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“while the leadership 
industry has been 
thriving … leaders by 
and large are 
performing poorly” 
(Kellerman, 2012, 
p.xv)

“in the banking 
concept of education, 
knowledge is a gift 
bestowed by those 
who consider 
themselves 
knowledgeable upon 
those  they consider 
to know nothing” 
(Freire, 2000, p.72)

“Holding on to an image of 
oneself despite evidence to 
the contrary requires a 
healthy measure of stupidity. 
Leaders – sometimes very 
good ones – often stop 
themselves from asking 
difficult questions” (Alvesson
& Spicer, 2016, p.102)

“when calls for ‘leadership’ 
constitute our default 
answer to every issue we 
consider problematic, then 
we may understand 
ourselves as rendered 
completely docile to the 
allure of leadership” (Wilson, 
2016, p.161)

“The foundation of the 
leadership-as-practice 
approach is it underlying 
belief that leadership 
occurs as a practice rather 
than from the traits or 
behaviours of individuals” 
(Raelin, 2016, p.3)

“’Doesn’t North Korea 
need their cooperation?’
‘Yes but we know how to 
make it happen on our 
own terms’” (Jin-Sung, 
2014, p.253).
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WHY ARE THE BEARS WEARING HUMAN SUITS?
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CONSIDER
WHAT IS LEADERSHIP? 

HOW DO YOU KNOW IT IS OCCURING? 
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Some leadership ontologies

Relational

Co-

Distributed / Shared / Team

Individ
ual

Establishment of 
who the leaders 
are in advance 
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One alternative – a process / practice approach

Leadership-as-practice

Leadership is a consequence 
of collective activity

Leadership occurs as a practice rather than
reside in the traits or behaviours of individuals
(Raelin, 2016, p.125).

Wilkinson and Kemmis (2015) shift
“attention from the notion of
leadership as a taken-for-granted
and fixed state or role (implied in an
entity view of organisations), to the
activities and practices that
constitute leading” (p.346).

Not new in educational leadership:
• “leaders’ practice (both as thinking and activity)
is distributed across the situation of leadership,
that is, it emerges through interaction with
other people and the environment” (Spillane et
al., 2004, p.8). Focus on leaders, followers and
their situation.

A process approach places the focus on practices, a focus that is lacking in the
leadership studies field (Alvesson & Spicer, 2014).
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CONSIDER
Practice labelled as leadership (Carroll, 
Levy & Richmond, 2008; Wood, 2005) 
and collaborations (Kramer & Crespy, 
2011) occur in a moment / as very 
short exchanges.
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and reforming 
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A flow of practices

Moment
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(ORGANISATION)

(re)formation of:
social orders;

forms of capital;
identities;

sense-making.

(re)productive

(re)productive

Figure adapted from Youngs (2017b)
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“situated in historical and material conditions” (Nicolini, 2012, p.6)

Practice 
labelled as 
leadership 
(Carroll, Levy 
& Richmond, 
2008; Wood, 
2005) and 
collaborations 
(Kramer & 
Crespy, 2011) 
occur in a 
moment / as 
very short 
exchanges.

Direction forming Creating space for

Changing the 
state of … Removing blockages
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A flow of practices
“situated in historical and material conditions” (Nicolini, 2012, p.6)

Direction forming

Changing the 
state of …

Influence – a shift

Creating space for

Removing blockages

To enhance the 
conditions of learning, 

teaching, research
indirectly or directly

Self-efficacy Collective 
efficacy
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A flow of practices
“situated in historical and material conditions” (Nicolini, 2012, p.6)

Direction forming

Changing the 
state of …

Influence – a shift

Creating space for

Removing blockages

What is damaging the
Self-efficacy Collective 

efficacy
in your organisation?

conditions of learning, 
teaching, research
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Students

Teachers

Leadership team
Professional staff

Teachers Teacherslearning

learning

learning
learning learning

learning

Potential and actual areas of learning
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What is going on in your organisation?
Where is this heading for students?

Timperley, H., Kaser, L., & Halbert, J. (2014). A framework for transforming learning in schools: Innovation and the spiral of inquiry. 
Seminar Series 234. Melbourne, VIC: Centre for Strategic Education.

the spiral of inquiry:

focusing 
learning



Collaboration and inquiry
From Youngs et al. (2016, p.10)



Flipping the spiral of inquiry:

What’s going on for 
teachers (and other 
staff)?

and teachers

of teachers
and teachers
and teacher well-being

with teachers

What is your hunch about the well-being 
and pedagogy of teachers (other staff)?

Timperley, H., Kaser, L., & Halbert, J. (2014). A framework for transforming learning in schools: Innovation and the spiral of inquiry. 
Seminar Series 234. Melbourne, VIC: Centre for Strategic Education.
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How can we recognise collaborative practices?
Eastern Learning Network voices

Spontaneous conversations
Sharing in team meetings 
(structured and unstructured)
Communicating vulnerability
Defaulting looking into your 
own practice
Cross team collaboration
Formal and emerging 
leadership
Widening and deepening of 
individual agency and 
productivity

Ability to proceed reframe 
and abandon
Trust and openness
Intentional structured time for 
what we value
Openness to flexible 
timeframes
Change in relationships and 
relational trust
Shared vulnerability
Resourcing available
More movement in physical 
environment



Mapping potential spaces of collaboration with others

People

Challenge

Systems

Priority

People

Challenge

Systems

Priority



Mapping potential spaces of collaboration with others



(Snowden & Boone, 2007, p. 72)

The Cynefin Framework for decision-making

An ordered 
universe is 
assumed

There is no 
apparent 
connection 
between 
cause and 
effect

The way 
forward is 
based on 
emerging 
patterns in an 
unordered 
world

The way 
forward is 
based on 
known 
evidence

The assumed 
position in 
education?





RECOGNISE YOUR NORM
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ASK DIFFERENT QUESTIONS 
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