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What do you hope to gain from your Challenging Learning Process?

For example: what are you hoping to achieve as a staff and for the students?

The broad aim, decided this year is –



Leadership & Management
How are they the same; how are they different ?     What is the purpose of each ?



Leaders



One of the most critical problems our  

schools face is not resistance to innovation, 

but the fragmentation, overload and 
incoherence resulting from the uncritical 

and unco-ordinated acceptance of 
too many different innovations.

Fullan & Stiegelbauer



Disaster: to lose your stars
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When students leave our schools,  

we would like them to be… 

Vision for the future



Common problems with visions

• Not believing in them

• Not remembering them

• Creating them as a check-box exercise

• Creating them for external audiences

• Making them too long

• Filling them with jargon

• Using words that can’t be quantified

• Failing to quantify meanings

• Ideas that conflict

• Not considering perspectives

• Not sharing them

• Wordsmithing



If school wasn’t compulsory, would every child 
want to come here every day?

Every time I walk into a classroom, I want to see 
the students working harder than the teacher.

We would love to leave a legacy: one where students 
(as adults) look back positively and think this school 

contributed something significant to their lives.

Great visions reflect something 

you truly value



What kind of 

leader do you 

want to be?



Safe but Purposeless

• Vision exists but is (superficial and) rarely referenced

• Maintain a sense of harmony

• Protection from accountability

• Trust means not challenging

• Little progress; stay as we are

• Feel-good and friendly

• Outdated practices are allowed to persist 

• Change (and outside influence) poses a threat

• Personal stagnation

• A tyranny of niceness

• Focusses on the human at the expense of progress

Purposeful and Safe

• Clear shared vision; top-down and bottom-up. 

• Collective responsibility

• Personal accountability

• Willingness to take risks

• Significant progress in broad spectrum of practice

• Staff with a voice; leaders who listen

• Shared language understood and used by all

• Challenge is positive

• Builds capacity and sustainability

• Human flourishing

• Progress is made as a result of the human

Unsafe and Purposeless

• Vision changes according to inputs (often external)

• No-one knows ‘why’…

• Where accountability exists, it is irregular; criteria is 

inconsistent; the goalposts keep moving

• Lack of trust in one another and in the organisation

• Progress (if any) limited to self-driven individuals 

• Staff seek reassurance and safety

• No common language exists

• Innovation-fatigue and active resistance to change

• Apathy towards, or fear of, growth

• Absent leadership 

• No progress and human dissatisfaction 

Purposeful but Unsafe

• Clear vision shared; top-down.

• No collective responsibility

• High accountability really means compliance

• Fear of failure; avoid risk

• Progress made but only in areas of leader’s expertise

• Staff learn not to contribute; keep their head down

• Language is standards-based and comprehensive but 

not understood by all

• Challenge is often perceived as time-pressure

• Reliance on certain individuals

• Superhero leader! 

• Focusses on progress at the expense of the human

Strong

Climate

Strong

Culture
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Sense of Purpose

Safe-Purposeful Quadrant



Project Structure
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The Challenging Learning 
Collaborative Growth Model



Preparation Phase

Steering Group
(where are we going)

Leading the Process

Baseline Visits
(where are we now)

Establish Coaching

Inspiration Day

Learning Cycles

Leading the Process
(Planning Learning

Opportunities)

Coaching Skills
(Observation)

Teacher Workshop
(eg Dialogue)

Parents Evening

Learning Cycles

Leading the Process
(Monitoring Progress)

Coaching Skills
(Professional Learning

Conversations)

Teacher Workshop
(eg Dialogue Day 2)

Steering Group
(Recommendations)
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Process Design: the first 12-18 months



Leaders

Coaches

Teachers

Theory

Practical Tools

Modelling good

practice

Reflection-in-Action

Reflection on Action

A Typical Learning Cycle

Taking Action, Monitoring and Data Collection



Cycle One
Workshops

Cycle Two
Workshops

Leaders

Coaches

Teachers

Staff Meeting 1 & 2

Observation / Focus Group

Trial a Strategy 1 & 2



The Action Learning Cycle

Identify   Theme

Create a plan 

Act & Observe

Reflect

Evaluation & 
next steps

learning

Seek Inspiration



Follow-up

Actions

20 % 20 % 60 %

This might include some 

of the following:

Communication with/ 

from the Steering Group

Preparing presentations 

or reflections

Reading data/ baselines

Reading an article

This will include some of 

the following:

Reflections

New tools and strategies

Theory to support tools

Methods for how to work

Inspiration for action

Peer collaboration

This should include:

Writing a goal, statement or 

action plan

Trying out a tool or strategy

Having coaching conversations

Collecting data

Holding staff meetings

Working on action learning

Project Structure and Focus

Focus:

Preparation Workshops



A man has to sit by a 

river for a long time, 

before a roast duck will 

jump into his mouth...



Leaders
Teacher

Action

Idea
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‘Innovation Overload’
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Collect
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Make sure the vision is in your heart…

• Do you believe in your vision?

• Do you show your belief in it?

• Does everyone know what you 
want to be as a school?

• Do you connect everything back 
to your vision?



• Bring the people with you

• Give them a voice

• Ensure they are heard

• Value their contribution to the school

• Help them to do it for themselves

The 

importance 

of mental 

models is 

building 

trust



If trust didn’t 

require risk, it 

wouldn’t be trust. 

And without trust, 

fear is the only 

possibility.

trust



Lencioni identified that all 

the aspects of a successful 

team are built on trust. To 

know what a successful 

team looks like, just keep 

the capitalised words!

But if we feel vulnerable, 

the chances of us 

engaging in something 

new and flourishing are 

significantly diminished. 

Trust matters. 



But what if the 

school climate 

is stuck on 

cruise control.. 



• I trust you to keep us all 

happy and content.

• I trust you to not to challenge 

us too much and allow us to 
remain in our comfort zone.

• I trust you to not change 

things too much.

• I trust you to be happy with 

our performance, even if 
improvement from year to 

year is not all that obvious.

• I trust you to remain the way 
you have always been!!

..and what if the trust is based 

around a ‘tyranny of niceness’ 
that keeps everyone comfortable? 



So, what if the 

school climate is 

one of exploring 

ways to be the best 

we can be?



Real trust is 

a safety net, 

not an 

armchair. 

• We trust you to deal successfully with the 

inevitable conflict of high performance.

• We trust you to keep us committed by 

inspiring us and acknowledging the value 

in all of us.

• We trust you to hold us accountable and 

help us to achieve.

• We trust you to be as interested in the 

results of all our efforts as we are.

• We trust you to take us out of our comfort 

zone on as regular a basis as is required.

• We trust you to bring in change when it is 

required and include us in that process so 

that we own it as well. 

• We trust that we can try things, fail, make 

mistakes and not always succeed - and you 

will continue to encourage and support us.



When students leave our schools,  

we would like them to be… 

Vision for the future



What do you hope to gain from your Challenging Learning Process?

For example: what are you hoping to achieve as a staff and for the students?

The broad aim, decided this year is –



What Next?

Think about where you are on the quadrant and identify a few 

bullets that you would like to address.

Talk to people in your community about what you want for 

the students in P429.  What impact do you hope to have?

On September 8, you will have an opportunity to share your 

thoughts and to clarify your vision

As a group, we will prepare to hear the voices of all staff so that 

we can create a shared and common vision and aims


