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‘TIS THE
SEASON
Annette Sheehy
EDITORIAL

Kia ora. This is the last edition of Leading Lights for 2017. We are fast heading for
Christmas. This is a hectic time of year for all - exams, reports, marking, Christmas
plays and celebrations - and all the while the clock is ticking! Five things to keep
yourself sane from positivelypresent.com as we move into the season of madness:
1. Take it one day at a time. When looking forward to the upcoming weeks and
all that needs to be done before the ‘big day‘, it can be easy to lose sight of what’s
right in front of you. Today. While I’m not against planning by any means, there is
something to be said for focusing on the day in front of you. As each day
approaches, focus on what you need to get done on that day, and do what you
can to avoid thinking too far ahead.
2. Create a day-by-day plan. Focusing on one day at a time becomes a lot easier
if you have a plan in place, and know what you need to focus on that day (as well as
what you will handle on other days). Take a few minutes today to create a plan for
the next two weeks, giving yourself tasks to complete on specific days. Having this
in place will help you feel prepared and will keep you calm.
3. Ask others for help. Hard as this can be to realise sometimes, you don’t always
have to do everything yourself. There comes a point in the stress of the holiday
season where you need to take a step back and realize that you can, in fact, ask for
help. Take a look at your ‘To Do’ list and the day-by-day plan you’ve created to see
if there are any tasks you can delegate. Once you reach out for some help, you’ll
find that your holiday workload will seem a lot more manageable.
4. Make time for R&R. The best thing you can do for yourself when you’re
feeling stressed is take a break. Carve some extra time into your schedule for some
serious rest and relaxation over the next couple weeks. While a trip to a spa might
be out of the question, don’t discount the emotional and physical benefits of just
taking a short break from whatever you’re doing to sit down and rest. And make
sure to let others in your life know that your time-out means just that - a time out
for you to rest and relax.
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Living a "positively present" life
means in the moment while
focusing on the positive in
every situation— and that's
exactly what Positively Present
strives to help you do. Though
many of us try to, it's
impossible to live happily in the
past or in the future. And if the
now is all we have, why not
make this moment a positive
experience? Posts on Positively
Present strive to support the
idea that life is best lived if it's
lived right now with a positive
attitude. Be positive. Be
present. This is your life.

5. Set others’ expectations. Whether you’re battling stress, or just living through
a regular December, one of the most important things you can do to reduce stress in
your life is to manage others’ expectations. If you are the person who always says
‘yes,’ remind yourself that you don’t always have to help out. You can, and should,
say ‘no’ when you need to. Let those around you know what you have time for, and
what you don’t, and stick to your word. Setting expectations is key for cutting stress.
In short, ‘Things which matter most must never be at the mercy of the things
which matter least’ (Gothe).
In this issue we have the second part of Bill Hubbard’s ‘Secular Mindfulness’, an
article on leadership from John Peache, a piece by Raewyn Penmen from KidsFirst
in Canterbury about leadership through technology, as well as the president’s pen
and a review of our 2017 Visiting Scholar, Dr David Gurr. We hope that you will
enjoy this issue of Leading Lights over the Christmas break.
Have a safe and happy Christmas. Meri Kirihimete.
Annette
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SENSIBILITY AND SOCIAL JUSTICE
FROM THE PRESIDENT Dr. Anne Malcolm
This really is a bit of a rave calling for change that focusses on sensibility and social
justice. There is no doubt that we will be seeing more change with the change of
government. I suppose my beg, from a leadership perspective, is that any change
is well considered and consulted on. We need to move to educational leadership
from the government that is ‘done with’ and not ‘done to’.
In the last year I have seen so many law changes that for me, as a primary school
principal, it seems sometimes hard to keep up. The health and safety requirements
alone have become incredibly bureaucratic, and unfortunately, some of the impacts
on teachers and leaders are only discovered when there is a mishap. This kind of
deficit thinking takes away from the big issues we face, like moral purpose, social
justice, and student’s accessing high quality learning.
Last week it was refreshing to move beyond management constraints and issues
facing Auckland schools. I listened to Dr David Gurr, our visiting scholar, outlining
key aspects of the successful principalship study which has been running for
15 years. Much of what he said resonated closely with my thinking; that successful
leaders will not often be worried by new government directives because they
already have strong practices, for instance around safety. As well, if it is law, there is
nothing you can do about it. So, as David said, “there is no point worrying about it,
just get on with it.” Worrying does not change what you have to do.
He identified that successful principals have high expectations for all; they are
pragmatic; both transactional and transformational leaders, and they share or
distribute leadership. So, in reality, laws do and will change, and principals just
have to see how they can best fit that into their context.
It was fabulous to hear David reference our own NZEALS leaders, Rachel McNae,
Michelle Morrison, and Ross Notman, and their new book, Educational Leadership
in Aotearoa New Zealand: Issues of context and social justice. The notion of social
justice in our context has probably much greater relevance to leadership quality

We need to move
to educational
leadership from
the government
that is ‘done with’
and not ‘done to’.
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than restraint forms to be filled in. I think we need to encourage Chris Hipkins to
read this book and consider how he can truly advocate for all learners.
There is no doubt, as this year rapidly draws to an end, that NZEALS has a real
place to play in this climate of change, and I see our key role as advocating for social
justice, inclusivity and “for all children to know the experience of success” (McNae,
Morrison & Notman).
On a final note I really want to encourage your attendance at our NZEALS
Conference next year. The programme is outstanding, and I can only commend the
Auckland team for their planning to date. Spread the message far and wide that this
is the 2018 conference that is a must for New Zealand leaders.

EDUCATIONAL LEADERSHIP IN
AOTEAROA NEW ZEALAND

Early childhood and school
leaders are key members of our
society, charged with one of the
most important roles we can
give a profession the education, achievement and
care of our children and young
people. This book presents
10 inspirational case studies of
how centre leaders, principals
and leadership teams in highneeds New Zealand
educational settings have
enacted leadership towards a
more equitable and democratic
society. These stories share
experiences of challenging
leadership in diverse urban and
rural contexts across early
childhood, primary, intermediate
and secondary schools.
This book is written for early
childhood, primary, intermediate
and secondary school leaders
and teachers; providers of
educational leadership
professional programmes and
tertiary courses; and education
system leaders.
EDITORS
Rachel McNae
Michele Morrison
Ross Notman

Extend your NZEALS membership to your colleagues
Institutional Membership is available to two or more members from the same
institution for a subscription fee of $150 per year for the first member and $100 for
each subsequent member.
Groups may be formed or added to with the permission of the ‘lead member’ - the one
who is charged $150. Current individual members may add further members at $100 per
year, and any current Institutional group may add to their number. All Institutional
Membership subscriptions will fall due on the lead member’s subscription date.
For more information please contact Ann Briggs at ann.briggs@ncl.ac.uk
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MINDFULNESS:
PART
TWO
MINDFULNESS AND LEADERSHIP Bill Hubbard
This paper is Part Two of a two-part series. In total, the case is argued for school leaders to investigate
secular mindfulness as a research proven secondary intervention to assist in the maintenance of
occupational mental wellbeing.
● PART ONE: ‘The Case for Self-Responsibility’ calls for a re-appraisal of the attribution of
stress factors in New Zealand school leaders’ professional lives (see Leading Lights Issue 3, 2017).
● PART TWO: ‘Mindfulness and Leadership’ focuses on the increasing evidence for secular
mindfulness to be considered as a worthy secondary intervention for wellbeing.
Part One has earlier made a call for school leaders to reflect on their beliefs and assumptions
regarding the locus of responsibility for leader occupational wellbeing. The challenge was made for
leaders to move beyond an expectation that systemic or ‘primary’ interventions should (or would) bear
the total responsibility for addressing workload pressures. A case was made for a sharing of
responsibility, where leaders also consider the adoption of proven wellbeing measures to help
mitigate the undeniable mental load that most leaders are under. In so doing, leaders set grounds for
self-efficacy and self-protection which will be transferrable to any part or stage of their career,
irrespective of what the demands the national or international educational environment should bring.
Specifically, secular mindfulness was profiled as one such means of leaders taking more control of
their mental landscapes.

The phenomenological nature of mindfulness is embedded in most religious and
spiritual traditions, as well as Western psychological and philosophical schools of
thought (Cordon, Brown, & Gibson, 2009). The term ‘mindfulness’ first appeared in
the English language in 1881 from translation of the word ‘sati’ by an English
Buddhist scholar. The entrance of mindfulness to Western psychological thought
was chiefly through its adoption by clinical practitioners in the 1980’s in discrete
programmes, possibly most notably, the Mindfulness-Based Stress Reduction
(MBSR) developed within the University of Massachusetts Medical School and

If leaders can
take more conscious
control of their mind
habits, over time,
leaders may be
rewarded with
a brain that is
better suited for
the demands of
leadership.
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DANIEL KAHNEMAN is an

Israeli-American
psychologist notable for his
work on the psychology of
judgment and decisionmaking, as well as
behavioral economics, for
which he was awarded the
2002 Nobel Memorial Prize
in Economic Sciences
(shared with Vernon
L. Smith). His empirical
findings challenge the
assumption of human
rationality prevailing in
modern economic theory.
With Amos Tversky and
others, Kahneman
established a cognitive
basis for common human
errors that arise from
heuristics and biases and
developed prospect theory.
CLICK HERE FOR TED TALK

now available internationally (including New Zealand). Nowadays, mindfulness
can be usefully conceptualised as having three domain strands; the
classical/spiritual, the therapeutic, and lastly, the workplace/wellbeing
strand which is the focus of this document.
What human requirement could be the common core between the spiritual,
medical and workplace strands of mindfulness? The common core is... seeing the
world as it actually is... not as it appears to be. Research suggests that although
people believe that they naturally experience surroundings as they naturally are,
this is rarely the case. “Most of the time, our perception is limited by our attention
span; fragmented by continuous distractions; distorted by our biases, assumptions
and expectations; and regularly hijacked by our emotional reactivity” (Hyland et al.,
2015, p.578).
The only social scientist to win a Nobel prize, Daniel Kahneman startled
common thinking in the 70s by researching and revealing cognitive biases
(the self-supporting thinking imperfections that are present across entire
populations), spanning all variables such as intellect, age, culture and gender.
If cultivated as a mental habit, the action of mindfulness contributes significantly
to piercing though these biases, leading to more accurate perception - not just of
others, but of ourselves also.
To truly understand what mindfulness is and how it can improve our leadership,
we need to understand neuroplasticity, or the inherent capacity of the brain to
change in response to thinking/action patterns. Although neuroplasticity has been
studied in animals for over half a century, only recently has high resolution
neuroimaging allowed neuroplasticity to be investigated safely in humans.
The body of research surrounding neuroplasticity now shows that the mental habits
of each individual determine the blood flow to the different neural pathways in the
multitude of brain sectors. In turn, the increased blood flow, particularly if frequent,
determines semi-permanent changes in brain structure through the building of
neural connections and consequent tissue growth (Davidson et al., 2003). Previous
studies on traditional meditation styles found that experienced meditators revealed
significantly different brain structure when compared to demographically matched
non-meditators (Gotink, Meijboom, Vernooij, Smits, & Hunink, 2016). In particular,
changes to eight brain regions are reported in meta-analyses for samples of
mindfulness meditators; areas associated with meta-awareness and reappraisal,
body awareness, memory processes, and emotion regulation. Our thinking patterns
influence our brain structure and function; and in turn, our brain structure and
function determines our thinking. If leaders can take more conscious control of
their mind habits, over time, leaders may be rewarded with a brain that is better
suited for the demands of leadership.
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FIGURE 1. VARYING DEFINITIONS OF MINDFULNESS
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Source: Dane (2011, p.1000)

Unsurprisingly, a range of definitions exist for ‘mindfulness’, reflecting the
breadth of its usage and global reach (see Figure 1). One of the most commonly
quoted is from Dr. Jon Kabat-Zinn (1994), commonly recognised as a Western
pioneer in utilisation of mindfulness practice in medical health sciences:
“Paying attention in a particular way, on purpose, in the present moment, and
non-judgmentally” (p. 4). The five elements of this definition illustrate how
mindfulness is an application of mind, to address the mind. Mindfulness is contrary
to mind-wandering, and is also contrary to very specific mental states where people
fixate upon some aspects of their experience to the exclusion of other parts.
Mindfulness is a mental state where the individual trains the mind to be keenly
aware of the broadest possible sensory field (see Figure 2). One of the unique
contributions of mindfulness is that the individual is asked to be as receptive to
neutral and negative experiences as they are to positive ones. It may be argued that
part of the cultural fabric of the West is that we run to the pleasant, and run from the
unpleasant. “Had a bad day at work? Let’s go to a movie tonight and you will forget
about it,” etc. When we become more aware of our mental habits and train ourselves
to not react to those habits, we are practising mindfulness.

Mindfulness is a
mental state where
the individual trains
the mind to be keenly
aware of the broadest
possible sensory field.
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BILL HUBBARD is a current
Aitken Fellow, seconded
from a Deputy Principal
position at Rosehill College
in Papakura. He has worked
in a range of secondary
schools, starting with a
focus on Science education
but later moving to
specialising in Guidance
Counselling. For the last
15 years Bill has been active
nationally in supporting
schools adopt sound
practices regarding
restorative practices, and
relationally centred student
management approaches.
Since 2010 he has taken
a strong interest in digital
pedagogies with particular
focus on school 1:1 BYOD
programmes.

FIGURE 2. DIFFERENTIATING MINDFULNESS FROM OTHER STATES OF ATTENTION

Source: Dane (2011, p.1002

Mindfulness can be analogised as an intentional exercise for the mind, just as
physical exercise for the body strengthens the physique (Stanley et al., 2011;
Heydenfeldt, Herkenhoff & Coe, 2011). As repeated physical activity is required
to generate physical fitness, repeated mindfulness meditation practice is required
to generate new and improved mental habits. Mindfulness may be practised as a
formalised activity, such as mindfulness meditation with eyes closed, probably
sitting; alternatively mindfulness may be integrated into an individual’s daily
activities by employing an ongoing mental observation of thoughts, emotions and
reactions during those everyday activities. Exercises focused on becoming mentally
aware of one’s bodily sensations and spatial arrangement are known as
interoception. These practices enable people to access direct sensory circuits of
the brain, bypassing the often unproductive ruminating circuits (Baldini, Parker,
Nelson, & Siegel, 2014). To overcome a lifetime of mental habituation takes
skilled effort and although there are excellent books (and even mobile apps) for
guidance, a recognised course such as Mindfulness-Based Stress Reduction (MBSR)
is preferable.
Mindfulness allows people to reappraise events as being less stressful, probably
mediated by increased ability to communicate emotions (Reb, Narayanan,
& Chaturvedi, 2014), increased awareness of internal experience, and reduced use of
habitual thinking (Kearney, Kelsey, & Herrington, 2013). Mindfulness was found by
Friese and Hofmann (2016) in a US/Canada study to correlate with reduced use of
suppressive tactics and higher flexible use of self-regulation, matching a study by
Hill & Updegraff (2012) which suggested that mindful participants were probably
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using less avoidant strategies. Leader mindfulness appears to have efficacy in the
relational aspects of organisational life, “...research suggests that mindfulness is
associated with better ability to function in relationships as it helps people relate to
others emotionally... cope with emotional stress and emphasise with relationship
partners...” (Reb et al., 2014, p.38). In Reb and colleagues’ research, correlations
between leader mindfulness and performance of Singaporean employees were
investigated. Their finding was that leader mindfulness positively related to
employee performance and negatively correlated with employee burnout,
confirming studies by Roche, Haar & Luthans (2014) and Kearney et al. (2013)
that leader mindfulness has directly positive impact on employee wellbeing.
Mindfulness has critics from different quarters. Some groups are wary of secret
agendas, and suspect mindfulness as being ‘Buddhism through the back door’.
Other secularists have embraced mindfulness as being a universal tool to reduce
suffering, only to be accused by traditionalists of ethically stripping a noble
spiritual framework for mundane goals. Eastern mindfulness practitioners and
their contemporaries from the West undeniably have different expectations of
mindfulness, but there is a good argument for simply regarding mindfulness as
fitness training for the mind. Beyond being a mentally healthy exercise, mindfulness
has great synchronicity with the demands of leadership. “To exhibit harmonious
leadership - leadership in which your words and deeds are consonant - you must
be in tune internally” (Kouzes & Posner, 2011, p.24). This therefore places the leader
itself as the first person to be influenced and molded, and not outside the system
which needs to be changed. “For leaders, the first task in management has nothing
to do with leading others, step one poses the challenge of knowing and managing
oneself” (Boyatzis, 2005, p.x).
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THE COSTA Concordia Pathology
John Peachey
Cathy Englebert is the CEO of Deloitte where some 80,000 professionals provide
services to business, non-governmental organisations (NGO), and government
agencies across every ethnicity, industry, economic region and mindset.
Her approval rating by her own employees is 94%. Not bad. Translated, that
means 75,200 people within her organisation world-wide think she does a good
job and believes she is the leader they trust and want to follow in their career.
When asked to summarise her leadership style and ethos, she simply said:
“I prioritise people over tasks”.
Cathy Englebert represents a new wave of rising ideology that really only
embraces old ideology. That is, in my words, if you serve people’s hearts, then
their mind and hands will serve your vision and outcomes. Servant leadership
models derive higher performance outcomes in every way.
If we bring that closer to home, Mark Powell, the former head of The
Warehouse Group, embraced the same ethos. His ‘family’ as he described
them was only 12,000 people, but his keyword was ‘flourish’. Were his family of
employees flourishing fiscally, emotionally, spiritually, physically and
intellectually? What Mark and Cathy both know are that when your staff are
happy then the organisation's outcomes are happy ones.

If you serve people’s
hearts, then their
mind and hands
will serve your
vision and outcomes.
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CATHY ENGELBERT is the
chief executive of a 75,000
person company yet still
manages to attend most of her
teenage daughter’s
lacrosse games.
Ask the Deloitte chief how she
manages to balance work and
family—that well–worn
cliché—and she references a
piece of advice she received
early in her career when she
was deciding whether to
remain in the workforce or
leave it and stay home with
her kids: “You can do it all
as defined by you.”
“I didn’t think I could
have it all,” adds Engelbert,
“but when I defined what
doing it all is, I said I can do
this, I can juggle it.” Once she
made the conscious decision
to define what her ‘all’ meant,
she was able to do all the little
things that mattered to her,
such as coaching her
daughter’s basketball team.

LEADERS HAVE BEEN MISLED
A highly misdirected quote has been floating around the cyber world for some
time in a justification of why leaders must be hard-nosed, task-driven managers of
metric outcomes. “If you want to make people happy, don’t be a leader, go sell ice
cream.” Given the statistical reasons why people leave their employment, you might
wish to reconsider that quote and wonder if the original author ever met people.
Tough truths about retention and engagement of staff can be quite confronting for
any leaders. The statistics that follow, will feel like a slap in the face to both the myth
of why teachers are leaving teaching, and what we have been led to believe is best
senior leadership practice.
The research clearly tells us that the vast majority of leaders have a completely
wrong understanding of why people leave. Given that exit interview data is rarely
closely reviewed and applied to change of behaviours, then this is not surprising.
We can talk about leader insecurity on another day. From the research, 89% of
leaders believe people leave for more money; however in reality, only 12% of people
surveyed state money was their primary driver for seeking employment elsewhere.
The remaining 88% of people state three primary reasons for walking away. They
don’t feel trusted, valued, or that their contributions are appreciated.
When I run workshops, the reason I schedule day one as a communication
module is because the first step to leadership recovery is in the broad understanding
of how communication fuels leadership. Great leadership and great communication
are synonymous. You simply cannot have one without the other. And in this age
where people are desperate for encouragement, your ability to communicate is of
major importance. You see, even if the reasons people are not feeling trusted or
valued, and that their contributions are not appreciated appear to be circumstantial,
or due to unforeseen economic drivers, or events outside of our control, they
nevertheless feel this way is because trust, value and appreciation have not been
communicated by their leaders.
The key, my friends, to retention is not rocket science; “Houston, we have a
problem”. What this clearly defines is that people leave for a single collective
reason: other people. More specifically, poor leadership. The hard truth is that
people never walk away from organisations, they walk away from people.
We are so much about metrics in education we simply forget, or perhaps have
never understood, that people’s experience is what drives them, not the metric
outcomes. I often tell my clients: you can reach those amazing metric goals of
numbers and percentages, but if three of your staff get divorced, two are alcoholics
and four have resigned, your metrics are useless. Which leads me to another tough
thought. The biggest problem with educational leadership is educational leadership.
We have a long tradition of promoting great educators to senior leadership roles.
This would have been fine if we had given the weight of support required to
shore up the actual day-to-day practice, which is, of course, heart stuff: people
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relationships. A colleague who works with some faith-based sectors describes their
issue as follows. People enter ministry full of enthusiasm, zeal, passion, and
purpose. Then they meet people, and it all comes apart. Sound familiar? Many a
great educator has been destroyed by the overbearing emotional weight of keeping
people on track and functioning well. Unfortunately, we don’t have to look far to
uncover recent stories of leaders who have, through stress, resulted in displaying
bullying, deceptive or delinquent, and sometimes illegal behaviour.
Why would we be surprised by this? Gary Chapman, author of The Five Love
Languages, and an academic who has a depth of understanding about the need to
express appreciation in the work place stated: “Schools at every level of education
are experiencing tremendous pressures. In fact, we believe that schools are one of
the most difficult environments in which to work in today’s society. Teachers and
educational professionals face demands from all sides: meeting testing standards,
dealing with students with learning difficulties and behavioral problems, coping
with everyday classroom and academic challenges. Add a myriad of other issues
with which to contend: stressed parents, divorce conflicts, and chaotic home
environments, and you have a cauldron for burnout and discouragement.”
My question is always: “So who loves the lovers? Who cares for the carers?”
So let me make clear my position here. Leadership is a profession. Whether you
get there by proxy, short straw, qualification, or intention. Leadership is a profession
and without proper professional development and strategic pastoral care,
our leaders will become extinct. One of my mantras is simple: “When leaders rise,
everyone rises.” The reverse, is of course, evidently true.
People management is a refined skill, an art form, if you will. If it stopped at
management, then we could apply any number of leadership tomes that are
available to educate ourselves on organisational leadership and structural models.

THE FIVE LOVE LANGUAGES
Gary Chapman

Simple ideas, lasting love
Falling in love is easy. Staying
in love - that’s the challenge!
How can you keep your
relationship fresh and growing
amid the demands, conflicts,
and just plain boredom of
everyday life?
In this #1 New York Times
bestseller you’ll discover the
secret that has transformed
millions of relationships
worldwide. Whether your
relationship is flourishing or
failing, Dr. Gary Chapman’s
proven approach to showing
and receiving love will help
you experience deeper and
richer levels of intimacy with
your partner - starting today.
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"JOHN PEACHEY is a brilliant
communicator who shares a
deep understanding of
powerful narratives and
leadership principles. John
shows how the inner power
of a story can resonate with
the human spirit. His seminar
sessions will take you on a
journey of profound
significance that help to
illuminate sparks of
inspiration. I can highly
recommend John for any
business conference or
organisational empowerment
session. Your team will be
positively impacted by his
leadership insights. You will
also discover how stories
help shape the fabric of our
humanity." JUSTIN ST. VINCENT

But of course, leadership is primarily none of those things. The single most
important function of a senior leader is to raise up other leaders and to be the
biggest cheerleader in the place.
When the predominant practice of a senior leader is to have fingers in many pies,
we have a major dysfunction warning and we communicate messages of mistrust.
It is the inability to release people, and the living in insecurity that kills
organisations. Strike that. It kills people. In education, the majority of the
professional development and current knowledge of pedagogy sits at the assistant
principal and deputy principal level. The senior leader's role in any organisation is
to overview, not micro-view. If micro-view is an issue then we have poor feedback
and review procedures in place. We have any number of current media stories about
how senior leaders have failed to connect with the real data and that has caused
major meltdowns in the performance of revenues and general outcomes.
Take the Italian cruise ship Costa Concordia drama as an example. The Costa
Concordia, a 290 metre long cruise ship with 4,229 passengers and crew aboard,
capsized and sank off the island of Isola del Giglio, Tuscany, in 2012. The incident
provides a perfect example of poor feedback and distracted decision-making.
Significant human error was attributed to the captain, who not only failed to
observe good practice and company policy, but turned off navigational warning
systems that would have saved the ship from colliding with the reef. Upon striking
the Scola Piccola reef, the captain failed to inform the crew and passengers of the
true situation, claiming it was effectively an electrical glitch. The disaster cost the
lives of 32 people.
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I wish we were only talking senior leaders who get speed wobbles, however,
when the captain is under extreme duress, from the senior leadership team and all
the way down through leadership levels of any organisation become very quickly
affected in a clearly defined downward spiral. If you are overloaded, stressed and
distracted, the ship will sink. Who goes down with it will depend on how good the
mentoring has been.
My advice is simple. Whatever floats your boat. Senior leaders must lighten their
load before they drown. We must stop treating senior leaders like pack horses and
begin to understand the myths that surround leadership practice in order to release
our senior leaders to become strategic people lovers, not task setters. The single
largest expense for a principal should be their coffee bill as they develop deep and
lasting relationships with their staff, and more particularly with the leaders they are
raising up and bringing through. Mentoring of leaders is a whole other chapter for
next time.
If we were in a coaching relationship, I would be asking you some key questions
about tasks. Remember how Cathy Englebert was interested in people, not tasks?
So, too, with me.
The counter-intuitive truth is that the less you do, the more you accomplish and
the more you enable others to accomplish. Let’s tackle a couple of myths. There are
two primary myths in leadership: “Good leaders are good at everything. Good
leaders focus on their weaknesses in order to make them strengths.”
Leaders should focus their time on their core competencies because the value
you bring to the organisation lies in your giftedness, not in the number of hours
you work. I have been shocked at the hours some senior leaders dedicate to the job.
It is natural and necessary for leaders to try to ‘prove themselves’ by doing
everything, but this can ultimately limit your effectiveness as a leader. Lean into
your strengths and delegate your weaknesses. When we delegate what we’re not
good at to the right person, we give another leader in our organisation an
opportunity to shine. One person’s weakness is another person’s opportunity. But
more than that, when we admit to our gaps, we enlist great advocates and
supporters who are more than willing to throw theirs into the ring.
I said that leadership is a profession. But let me add to that. We must stop
glorifying leaders and start communicating that leadership is glorious. Being the
biggest cheerleader and raising up other leaders is a joyous, fulfilling, glorious and
oh-so-necessary a role. Please, if you want to achieve excellence as a senior leader,
do whatever floats your boat.

Being the biggest
cheerleader and
raising up other
leaders is a joyous,
fulfilling, glorious
and oh-sonecessary a role.
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VISITING SCHOLAR 2017: DR DAVID GURR

What we know about studying
successful school leaders
The Auckland Branch of NZEALS was pleased to host Dr David Gurr at Freemans Bay School
on 9 November. His presentation, punctuated by questions and comments from the audience,
focussed on key findings from the International Successful School Principalship Project, with
findings sourced from more than 20 countries. Those findings have generated four books,
nine special journal issues, and more than 100 refereed journal papers.
The scholars working on the project, including New Zealand’s Ross Notman, use qualitative,
multiple perspective case studies. David noted that it was difficult to write surveys, for
example, that could cover all the countries used in the project.

Dr David Gurr (D.Ed.)
has a background
in secondary teaching,
educational psychology,
school supervision, and
research in educational
leadership. His career in
education spans nearly
30 years. He is a senior
lecturer in educational
leadership within the
Melbourne Graduate
School of Education at
the University of
Melbourne.

When doing this research for the project, David noted that they talked to parents, trustees,
teachers, but focussed especially on the principals. They used principals who are highly
regarded by relevant networks, and over the years, internationally only one school didn’t
work. They don’t ask for the most successful principals; rather they want to study the work
of people who are regarded as good leaders.
David noted that there are no easy answers to the question of what makes for a highly
effective principal. Some important features, however, are:
• Effective principals have high and reasonable expectations for all; for staff, parents,
students, and Boards of Trustees
• They have a pragmatic and active leadership approach. They don’t demonstrate any single
model of leadership. He argued that no single model or descriptor of educational
leadership satisfactorily captures what successful principals do.
• Leadership is inevitably distributed. That leads to the question of how much leadership
structures in a school tell us about leadership practices.
Core leadership practices include setting direction, developing people, leading change,
and improving teaching and learning, as well as using strategic problem solving techniques,
articulating a set of core ethical values, and promoting equity
In response to a question from the floor, David noted that academic qualifications in
educational leadership aren’t a defining feature of effective leaders.
What personal qualities seem to be important for successful educational leaders? Their
research suggests that these traits help: optimism, persistence, trust, tolerance, empathy,
curiosity, honesty, openness and humility. David argued that leaders need to be sensitive to,
but not overwhelmed by, the context they work in. There was some discussion about recent
surveys in Australia and New Zealand about how stressful principals’ work is. David’s brief
response to those issues was that effective principals are able to look after themselves.
He noted that stress levels are very individual, and that principals need to have ways of
looking after themselves.
It was noted that appraisal didn’t get mentioned as a significant factor in his research,
and there was some discussion about the challenges around accountability. What was
useful, how much was needed, how should it be exercised in ways that didn’t impede the
work of principals? He raised the challenges educational leaders face working for ‘greedy’
organisations, as do most professional people these days.
In summary, those attending this Auckland Branch meeting were well-pleased by the chance
to hear David and to engage in discussion about the many interesting issues he raised about
the work of educational leaders. REVIEW BY GRAEME MCAAN

Growing leadership potential 19

Leadership through technology
and the effects on teachers’ ongoing professional learning

Raewyn Penman
As an Education Services Manager (ESM) with Kidsfirst Kindergartens I am
responsible for inspiring and motivating teachers to continually improve their
teaching practice so that children achieve the most positive learning outcomes
possible. After reflecting on my current practice, and new learning on leadership
and digital technologies, I identified an innovation that could support my work,
the work of my colleagues, assist with continual improvement of teaching practices
and learning outcomes for children across the association, and increase
collaboration. The digital innovation that I decided to implement was the use of
webinars as a vehicle to deliver professional learning and support collaboration.
BACKGROUND
The Ministry of Education (2003) best evidence synthesis on Professional
Learning and Development (PLD) identified eight key characteristics of effective
practice. In implementing this initiative I focused on three that could improve my
practice through the use of webinars. These were; providing theoretical and content
knowledge; increasing critical reflection to enable teachers to investigate and
challenge assumptions and extend their thinking; and helping to change teaching
practice, beliefs and attitudes. The geographical spread of kindergartens and early
learning centres ESMs we work with limits the number of face-to-face sessions we
have with teaching teams. Currently we provide advice, guidance and support
to kindergartens and early learning centres in Christchurch, West Coast, Central
Otago, Oamaru, Ashburton, Geraldine, South Canterbury and Waimate.
My continuing challenge, and that of my colleagues, is to find ways to extend
thinking and critical reflection of teachers and encourage the formation of
communities of practice. Research has shown that collective participation and
communities of practice, that follow professional development sessions and focus
on content, support improvements in teaching practices (Christ & Wang, 2013;
Stewart, 2014). These communities of practice require support in their
developmental phase so the webinars that were created also needed to
incorporate interactive components that begin this collaboration.

At KIDSFIRST KINDERGARTENS
we find new sources of
inspiration each day... we're
inspired by our tamariki, the
fantastic teaching teams,
involved parents and the
supportive community.
Together, we're working to give
our youngest learners a great
start. Kidsfirst Kindergartens
are the first choice for
kindergartens and early
learning centres on the
West Coast, Banks Peninsula,
Central Otago, Canterbury, and
Christchurch. We encourage
children to learn, play and
explore... kindergarten is about
developing while having fun.
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ADOBE CONNECT (formerly
Presedia Publishing System,
Macromedia Breeze, and
Adobe Acrobat Connect Pro)
is software used to create
information and general
presentations, online training
materials, web conferencing,
learning modules, and user
desktop sharing. The product
is entirely Adobe Flash based.
All meeting rooms are
organized into 'pods'; with
each pod performing a
specific role (i.e. chat,
whiteboard, note, etc.).

A review of the recent literature on the effectiveness of webinars as a tool for
providing professional learning shows that webinars have the potential to engage
teachers in professional learning that is timely, sustained, and targeted to the
learning needs of individuals, teaching teams and groups of teachers (Cox, 2011;
Kappa Delta Pi, 2014; Moreillon, 2016). It is important that topics come from and fit
the current learning needs of teachers. Successful webinars are based on research,
the content is reviewed by knowledgeable peers, and are focused on real-life
situations (Cox, 2011; Kappa Delta Pi, 2014). While some primarily deliver content
knowledge, those that combine this aspect with providing opportunities for active
discussion, debate and a social presence establish a better and more collaborative
educational climate (Buxton, Burns & De Muth, 2012; Cox, 2011; Kappa Delta Pi,
2014; Moreillon, 2016). From a survey of educators who participated in their
webinar-based professional development the KDP organisation found that webinars
“help teachers learn to include rigorous content, apply knowledge through highorder skills, build upon strengths, create lessons aligned to current educational
standards, and use technology effectively in the classroom” (Kappa Delta Pi, 2014,
p.13). Reese (2010) notes that the number of collaborative links between and among
educators could be increased through webinars however the webinar must include
opportunities for peer-to-peer interactions, as well as facilitator-to-participant
interactions for this to be the case.
To assist in my decision-making I used a ‘lean canvas’ business plan approach
using the headings; ‘The What’, ‘The Who’, ‘The How’ and ‘The Why’. This enabled
me to quickly and concisely focus on the problem I was addressing, and a solution.
Below is ‘The Why’ section which outlines my perceptions, at the planning stage,
of the possible impact of implementing this type of professional learning.
THE WHY: IMPACT
Why do you think this innovation will have an impact (and exactly what is it)?
Why is it worth doing and who will benefit?
Introducing webinars will give teachers the opportunity to access professional learning
on an ongoing basis and ensure that their knowledge and teaching practices are based on
current theory and practices. The webinars will supplement the face to face delivery of
targeted professional learning to teaching teams and support ESMs in their work with
teams. The strengths of the entire ESM team would be accessible to all teachers over time.
This will ensure that those wishing to advance their learning in a particular area are able
to do so in a timely manner. Although this will take time to implement and new skills will
need to be learnt, the benefits to teachers and children are worth this effort. The webinars
will support teachers to be more knowledgeable and critically reflective, and will identify
core aspects as best practice in professional learning and development. In turn this will
lead to teaching practices that are at a high level, which has been shown to support, impact
on and foster children’s higher level thinking, assist with development of working theories
and increase the continuity and depth of learning (Fleer, 2015; Hedges, 2012; Hedges &
Cooper, 2014; MoE, 1996).
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IMPLEMENTATION
In 2016 an affordable basic webinar platform was identified, and the learning began.
Two online document sharing meetings with teams on the West Coast were initially
set up to trial the use of the screen share, video, and audio functions. In Term 3,
I was nervously ready to run my first webinar. To cater for full-time, part-time and
relieving teachers, the webinars were run twice on the same day, at 3.30 to 4.30pm
and 6.00 to 7.00pm. The initial webinar was on ‘Intentional and Deliberate Teaching’.
Almost 100 teachers from Canterbury, West Coast and Central Otago attended.
Being used to talking face-to-face with teachers, it took some getting used to talking to an unseen audience while sitting in a room by yourself, or with just one
colleague assisting. To get teachers involved in the webinar, brain-breaks were
included (opportunities for teachers to use the online chat function), with one early
on to encourage online participation.
Within our Education Service Managers’ team there were two other ESMs who
were keen to learn how to write and deliver webinars, so these were my early
adopters within the team. From Term 4, 2016, they began to present webinars
alongside me. We chose topics from our key interest areas that were also of
relevance across our entire network of kindergartens and early learning centres.
At times the ESMs delivering the webinar would be in two different places.
Depending on our work commitments, we could have one presenter in Christchurch
and one in Cromwell. Each of the webinar topics attracted participation from an
average of 100 teachers. With the ongoing success of the webinars and teacher
feedback, three more ESMs and the Office Manager took up the challenge of learning
to use this new format of delivery. To date we have delivered 14 webinar topics
including; Working Theories, Assessment (four parts), Self-Review and The Inquiry
Cycle, Education for Sustainability, Infocare, Early Mathematics, and

Being used to
talking face-to-face
with teachers, it took
some getting used to
- talking to an
unseen audience
while sitting in a
room by yourself.

e tipu
Growing
e rea mo
leadership
naga ra potential
tou ao 221

The webinars are
concise, informative
and relevant to
teaching in ECE.
There has
been a range of
topics. I find it
convenient watching
these at home, and
getting the recording
which I can revisit
for some points.

An Introduction to Our Code Our Standards. With each topic pre-webinar notes,
a recording of each webinar and the full webinar slides are emailed to participants
after the session.
Some of the learning required for successful webinars is on the part of the
participant. Teachers needed to learn how to connect to the webinar. With the first
platform they needed to find their microphone and camera and turn these off, and
also learn how to use the chat function. After a couple of sessions, a number of oneon-one and small-group practice webinars were run to assist participants with the
technical skills required to successfully connect and participate in the webinars.
While the initial platform had the capacity to only have the presenter’s microphone
on, as more collaboration with colleagues has led to presenting together, the
microphone had to be open to allow both presenters to speak. This resulted in
delays at the beginning and interruptions during webinars as we requested users
to turn off their microphone capability. These technical issues and the desire to
extend our webinars by using video content led to investigating other platforms.
In Term 3, 2017 a more complex platform with extended features was secured.
As we have no IT support person within the organisation, learning how to use this
new platform is via YouTube, 0800 ‘HELP,’ and trial and error. As with anything new,
there are always a few technical issues. However, with a bit of patience on behalf of
the teachers, these can be resolved.
RESULTS - HOW DO TEACHERS PARTICIPATE AND WHAT DO THEY THINK?
A survey of teachers who participated in the webinars has shown that all teachers
that participate choose to participate in more than one webinar. 71.5% of teachers
attended four or more webinars over the year. 70% of respondents favoured the
3.30pm option. Teachers commented on the ease of attendance, the currency of
information, the relation of theory to their practice, and the ability to fit this learning
in around family life as key benefits of the webinars. Some examples of feedback
include;
“The webinars are concise, informative and relevant to teaching in ECE. There has
been a range of topics. I find it convenient watching these at home, and getting the
recording which I can revisit for some points.”
“I like the flexibility. If I attend a webinar at home it is great not to have to
drive to another location and get parking. I also like that it is interactive with the
live comments from others. This is a good feature as you feel connected and get
ideas and feedback from others.”
“Living in an isolated area on the West Coast it is very valuable learning, as I am
unable to attend physically in Christchurch. I highly value the recordings which
I can re-visit, and reflect upon. I liked the Adobe recordings as I am able to save the
files and re-visit the learning, even six months down the road while reflecting upon
my teaching practice.”
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Only 37% of teachers participate in the webinar alone. The majority (57%)
participated as a group of three or more teachers. Benefits of participating as
a teaching team were reflected in teachers’ comments;
“When I do view alongside colleagues it can encourage discussion without disruption to
others. I also like the opportunity to revisit the presentation, sometimes after viewing it
a second or third time, other ideas come forward that I may have missed the first time.”
“We can do PLD as a team in our place rather than having to travel or meet up in another
place. We can review a recording after the webinar and/or slides of the production.
We are gaining a lot more PLD through this platform and so are increasing our
knowledge. We know many kindergartens are gaining the same information.
We hear about what others are doing about this topic through the 'chat' feature.”
“Keeping up with current theory has been good, and webinars are great for this.
We have more discussion among the teaching team now.”
While 30% of the respondents valued the pre-webinar notes, the post-webinar
copies of slides and the webinar recordings were the most valued of the support
materials provided, 79.5% and 68% respectively. The result that any presenter wants
to see from delivering professional learning is that learning from the course has
effected changes and improvements in teaching practice. The following comments
from teachers reflect changes in teaching practice;
“Webinars have assisted me to be more conscious of documentation - particularly with
Infocare. They have reinforced the importance of documenting learning and provided
thought-provoking reflection. Learning from ‘Our Code’ also highlighted the responsibility
that we all have as teachers and as professionals.”
“We have discussed webinar information as part of our ‘planning for learning’ process.
We are taking on ideas from webinars and applying them in our learning stories/journals.

Keeping up with
current theory has
been good, and
webinars are great
for this. We have
more discussion
among the teaching
team now.

e tipu
Growing
e rea mo
leadership
naga ra potential
tou ao 241

RAEWYN PENMAN came to
her role as Kidsfirst Education
Services Manager with
25 years of experience in
early childhood education.
She has worked as a teacher,
manager, professional
development facilitator and
a lecturer at the Dunedin
College of Education.
And alongside the practical
learnings, she’s completed
a host of study over the years,
including a Diploma in
Teaching, a Bachelor of
Education, an MBA and a
Post-Graduate Certificate
in Education

We are supported when we hear that the processes we employ and use are noted positively
in a webinar. We are also supported when we hear what other teams are doing. We make
links with other teams who are working with issues that we may have in common. We are
challenged to do better when we hear about what others teams are engaged in!”
“From each webinar I write up what I have learned, and how I can use this information
practically in my daily teaching life. Some of the webinars encourage further research in
areas I want to grow as a teacher. Readings, mind maps and reflective journals are used
to document information from the webinars to be placed in my professional folder.”
“Attending the webinars on assessment has been beneficial for us as we have immediately
been able to reflect upon what we are currently doing, and what changes we would like to
make. This has been part of our self-review so to attend professional development that we
can put straight to practice has been great.”
“The learning stories series helped me understand the changes in Te Whāriki and gave
me a clearer understanding how to use it in planning/future steps.”
CONCLUSIONS
Venturing into the digital world of webinars to increase professional learning for
teachers has been a successful strategy. The webinars provide an alternative way of
learning that, while not for all, meets the needs of many teachers. ESMs have noticed
the benefits reflected in teaching practice, collaboration, pedagogical discussions,
and documentation. A next step will be recognising participation through the use of
digital badges so that teachers have a record of their professional learning.
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LEADING LIGHTS: ARTICLE
SUBMISSION DEADLINES
NEXT ISSUE DEADLINE 2 FEBRUARY 2018
I would like to encourage you to provide an article for Leading Lights, which
might outline new policies and programmes, legislation, trends, developments,
research or education debates in your own locality. Your topic should be relevant,
and of professional interest, to educational leaders in New Zealand. I am seeking
short articles (500-1,500 words) and photos for forthcoming issues of the magazine.
Your own topic, based on your own area of interest/expertise (and keeping in
mind current issues and developments in educational leadership) is most
welcome. We are also seeking papers of emerging findings from educational
leadership research being carried out by post-graduate students. If you are
seeking a publication opportunity for your work this is a great place to begin.
Longer papers are published on the NZEALS website under a collection of
Members’ Publications.
Your target audience is cross-sector leaders throughout New Zealand.
A brief outline of the context of your education setting would be useful for
readers. Any recommendations you might make to readers, based on your
experience, knowledge or research, would be most appreciated.
Prospective writers who wish to discuss a possible topic before commencing
writing, may email me. Otherwise, completed articles can be emailed directly
to me at annette.sheehy@ikindergartens.nz as attached Word files or as plain
email messages and their receipt will be confirmed by return email. Please also
include a one-paragraph ‘about the author’ and attach a head and shoulders
photo of yourself as a separate file (high resolution jpeg preferred).
SUBMISSION DEADLINES: 2018: 2 FEBRUARY; 2 MAY; 2 AUGUST; 2 NOVEMBER

Annette Sheehy
Editorial Committee, Leading Lights

Leading Lights
Editorial Committee
Annette Sheehy
Ann Briggs
Juliette Hayes
Vicki Hill

Leading Lights
Editorial MANAGERS
SALTMINE DESIGN
Hugh & Fi McCafferty
fi@saltmines.co.nz

NZEALS

New Zealand Educational Administration and Leadership Society

nzeals.org.nz
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NZEALS COUNCIL DIRECTORY
The NZEALS Council is elected by the membership at the biennial NZEALS conference, or co-opted to a
certain portfolio, and reflects the cross-sector nature of the society. Council members hold key portfolios
for the services of NZEALS, and meet bi-monthly by tele-conference to progress strategic work.
Questions or ideas may be directed to any Council members using the contact details below.

NAME

POSITION

SECTOR

EMAIL

ANNE MALCOLM

National President

Primary

amalcolm@ponsprim.school.nz

ANNETTE SHEEHY

National Vice-President

ECE

annette.sheehy@ikindergartens.nz

JULIETTE HAYES

Immediate Past President

Area

juliette.nzeals@gmail.com

DOUG MILNE

National Treasurer

Consultant

charliemarmite@xtra.co.nz

ANN BRIGGS

National Secretary

Tertiary

ann.briggs@ncl.ac.uk

MAGGIE OGRAM

Auckland Branch President

Educational Coach

maggie@ospreyconsulting.co.nz

MELANIE TAYLOR

Bay of Plenty Branch President

Primary

principal@goldensands.school.nz

CHRISTINE HARRIS

Canterbury Branch President

Primary

principal@thorrington.ac.nz

PIP WELLS

Nelson Branch President

Primary

pip@nelsoncentral.school.nz

MURRAY FLETCHER

Otago Branch President

Educational Coach

fletchermurray4@gmail.com

PAUL JOHNSON

Taranaki Branch President

Primary

principal@tikorangi.school.nz

RACHEL MCNAE

Waikato Branch President

Tertiary

r.mcnae@waikato.ac.nz

CED SIMPSON

Wellington Branch President

ECE/Primary /Secondary

ced.simpson@hrie.net.nz

VICKI HILL

Member at Large

ECE

vicki@melodychildcare.co.nz

JEREMY KEDIAN

Member at Large

Consultant

leadershipinnovationnz@gmail.com

MICHELE MORRISON

Member at Large

Tertiary

michele.morrison@waikato.ac.nz

ROSS NOTMAN

Member at Large

Tertiary

ross.notman@otago.ac.nz

