO\�DGRSWHUV��DQG�UHWDLQLQJ�WKHLU�YRLFH��7R�WDNH�IURP�7UDFH\ØV�

YLHZ�RI�WKH�ZRUOG��LI�ZH�JR�EDFN�WR�WKH�ZD\�LW�RQFH�ZDV��ZHØYH�OHW�WKDW�KDSSHQ�

Rêflêctîön päûsê ...
How does the teaching and learning look different in your school from two, three, ten years ago?

What does it need to look like in the years ahead?
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SEIZE THE DISRUPTION
/HWØV�VHL]H�WKLV�GLVUXSWLRQ�WR�KHOS�XV�WUDQVIRUP�WKH�ZD\�HGXFDWLRQ�LV�SURYLGHG�LQ�RXU�

VFKRROV��,WØV�H[SDQVLRQ�DW�ZRUN�Õ�HYROYLQJ�ZKDW�ZH�KDYH�LQWR�VRPHWKLQJ�PRUH�æW�IRU�

purpose in this complex world.

Charlene Li, author of The Disruption Mindset��, shares these three elements 

of disruptive transformation:

1. 6WUDWHJ\�LQVSLUHG�E\�IXWXUH�FXVWRPHUV�WR�PDNH�×ELJ�JXOSØ�GHFLVLRQV��

&RQVLGHU�WKH�XQPHW��XQH[SUHVVHG�QHHGV�RI�SHRSOH�\RXØOO�VHUYH�LQ�WKH�IXWXUH�

2. /HDGHUVKLS�WKDW�FUHDWHV�D�PRYHPHQW�RI�GLVUXSWRUV��$�VSHFLDO�NLQG�RI�

leadership is needed to inspire followers to build a coalition of key people

who will help make change happen.

��� &XOWXUH�WKDW�WKULYHV�ZLWK�GLVUXSWLRQ��2SHQQHVV��DJHQF\�DQG�DFWLRQ�

WUDQVIRUP�FXOWXUHV�IURP�×VWXFNØ�WR�×çX[Ø�Õ�DEOH�WR�WKULYH�LQ�GLVUXSWLRQ�

$OO�WKUHH�DUH�SHUWLQHQW�WR�HGXFDWLRQ�ULJKW�QRZ�DQG�VXSSRUW�WKH�)HURFLRXV�

:DUPWK�DSSURDFKHV�WR�OHDGHUVKLS��+HUH�,�H[SDQG�/LØV�HOHPHQWV�WR�PDNH�WKHP�HYHQ�

more relevant to education leaders:

1. STRATEGY THAT KEEPS EYES FIRMLY ON THE STUDENT (THE CUSTOMER)
(GXFDWRUV�DOO�ZHQW�LQWR�WKH�×ELJ�JXOSØ�RI�UHPRWH�OHDUQLQJ�LQ�������:KDW�XQPHW�

and unexpressed needs did you discover about your students and families that 

WKLV�FRQWH[W�DFWXDOO\�IXOæOOHG�IRU�WKHP"�+RZ�KDV�WKDW�FKDQJHG�WKH�ZD\�\RXU�

VFKRRO�SURYLGHV�HGXFDWLRQ"�0\�KRPH�VWDWH�RI�9LFWRULD��$XVWUDOLD��H[SHULHQFHG�WZR�

lockdowns and remote-learning stretches. The second stretch allowed schools 

WR�DSSO\�WKH�OHDUQLQJ�IURP�WKH�æUVW��0DQ\�VFKRROV�IRXQG�WKDW�VWXGHQWV�ZKR�ZHUH�

historically disengaged in the classroom engaged in the online school environment. 

For an alarming percentage of students, the classroom environment simply does 

not work. Too noisy, too much distraction, fears of comparison and judgment, not 

EHLQJ�JRRG�HQRXJK��ODFN�RI�SV\FKRORJLFDO�RU�FXOWXUDO�VDIHW\��$OO�VRUWV�RI�QHHGV�WKDW��

LQ�UHDOLW\��VFKRROV�PLJKW�QRW�EH�IXOæOOLQJ�

+RZ�KDYH�\RX�LQWHUURJDWHG�\RXU�RZQ�DQG�\RXU�WHDPØV�WKLQNLQJ�DERXW�WKLV"�

6WHSKHQ�.HQGDOO�-RQHV�DQG�WKH�VWDII�DW�$OEDQ\�-XQLRU�+LJK�6FKRRO�LQ�$XFNODQG��

1HZ�=HDODQG��ZHQW�LQWR�D�GHVLJQ�WKLQNLQJ�F\FOH�ZKLOH�WKH\�ZHUH�VWLOO�LQ�ORFNGRZQ��$W�

the time of writing, they were fullsteam innovating around an opt-in online stream, 
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SHUKDSV�WZR�GD\V�IDFH�WR�IDFH��WKUHH�GD\V�RQOLQH��7KH�DLP�LV�WR�IXOæO�WKH�QHHGV�RI�

students with mental health challenges or learning preferences, and to open up 

opportunities for geography not to be a barrier to learning at the school. This work 

in progress is considering partnerships with other schools, so as not to impact 

negatively on local school enrolments and to create a positive outcome across the 

whole of the system. 

Rêflêctîön päûsê ...
How many schools have jumped on the chance to really transform via the learnings of the remote 

phase of COVID-19?  How many have simply ‘snapped back’ into the way we’ve always done it? 

Where are you on this scale?

Whether we face COVID-19, or some other future global upheaval, the premise remains the same: 

Ferocious Warmth leaders step into disruption and claim the opportunities rather than shutting 

them down.

2. A MOVEMENT OF DISRUPTORS
7UDFH\ØV�WHDP�LV�D�SHUIHFW�H[DPSOH�RI�FUHDWLQJ�D�FROOHFWLYH�DSSURDFK��7R�EHJLQ�WKH�

WUDQVIRUPDWLRQ��7UDFH\�NQHZ�VKH�QHHGHG�DQ�×$Ø�WHDP�ZKR�ZHUH�UHDG\�WR�LQQRYDWH�

and lead the shift. She also made it clear to her middle leaders that they needed 

WR�EH�LQ�RQ�WKH�LQQRYDWLRQ��,Q�IDFW��OHDGLQJ�LQQRYDWLRQ�DQG�FKDQJH�ZDV�D�FULWHULD�

IRU�WKHLU�DFKLHYLQJ�WKHLU�SRVLWLRQV���7KHUHØV�WKH�IHURFLW\���7KHVH�OHDGHUV�WKHQ�UDQ�DQ�

H[SUHVVLRQ�RI�LQWHUHVW�ZLWKLQ�WKHLU�IDFXOWLHV�WR�DSSO\�IRU�WKH�OHDG�UROH��2WKHUV�ZHUH�

QRW�UHDG\�WR�MXPS�LQ��7KH\�QHHGHG�WR�REVHUYH��WR�JDLQ�FRQæGHQFH�WR�JLYH�LW�D�JR�DQG�

EH�2.�ZLWK�IDLOXUH�LI�LW�GLGQØW�ZRUN�VWUDLJKW�DZD\��:KHQ�SHRSOH�ZHUH�FRQFHUQHG�DQG�

not ready to be a part of it, Tracey gave them the space they needed to be on the 

SHULSKHU\�DQG�ZDWFK�EHIRUH�WKH\�MXPSHG�LQ���7KHUHØV�WKH�ZDUPWK���
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3. A CULTURE THAT THRIVES WITH DISRUPTION
Ferocious Warmth education leaders know that intense learning creates disruption. 

&KDUOHQH�FDOOV�WKLV�ZRUNLQJ�LQ�WKH�VSDFH�RI�×çX[Ø��,WØV�DOVR�7KH�%X]]��,Q�D�WKULYLQJ�

FROODERUDWLYH�OHDUQLQJ�FXOWXUH��ZHØUH�QRW�VXUSULVHG�E\�FKDQJH��GLVUXSWLRQ�DQG�

WUDQVIRUPDWLRQ��,WØV�WKH�VSDFH�ZH�VHHN�WR�FUHDWH�HYHU\�GD\�IRU�HDFK�RWKHU�DQG�RXU�

students. The learning zone should be one of energy, innovation and excitement: 

$QWLIUDJLOH�

,I�ZH�FUHDWH�DQ�HQYLURQPHQW�ZKHUH�UHVSRQVLYH�WHDFKLQJ�LV�EDVHG�RQ�IHHGEDFN�

then we should be in a constant state of minor disruption, always tweaking and 

VKLIWLQJ�RXU�DSSURDFK�WR�DFKLHYH�WKH�LQWHQGHG�LPSDFW��+RZHYHU��PHHWLQJ�WKH�QHHGV�

of every student in this complex world requires major disruption.

GET MORE IDEAS
7KH�JOREDO�GHVLJQ�FRPSDQ\�,'(2�IRXQG�WKDW�PDQ\�SHRSOH�VWRS�DW�WKUHH�LGHDV�

ZKHQ�LWHUDWLQJ�DQG�æQGLQJ�VROXWLRQV�WR�SUREOHPV��\HW�WKRVH�ZKR�JR�IRU�DW�OHDVW�æYH�

LWHUDWLRQV�RU�LGHDV�DUH�����PRUH�OLNHO\�WR�ODXQFK�VXFFHVVIXOO\��� 

2QH�RI�P\�PHQWRUV��.LHUDQ�)ODQDJDQ��&KLHI�&UHDWLYH�2èFHU�IRU�7KH�

,PSRVVLEOH�,QVWLWXWH�DQG�DXWKRU��VD\V��DV�VKH�GHOLYHUV�KHU�NH\QRWH�VSHHFKHV�WR�

FRQIHUHQFHV�IXOO�RI�SHRSOH�HDJHU�WR�EH�PRUH�LQQRYDWLYH��×,ØP�QRW�PRUH�FUHDWLYH�WKDQ�

\RX�Õ�,�MXVW�ZRUN�KDUGHU�Ø�.LHUDQ�DQG�KHU�EXVLQHVV�SDUWQHU�'DQ�*UHJRU\�FUHDWH�D�

KXJH�QXPEHU�RI�LGHDV�LQGLYLGXDOO\�æUVW�DURXQG�D�FRQFHSW�RU�SUREOHP��EHIRUH�WKH\�

MRLQ�WRJHWKHU�RQ�WKHP��,ØP�QRW�WDONLQJ�WHQ�LGHDV��,�PHDQ����WR������:KDW�WKH\�FR�

create when they bring these ideas together is quite often mind-blowing! 

‘Creativity is an ability to think, to solve problems in ways we haven’t 
seen before. It is innovation, flexibility, agility, ingenuity and mental fluidity. All 
things that will be incredibly useful for our ongoing success, no matter what 
the future brings. In our experience, creativity is more discipline than talent. 
It is something we can practise and improve on, which makes it very much a 
skill, and vital one at that.’
.LHUDQ�)ODQDJDQ�DQG�'DQ�*UHJRU\��)RUHYHU�6NLOOV���
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Rêflêctîön päûsê ...
How do you tap into the ideation of your teams? 

Is there a wonder and excitement to the environment you create? 

Is there psychological safety to challenge own thinking?  

,'(2ØV�æQGLQJV�VKRZ�WKDW�WKH�FKDQFHV�RI�D�IDLOHG�ODXQFK�GHFUHDVHG�E\��������

when team members felt comfortable to challenge the status quo. Through The 

%X]]�GLDJQRVWLF��,ØYH�DOVR�IRXQG�WKLV�DSSOLFDEOH�WR�VFKRRO�WHDPV��)RU�H[DPSOH��×,�

IHHO�FRQæGHQW�WR�FKDOOHQJH�RXU�DVVXPSWLRQV�DQG�EHOLHIVØ�VLWV�RQ�WKH�ERWWRP�RI�WKH�

UDQNLQJV�RI�×YHU\�OLNH�XVØ�DV�D�WHDP��FUHDWLQJ�D�FKDOOHQJH�VSDFH�LV�KLJK�SHUIRUPDQFH�

work.

+RZ�RIWHQ�GR�ZH�FRGH�QHZ�WKLQJV�DV�D�KXJH�FKDQJH�UDWKHU�WKDQ�VLPSO\�

UHVSRQGLQJ�WR�OHDUQLQJ�Õ�ZKDWØV�ZRUNLQJ�DQG�ZKDW�LV�QRW"�:KDW�QHHGV�D�QXGJH�DQG�

what needs a rewrite? What needs revolution, what needs evolution? What just 

needs some new thinking? 

GET OUT OF BINARY
$V�ZHØYH�GLVFXVVHG��WKH�YHU\�QDWXUH�RI�)HURFLRXV�:DUPWK�LV�WKH�WHQVLRQ�DQG�GXDOLW\�

WKDW�SXOOV�IURP�ERWK�VLGHV�RI�WKH�FRQFHSW��<HW�RIWHQ�ZKHQ�ZHØUH�WU\LQJ�WR�VROYH�

SUREOHPV��ZH�DSSURDFK�WKLQJV�IURP�DQ�×HLWKHU�RUØ�UDWKHU�WKDQ�DQ�×DQGØ�

3HWHU�+XWWRQ��IRUPHU�SULQFLSDO�RI�7HPSOHVWRZH�&ROOHJH�DQG�QRZ�FRQYHQRU�

RI�WKH�)XWXUH�6FKRROV�$OOLDQFH��LV�D�SULPH�H[DPSOH�RI�VRPHRQH�SXVKLQJ�VWURQJO\�

DJDLQVW�WKH�VWDWXV�TXR��+H�TXHVWLRQV�ZK\�ZHØYH�DOZD\V�GRQH�WKLQJV�WKLV�ZD\��DQG�

UXéHV�IHDWKHUV�E\�IHDUOHVVO\�DVNLQJ�SURYRFDWLYH�TXHVWLRQV�WR�JHW�SHRSOH�WKLQNLQJ�

differently. 

3HWHU�ZRXOG�XQDVKDPHGO\�VD\�KHØV�SXVKLQJ�IRU�UHYROXWLRQ��QRW�HYROXWLRQ��+LV�

WZLWWHU�WDJ�LV�#(GUHY�DQG�KLV�YLHZV�DUH�VRXJKW�IURP�HGXFDWRUV�DOO�RYHU�WKH�ZRUOG��$V�
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LV�RIWHQ�WKH�FDVH��WKH�ELJJHVW�SXVK�EDFN�RQ�3HWHUØV�YLHZV�FDQ�FRPH�IURP�HGXFDWRUV�

in his own back yard.

8QGHU�3HWHUØV�OHDGHUVKLS��7HPSOHVWRZH�&ROOHJH��7&��FRPSOHWHO\�WUDQVIRUPHG�

WKH�ZD\�LW�UDQ�DQG�JUHZ�IURP�����VWXGHQWV�WR�RYHU������LQ�VHYHQ�\HDUV��7KH�VFKRRO�

has its foundations in strong student agency and subject choice, and does not run 

on the structure of traditional age year levels. 

3HWHU�DQG�WKH�7&�WHDPØV�ZRUN�WRRN�D�QXPEHU�RI�DVVXPSWLRQV�DQG�WXUQHG�WKHP�

on their head, such as:

Ý� Subject choice should be limited and follow strict rules.

Ý� Students take six years to move through the curriculum properly.

Ý� Students cannot make choices about their subjects except from a 

QDUURZO\�GHæQHG�OLVW��PDGH�XS�E\�DGXOWV�

Ý� Students should be sorted by age.

Ý� ,QGLYLGXDO�OHDUQLQJ�SODQV�DUH�RQO\�IRU�VSHFLæF�VWXGHQWV��QRW�DOO� 

SATISFICING
+HUEHUW�6LPRQ� DQ�$PHULFDQ�HFRQRPLVW��SROLWLFDO�VFLHQWLVW�DQG�FRJQLWLYH�

psychologist, developed theories and undertook research about decision-making. 

+LV�WKHRU\�RI�×ERXQGHG�UDWLRQDOLVPØ��� explains some of our reticence to change 

DSSURDFKHV�ZHØUH�FRPIRUWDEOH�ZLWK��7KHVH�EHFRPH�KDELWV�DQG�DVVXPSWLRQV�WKDW�ZH�

QR�ORQJHU�FKDOOHQJH��6LPRQØV�ERXQGHG�UDWLRQDOLW\�VWDWHV�WKDW�SHRSOH�DUH�×ERXQGHGØ�

by the:

Ý� information they have

Ý� cognitive limitations of their mind

Ý� æQLWH�DPRXQW�RI�WLPH�WKH\�KDYH�WR�PDNH�D�GHFLVLRQ�

7KLV�OHDGV�WR�×VDWLVæFLQJØ��:H�PDNH�GHFLVLRQV�WKDW�VKRUWFXW�GHHS�GHOLEHUDWLRQ��

EXW�WKDW�×VDWLVI\Ø�DQG�ZLOO�×VXèFHØ��7KLQN�RI�DOO�WKH�WKLQJV�JRLQJ�RQ�VFKRROV�HYHU\�GD\�

WKDW�DUH�VLPSO\�×VDWLVæFLQJØ��

7KLV�LV�ZK\�ZH�QHHG�SHRSOH�OLNH�3HWHU�+XWWRQ�WR�SULFNOH�XV��7R�PDNH�XV�

H[DPLQH�RXU�DVVXPSWLRQV�DQG�GHFLVLRQV�WKDW�DUH�MXVW�×VDWLVIDFWRU\Ø�RU�HDVLHU�IRU�XV��

,�DVNHG�3HWHU�LI�KH�FRXOG�XQSDFN�KLV�DSSURDFK�WR�WHVWLQJ�DVVXPSWLRQV�DQG�

FKDOOHQJLQJ�WKH�×QRUPØ��+H�EHOLHYHV�LWØV�LQçXHQFHG�E\�KLV�G\VOH[LD�

Peter understood by about Grade 2 that his literacy skills were not up to his 
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FRJQLWLYH�DELOLW\��+H�VRRQ�OHDUQW�WR�FKDQJH�WKH�V\VWHP�WKDW�VRXJKW�WR�SXW�KLP�LQWR�

WKH�ERWWRP�FDWHJRU\�WKURXJK�QHJDWLYH�UHVXOWV�WKDW�GLGQØW�DFFXUDWHO\�UHSUHVHQW�

KLV�DELOLW\��$V�D�VWXGHQW�RI�WKH�VHYHQWLHV��KLV�VWRU\�RI�FKHDWLQJ�DW�WKH�UHDGLQJ�

comprehension cards had me in hysterics! Peter found that his dyslexia forged two 

reactions when confronted with a problem – go around it or be crushed by it. 

*HWWLQJ�DURXQG�WKH�V\VWHP�ZDV�VRPHWKLQJ�3HWHU�OHDUQW�HDUO\��,QWHUHVWLQJO\��

G\VOH[LD�DIIHFWV�����RI�WKH�SRSXODWLRQ�DQG�LV�KLJKO\�UHSUHVHQWHG�LQ�ERWK�SULVRQ�

populations and entrepreneurs. Many teachers are never taught how to deal with 

G\VOH[LD�LQ�WKH�FODVVURRP��\HW�WKH�GLDJQRVLV�UHTXLUHV�VSHFLæF�SHGDJRJ\�WR�KHOS�

VWXGHQWV�OHDUQ�WR�UHDG��7HPSOHVWRZH�ZDV�RQH�RI�WKH�æUVW�VFKRROV�WR�EULQJ�LQ�G\VOH[LD�

testing for all students. 

:KHQ�FRPLQJ�RXW�RI�WKH�UHPRWH�OHDUQLQJ�SKDVH�LQ�������,�ZDV�IDVFLQDWHG�

to hear some school leaders concerned that nothing would change because the 

V\VWHP�ZRXOG�QRW�OHW�WKHP��ZKLOH�RWKHU�OHDGHUV�ZKR�,�NQHZ�WR�HPEHG�LQQRYDWLRQ�

in the way their school worked were excited by the huge variety of changes 

WKH\ØG�VHL]H�IURP�WKH�WLPH��,QQRYDWRUV�DQG�HDUO\�DGRSWHUV�YHUVXV�WKH�ODWH�PDMRULW\��

perhaps? Will you go around the system or be crushed by it?

Templestowe College is in an area surrounded by high-performing state and 

independent schools. When the team at TC were looking at growing the school 

population, they found out quickly that, for the demographic around them, high 

academic results would be the only way people would even entertain sending their 

FKLOGUHQ�WR�WKH�VFKRRO��7ULFN\�WR�SURYLGH�WKH�SURRI�RI�VRPHWKLQJ�EHIRUH�LWØV�EHJXQ��$W�

WKLV�VWDJH��WKH�FROOHJH�KDG�����VWXGHQWV�DQG�ZDV�VWUXJJOLQJ�LQ�DOO�PHDVXUHV�XVHG�WR�

identify high performance. 

THINKING DIFFERENTLY
6R��WKH\�WKRXJKW�GLIIHUHQWO\��/LNH�7UDFH\�%UHHVH�RI�.XUUL�.XUUL��3HWHU�×MROWHGØ�WKLQNLQJ�

WR�WHVW�DVVXPSWLRQV��+H�GHYHORSHG�D�PHWKRGRORJ\�WR�WHVW�WKLQNLQJ��,Q�DQ\�DUHD�RI�

schooling, teachers asked:

Ý� :KDW�LI�ZH�GLG�æYH�WLPHV�DV�PXFK�RI�LW"

Ý� :KDW�LI�ZH�GLG�D�æIWK�RI�LW"

Ý� :KDW�ZRXOG�WKH�FRVWV�DQG�EHQHæWV�EH"

For example: take the approach to welfare in any school.
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,I�ZH�GLG�LW�æYH�WLPHV�DV�PXFK�Õ�ZKDW�PLJKW�WKH�GRZQ�VLGH�EH"�:KDW�PLJKW�

work better? 

,I�ZH�GLG�QR�ZHOIDUH��ZKDW�ZRXOG�WKH�QHJDWLYHV�EH"�7KH�SRVLWLYHV"��

:KDW�GR�ZH�QRW�NQRZ�WKDW�ZH�QHHG�WR�æQG�RXW�LQ�RUGHU�WR�WHVW�RXU�DVVXPSWLRQV�

rigorously?

Every time they challenged an assumption, they opened up new thinking, 

VWUDWHJLHV�DQG�DSSURDFKHV��,W�DOVR�KHOSHG�WKH�VWDII�XQGHUVWDQG�WKDW�QRWKLQJ�LV�EODFN�

and white.

2QH�UHG�çDJ�IRU�3HWHU��ZKLFK�LV�D�JRRG�OHVVRQ�IRU�DOO�RI�XV��LV�SRODULW\��$V�VRRQ�

as only two options are put to Peter, he challenges the thinking – either internally 

or out loud. When polarity is questioned, it brings in the grey, the ambiguity and the 

uncertainty we need to purge structures and assumptions that no longer serve us. 

6LPSO\�DVNLQJ��GRHV�LW�KDYH�WR�EH�HLWKHU�RU"�&DQ�LW�EH�DQG"�2U�çDJJLQJ�DQRWKHU�

option completely can create a bubble of thinking beyond the ordinary.

3HWHU�LV�FRPIRUWDEOH�PDNLQJ�RWKHUV�XQFRPIRUWDEOH��+H�FKRRVHV�GHOLEHUDWH�

ODQJXDJH�WKDW�SURGV�DQG�SULFNOHV��VXFK�DV�×HPDQFLSDWLQJ�WKH�\RXQJØ��7KLV�

provocation comes from a strong conviction of a better world, through the power of 

a different paradigm of education.

7KH�)XWXUH�6FKRROV�$OOLDQFH�WKDW�3HWHU�FRQYHQHV�EULQJV�WRJHWKHU�VFKRROV�IURP�

DOO�RYHU�$XVWUDOLD�ZKR�ZDQW�WR�H[SRVH�WKHPVHOYHV�WR�EHWWHU�WKLQNLQJ��LQQRYDWLRQ�

and shaking the norms that education has set in concert over time. Does this work 

PDNH�VRPH�LQ�WKH�HVWDEOLVKPHQW�DQQR\HG"�3UREDEO\��,V�LW�WU\LQJ�WR�TXHVWLRQ�WKH�

status quo and create a better education for students?

$EVROXWHO\�

Rêflêctîön päûsê ...
What assumptions have you busted?

Do your questions prompt silence and internal dialogue in yourself and others?  

Do you push back at polarity and binary solutions? 
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A FEROCIOUS WARMTH APPROACH TO INNOVATION
+RZ�GR�\RX�DSSURDFK�LQQRYDWLRQ�DQG�WUDQVIRUPDWLRQ�LQ�\RXU�VFKRRO"�7KLV�

IUDPHZRUN�FDQ�DVVLVW�SXWWLQJ�\RXU�VWUDWHJ\�WR�ZRUN��,W�FRPELQHV�ERWK�DFWLRQ�DQG�

mindset work.

)LJXUH�����)HURFLRXV�:DUPWK�,QQRYDWLRQ�)UDPHZRUN

%RWK�VKDGHG�ULQJV�LQ�WKLV�)HURFLRXV�:DUPWK�,QQRYDWLRQ�)UDPHZRUN�FRQWDLQ�D�

ZD\�RI�×EHLQJØ�ZKHQ�OHDGLQJ�RU�LQFXEDWLQJ�DQ�LQQRYDWLRQ�FXOWXUH��

$V�WKH�IUDPHZRUN�VXJJHVWV��ZH�QHHG�WR�VWDUW�ZLWK�YLVLRQ�DQG�HYLGHQFH�RI�WKH�

driving need for change. We continue by scrutinising thinking, sitting in discomfort 

DQG�VHHNLQJ�WKH�RSSRUWXQLWLHV��WKHQ�ZH�DFWLYDWH�LQQRYDWLRQ��+HUHØV�KRZ�

1. START WITH VISION AND EVIDENCE OF DRIVING NEED FOR CHANGE
'LGQØW�WKH�ZKROH�H[SHULPHQW�WKDW�ZDV������VKRZ�XV�KRZ�ZH�FDQ�EH�FRPSHOOHG�

to act when the need for change is critical to the ongoing wellbeing and learning 

of our students? Prior to this, generally the reason for change in our systems was 
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RIWHQ�OLPLWHG�WR�WKH�YHU\�GUHDU\��×WR�LPSURYH�VWXGHQW�RXWFRPHVØ��/HWØV�QRW�SUHWHQG�

WKDWØV�D�YLVLRQ��7KDWØV�DQ�RXWFRPH��6R�PDQ\�HGXFDWRUV�WXUQ�RII�HYHU\�WLPH�WKDW�

WHUP�ZDV�XVHG�DV�D�UHDVRQ�IRU�FKDQJH��:H�NQRZ�LWØV�DQ�RXWFRPH�ZHØUH�DIWHU��EXW�

LW�EXUHDFUDWLVHV�ZKDW�ZHØUH�DOO�DERXW��/HWØV�EH�PRUH�LQVSLULQJ�DQG�IHURFLRXV�LQ�RXU�

visions, and use warmth and connection to bring people along with us. Link what is 

being done to an inspiring purpose and big why.

2. SCRUTINISE THINKING, SIT IN DISCOMFORT, SEEK THE OPPORTUNITIES
CREATE A CATALYST FOR THE DISCUSSION
$�IHZ�\HDUV�DJR�,�ZRUNHG�ZLWK�D�YHU\�HVWDEOLVKHG��KLJK�SHUIRUPDQFH�VFKRRO�LQ�

6\GQH\��$XVWUDOLD��7KH\�ZHUH�OHG�E\�D�)HURFLRXV�:DUPWK�OHDGHU�ZKR��ZLWK�KHU�

leadership team, wanted to help the whole staff step into a space of innovation for 

the future. Uncomfortable with their more traditional style of working, which they 

felt was not arming their students for the complexity of the world, they wanted to 

H[SORUH�SRVVLELOLWLHV�DQG�EXVW�VRPH�RI�WKH�VFKRROØV�FXOWXUDO�DVVXPSWLRQV�DURXQG�

what education should provide.

We designed a day where over one hundred staff gathered in the school hall to 

scrutinise thinking, sit in discomfort and seek the opportunities. Diverse groupings 

LGHQWLæHG�WKH�GLIIHUHQW�VNLOOV�VWXGHQWV�FXUUHQWO\�XVH�DQG�WKRVH�WKH\ØOO�QHHG�ZKHQ�

entering the workforce that are different to the skills we needed when we left 

school. This type of discussion puts a couple of key Ferocious Warmth things in 

SODFH��,W�FUHDWHV�FRQQHFWLRQ�EHWZHHQ�SHRSOH�EH\RQG�WKHLU�XVXDO�WHDPV�DQG�WKLV�

SHUVRQDO�LQWHUDFWLRQ�FRQQHFWV�WKH�VFKRRO��,W�DOVR�OLQNV�HDFK�SHUVRQ�LQWLPDWHO\�WR�

WKH�GLVFXVVLRQ�DW�KDQG��DV�HYHU\RQH�UHçHFWV�RQ�×WKH�ZRUOG�DV�LW�ZDV�IRU�PHØ��7KLV�

LQGLYLGXDO�FRQQHFWLRQ�ZLWK�WKH�LQTXLU\�LV�FULWLFDO�WR�EX\�LQ�DQG�×FUDFNLQJ�WKH�WKLQNLQJØ��

7KH�GLVFXVVLRQ�DOVR�FUHDWHV�DQ�HQYLURQPHQW�RI�H[SDQVLRQ�DQG�OHDUQLQJ��$FWLYH�

curiosity, listening and wondering is the premise, rather than sitting and consuming 

what someone is spouting out the front. 

:H�ZDWFKHG�WKH�3ULQFH�(D�<RX7XEH�YLGHR�×,�-XVW�6XHG�WKH�6FKRRO�6\VWHPØ��� 

3ULQFH�(D�LV�DQ�$PHULFDQ�UDSSHU��VSRNHQ�ZRUG�DUWLVW�DQG�KXPDQ�ULJKWV�DFWLYLVW��

The premise of this emotive video is that education as it currently stands in 

most schools is a system built for the industrial era, which has caused millions 

of students to disengage and be judged against arbitrary measures that are not 
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æW�IRU�WRGD\ØV�ZRUOG��7KH�FKDOOHQJLQJ�SUHPLVH�DQG�GHOLYHU\�FDQ�FDXVH�GLVFRPIRUW��

7KH�GLVFRPIRUW�LV�D�SHUIHFW�SURYRFDWLRQ�IRU�GLVFXVVLRQ��,W�LV�LPSRUWDQW�WR�JLYH�

×SHUPLVVLRQØ�IRU�SHRSOH�WR�GLVFXVV�WKHLU�GLVFRPIRUW��:KDW�WKH\�DJUHH�ZLWK��ZKDW�WKH\�

GRQØW��,I�\RXØUH�WKLQNLQJ�RI�XVLQJ�SURYRFDWLRQV�WR�×MROWØ�WKLQNLQJ��ZKDWHYHU�\RX�PD\�

XVH��KDYLQJ�HPSDWK\�IRU�WKRVH�SHRSOH�LV�)HURFLRXV�:DUPWK�LQ�DFWLRQ��%H�DUPHG�

with questions that open up the space. For example, ‘There is so much in this 

YLGHR��6RPH�RI�LW�\RX�PD\�UHMHFW�DQG�VRPH�PD\�EH�ULJKW�RQ�WKH�PDUN�IRU�\RX��,W�

makes me uncomfortable in places, but it also encourages me to check in on my 

GHIHQVLYHQHVV��,Q�\RXU�WHDPV��ZRXOG�\RX�GLVFXVV�KRZ�WKLV�YLGHR�PDGH�\RX�IHHO"�

:KDW�SULFNOHG"�:KDW�KXUW"�:KDW�PDGH�VHQVH"�:KDW�H[FLWHG�\RX"Ø

$IWHU�XQSDFNLQJ�WKLV�YLGHR��SURYRFDWLRQ�IURP�FORVHU�WR�KRPH�ZDV�SURYLGHG�LQ�

the form of a video created prior to the day. This video contained vox pops from 

a variety of school parents in their professional roles, as well as former school 

students, who came from a range of industries and startup businesses. They gave 

insight into the skills they and their employees need to thrive in business. The 

former students gave insights as to the grounding the school had given them, as 

well as their wish for other approaches that would also have helped them further. 

)RU�PDQ\�LQ�WKH�URRP��WKLV�YLGHR�ZDV�D�XVHIXO�×FRQVFLRXV�FRQYLQFHUØ�IRU�ERWK�WKH�

need for this work and the opportunity before them.

SEE THE OPPORTUNITIES
Framing the mindset for a day like this is critical, so the discussions can be open 

and curious, rather than fearful and judging. We looked at the neuroscience 

IRXQGDWLRQ�RI�WKH�OHDUQLQJ�]RQH��SV\FKRORJLFDO�VDIHW\�DQG�FXULRVLW\��7KH�%X]]���7KLV�

allowed people to step into a place of wonder for the future and possibility. The 

PRVW�LPSRUWDQW�IHDWXUH�RI�WKLV�GLVFXVVLRQ�ZDV�WKH�FRQQHFWLRQ�WR�×ZHØ��(GXFDWRUV�LQ�

WKLV�WRJHWKHU��QRW�VHSDUDWH��&ROOHFWLYH�HèFDF\�

2XU�DIWHUQRRQ�ZDV�VSHQW�YLVLRQLQJ�WKH�IXWXUH��XVLQJ�DQ�LPSDFWIXO�YLVXDO�DFWLYLW\�

,�OHDUQW�IURP�*URYH�&RQVXOWLQJ�LQ�&DOLIRUQLD�FDOOHG�&RYHU�6WRU\�9LVLRQ��� The 

æQLVKHG�SURGXFW�LV�DQ�HGXFDWLRQ�PDJD]LQH�DUWLFOH�FXUDWHG�E\�WKH�×HGLWRULDO�WHDPØ��

with headlines, stories and images are all about the school and the dynamic, rich 

education provided in the future. The whole school split into smaller, mixed teams 

RI�DERXW�HLJKW�SHRSOH�WR�HQYLVDJH�WKH�VFKRRO�LQ�WHQ�\HDUVØ�WLPH��7KH�SURYRFDWLRQV�
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and discussions from the morning uppermost in their minds, they wandered 

through the school, discussing what could be in place by then, adding their 

thoughts to large visioning sheets. The groups returned to chart their imaginings 

RQ�WKH�ODUJH�WHPSODWH�SURYLGHG��,ØYH�XVHG�WKLV�SURFHVV�LQ�D�QXPEHU�RI�VFKRROV�WR�

HQFRXUDJH�ELJJHU�SLFWXUH�WKLQNLQJ�IRU�WKH�IXWXUH��,ØYH�DOVR�KDG�JURXSV�GHOLYHU�7HG�

W\SH�WDONV��$OO�FUHDWH�DQ�HQHUJ\�RI�SRVVLELOLW\�DQG�RSSRUWXQLW\��

The ideas created during this type of activity are quite surprising, such as 

JDOOHU\�ZDONV�DQG�IXQQHOLQJ�SURFHVVHV�WR�LGHQWLI\�WKHPHV�DQG�×ELJ�LGHDVØ��7KH�

V\QHUJ\�EHWZHHQ�WKH�JURXSV�DVWRXQGV�SHRSOH��7HDPV�LGHQWLæHG�NH\�LQVLJKWV��SODQV�

for the future and next steps.

HEAD AND HEART
Can you feel the connection of head and heart? More often than not, these groups 

DUH�VR�PL[HG�WKDW�SHRSOH�DUH�ZRUNLQJ�ZLWK�RWKHUV�WKH\ØYH�QHYHU�VSRNHQ�WR�DERXW�

hopes and fears for the future. This process provides a deeper connection than any 

×VWLFN�SRVW�LW�QRWHV�RQ�WKH�çLSFKDUWØ�DFWLYLW\��,W�FUHDWHV�D�PRPHQWXP�DQG�H[FLWHPHQW�

about the future. The provocation for shift is accepted, acknowledged and then the 

whole staff look at what it means in context.

'D\V�OLNH�WKHVH�QHYHU�ZRUN�LQ�LVRODWLRQ��+RSHIXOO\�ZH�JDYH�XS�ORQJ�DJR�WKH�

LGHD�WKDW�D�GD\�RI�SURIHVVLRQDO�OHDUQLQJ�DQG�GLVFXVVLRQ�ZLOO�æ[�DOO�FKDOOHQJHV��

(Though some leaders still assume this should be the case, with no change in 

EHKDYLRXU�RU�WKLQNLQJ�IURP�WKHPVHOYHV���$V�D�YHU\�KLJK�SHUIRUPLQJ�VFKRRO��PXFK�

ZDV�DW�VWDNH�IRU�WKHP��EDVHG�RQ�WKH�V\VWHP�DQG�WKHLU�FRPPXQLW\ØV�PHDVXUHV�RI�

VXFFHVV��)RUWXQDWHO\�IRU�WKLV�VFKRRO��WKH�OHDGHUVKLS�WHDP�JXLGHG�WKH�VLJQLæFDQW�

shift from a very traditional, content-driven and teacher-focussed curriculum to 

a more individual, exploratory approach that embedded 21st century skills and 

student agency. This was possible through a well-crafted strategy that contained 

high support and high challenge over the following years. The school continues to 

DFKLHYH�KLJK�UHVXOWV�DQG�LWØV�D�OLJKWKRXVH�VFKRRO�IRU�LQQRYDWLRQ�

3. ACTIVATE INNOVATION
7KH�.XUUL�.XUUL�+LJK�6FKRRO�LQQRYDWLRQ�MRXUQH\�LV�D�ZRQGHUIXO�H[DPSOH�RI�PLQGVHW�

DFWLYDWLQJ�LQQRYDWLRQ��,QQRYDWLRQ�LV�QRW�DERXW�KDYLQJ�D�VROXWLRQ��LWØV�DERXW�WU\LQJ�
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WKLQJV�XQWLO�\RX�æQG�WKH�ULJKW�RQH�IRU�WKH�FRQWH[W���,WØV�DERXW�EHLQJ�DW�HDVH�ZLWK�QRW�

NQRZLQJ�WKH�DQVZHUV��7KH�OHDGHUØV�OHDUQLQJ�PLQGVHW�VHWV�WKH�WRQH�IRU�WKLV�WR�ZRUN��

$Q\�OHDUQLQJ�FXOWXUH�ZLOO�EH�FRPIRUWDEOH�ZLWK�×QRW�DOZD\V�NQRZLQJØ��,W�çRZV�IURP�RXU�

×FKDOOHQJH�ZLWK�FXULRVLW\��QRW�MXGJHPHQWØ�DSSURDFK��)RU�VRPH�RI�XV��WKH�IHDU�RI�EHLQJ�

RXW�RI�FRQWURO�RU�QRW�NQRZLQJ�ZKDW�WR�GR�QH[W�FDQ�VWLçH�RXU�DELOLW\�WR�VWHS�VWUDLJKW�

into innovation. Yet others thrive on the thrill. 

(YHUHWW�5RJHUVØ�'LIIXVLRQ�RI�,QQRYDWLRQ�&XUYH���LV�D�PRGHO�,�æQG�XVHIXO�WR�UHçHFW�

RQ�SHRSOHØV�UHDGLQHVV�ZKHQ�FUHDWLQJ�D�PRYHPHQW�IRU�LQQRYDWLRQ��7KH�PRGHO�ZDV�

FUHDWHG�WR�UHçHFW�WKH�XSWDNH�RI�WHFKQRORJ\��EXW�VHUYHV�DV�DQ�HIIHFWLYH�OHQV�WR�XVH�RQ�

any innovation. Topic and context affects interest and uptake, so Ferocious Warmth 

leaders plan how they connect people to the initiative. The opportunity lies in our 

viewing new approaches, products and ways of working through different lenses. 

)LJXUH�����'LIIXVLRQ�RI�,QQRYDWLRQ�&XUYH��(YHUHWW�5RJHUV

+HUH�DUH�WKH�,QQRYDWLRQ�&XUYH�JURXSLQJV�DQG�WKH�DSSOLFDWLRQ�ZLWKLQ�DQ�

innovation education culture: 

THE INNOVATORS
People with seemingly harebrained ideas who are willing to give them a try. Experts 

at failing more than succeeding. These people are our entrepreneurs. We owe so 

PXFK�RI�RXU�JURZWK�DQG�GHYHORSPHQW�WR�WKHP�WDNLQJ�WKH�ULVNV�WKH\�GR��7KH\ØUH�RQO\�

D�WLQ\�SHUFHQWDJH�RI�DQ\�JURXS��%H�FDUHIXO��WR�\RXU�GHWULPHQW��WKH�FXOWXUH�PD\�QRW�

allow them any air time.
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THE EARLY ADOPTERS
They love the bright, shiny new objects and want to play with them straight away. 

These people are the lynchpins of getting innovation and shift off the ground, often 

VLWWLQJ�WKHUH�LWFKLQJ�WR�JHW�FUHDWLYH�DQG�RXW�RI�WKH�VWUDLWMDFNHW�RI�×ZH�GRQØW�GR�WKLQJV�

OLNH�WKDW�DURXQG�KHUHØ��7KH\�DUH�2.�WR�IDLO�DQG�WKULYH�RQ�H[SHULPHQWDWLRQ��0DQ\�

early adopters stepped forward during the remote learning shift of 2020 and held 

the light up for others to follow.

Language to use: the opportunity, excitement, coolness of an idea. Cutting 

edge, leading the way, making a difference. 

THE EARLY MAJORITY
This crew watches the early adopters with interest and is willing to trial things that 

WKH\ØUH�SOD\LQJ�DURXQG�ZLWK�DQG�VXSSRUW�WKH�LQYHVWLJDWLRQ��2SHQ�WR�OHDUQLQJ��WKH\�

make a great support crew to pilot new approaches. They see the impact and 

SRVLWLYH�RXWFRPHV�RI�WKH�LQQRYDWLRQ�DQG�WDNH�LW�XS��$V�PRUH�SHRSOH�MRLQ�WKH�HDUO\�

majority, we climb towards the top of the bell curve and a tipping point occurs. This 

is a sure sign you are on the way to adopting a new way of working.

Language to use: practical, shifting outcomes, evolving practice, making a 

difference. 

THE LATE MAJORITY
More cautious, needing more support and reassurance, this group makes up the 

bulk of the remainder. They want to see clear evidence that this initiative will work 

or make their lives easier or deliver far better than the status quo.

Language to use: well-tested, positive impact, safe, supported.

THE LAGGARDS
2QO\�RQ�ERDUG�EHFDXVH�WKHUH�LV�QR�FKRLFH��,WØV�QRZ�SDUW�RI�SROLF\��FRPSOLDQFH�RU�WKH�

only way to do the work. My experience is that laggards hold a far louder voice in 

PDQ\�VFKRROV�WKDQ�WKH\�VKRXOG��0DQ\�OHDGHUV�WU\�WR�VKLIW�WKHVH�SHRSOH�æUVW��UDWKHU�

than beginning at the other end. The language of change becomes bogged down 

trying to shift the thinking of a few, rather than exciting those early adopters and 

majority, who will provide momentum and shift.
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”“

7UDFH\�%UHHVHØV�SLORW�DSSURDFK�GLVFXVVHG�HDUOLHU�LV�D�OLYLQJ�H[DPSOH�RI�WKH�

,QQRYDWLRQ�&XUYH��1RZ�LWØV�DQ�DFFHSWHG�ZD\�RI�ZRUNLQJ�DW�WKH�VFKRRO��7UDFH\�DQG�

.XUUL�.XUULØV�PDQWUD"�×'RQØW�KROG�WRR�IDVW�WR�FKDQJH��EHFDXVH�LW�ZLOO�FKDQJH�DJDLQ�Ø

BE OK TO FAIL – CREATE A STUFF-UP ZONE
$V�SUHYLRXVO\�GLVFXVVHG��RZQLQJ�WKDW�ZH�GRQØW�QHHG�WR�JHW�LW�ULJKW�DOO�WKH�WLPH�LV�RQH�

RI�WKH�KDOOPDUNV�RI�D�VWURQJ�OHDUQLQJ�FXOWXUH��2XU�DUWLFXODWLRQ�DQG�PRGHOOLQJ�RI�WKLV�

PDNHV�D�ELJ�GLIIHUHQFH�LQ�SHRSOHØV�PLQGVHWV��

$V�D�SURIHVVLRQ��ZH�DUH�JHQHUDOO\�ULVN�DYHUVH��2XU�V\VWHPV�DUH�EXLOW�RQ�

FRQVLVWHQF\�DQG�FHUWDLQW\��ZKLFK�FDQ�FUHDWH�VWDWXV�TXR��2IWHQ�SHRSOH�DUH�ORRNLQJ�IRU�

SHUPLVVLRQ�WR�LQQRYDWH��7KLV�VHHPV�FRXQWHULQWXLWLYH��\HW�LQ�HGXFDWLRQ�×SHUPLVVLRQØ�

is still something sought. This permission becomes a safety net we can give to 

both teachers and students. While we would hope that all good teaching allows for 

innovation, the strong drive for consistent, evidence-based-only approaches has 

taken us too far. This encourages us all to stay well within our lanes: safe. 

FEROCIOUS WARMTH LEADERS ARE EXPLICIT ABOUT CHANGE, INNOVATION AND A 
WILLINGNESS TO FAIL. THEY CREATE A SAFE PLACE FOR PEOPLE TO SHARE THEIR BIGGEST  
STUFF- UPS AND WHAT CAME OUT OF THEM.

$V�ZH�PRYH�IXUWKHU�LQWR�WKH�GHYHORSPHQW�RI�DXWKHQWLF�VWXGHQW�DJHQF\��SURMHFW�

based learning and divergent thinking skills, permitting teachers to experiment 

in partnership with students will help shape a new way of working in many 

VFKRROV��,�HQFRXUDJH�\RX�WR�JLYH�SHRSOH�WKH�VWUXFWXUH��WKH�LQVWUXFWLRQDO�PRGHO��WKH�

frameworks, the evidence base, and the respect to innovate and create new ways 

RI�JHWWLQJ�WKH�RXWFRPHV�\RXØUH�DOO�DIWHU��:LWKRXW�SUDFWLFH�EDVHG�H[SHULPHQWDWLRQ��QR�

evidence base would appear. Expansion requires risk taking.
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”

Rêflêctîön päûsê ...
Where are your opportunities to be expansive? Is it more self-reflection and stretch of your own 

self-awareness and growth? Is it expanding the leadership capability of the people you lead? Or 

perhaps you’re ready to be bold and lead some serious transformation in your school through 

expanding collaborative culture. 

Whichever it may be, remember the connection between Ferocity and Warmth 

creates a place where people feel safe to expand their thinking, their learning, their 

ULVN�WDNLQJ��+LJK�FKDOOHQJH��+LJK�VXSSRUW�




