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Foreword -
Educational Leadership

Educational leadership is complex, demanding
and also very important if we want to make
a difference and impact the lives of children
today and in the future.

With that in mind this white paper serves as an
introduction to some of the key strategies an
childhood educator needs in their leadership
toolkit to be successful, to create a vision,
to build a trusted team and empower the
team to make a difference. The white paper
is by no means exhaustive, but the start of a
conversation of what great leaders need in this
complex landscape of education today.

There are currently many pressures on
educators throughout the world, as schools
begin to emerge from lockdowns and children
return to their learning environment after
months of home learning. Leaders have to
navigate this new landscape, juggling the
demands and pressures from parents and care
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givers who may feel precious learning time may
have been lost for their child during this time.

Leaders also have to consider the health and
wellbeing of their staff and promote a culture of
trust whilst setting the scene for the vision of
the school, whilst also keeping an awareness of
themselves as a leader and their own wellbeing. It
can seem like a constant juggling act.

The landscape may have changed following the
global pandemic and we are still exploring the
implications, but one thing remains true and
that is the powerful influence and impact a good
educational leader can have on the learners,
teachers and school community.

This white paper seeks to remind us of the vital
importance of building and sustaining a culture of
learning and improvement that allows us to align
our vision for the future that will enable learners
and teachers to flourish.

What is important to

remember when reading

these, that this takes time and

energy. None of these strategies

are quick fixes, but can over time
build a strong and resilient team
of educators to continue to impact
learning in their educational setting.

Hopefully the words will inspire you, maybe

challenge you and allow you to reflect upon

yourself as a leader and your next step in this

journey. Itis with this hope, we can develop resilience

in our school communities, and clarity that our work

in schools is really work for the greater global good. We
must build and maintain hope through our contribution,
cooperation, and collaboration with others with whom we
form new types of communities that transcend time and place.

Helen O'Donoghue
Education Expert. Leadership Coach
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Introduction -

What makes a Good Leader in

Education?

Leaders
leave a
positive
impact on
people’s
lives, so
that they
can realise
their true
potential.”

- Simon Sinek

As a natural consequence of the growing interest in leadership
psychology over the past hundred years, several different leadership
theories have been proposed to clarify how and why certain people
become great leaders.

In the literature related to this subject, experts have tried to answer
some specific questions:

+  How exactly can we define an outstanding leader?

+ Do we need certain personality traits to be considered more
suitable for leadership roles?

+ Do situational / context characteristics favour certain individuals to
take the lead?

Researchers have outlined several ways of defining leadership, and to
understand this extremely large concept, it is important to mention
that we can define the profile of a leader by referring to personality
characteristics, but also by referring to the type of relationships the
leader establishes with those with whom he/she works.

The leader is in a position where he/she has
a more expanded view of things and his/her
responsibilities go beyond the classroom and
the impact can be seen both indirectly, though
the influence upon others and directly in the
learning environment.

The profile of good education leaders includes
the motivations that drive them to do what
they do. These motivations are often guided
by the environment in which they grew up,
the relationship they had with their families
and school, and the lifestyle in which they find
relaxation and joy.

The leader thinks long-term, is always curious,
and looks ahead. Leadership relies on the
teacher's self-confidence, but also on the power
of words. Words can make a learner shine or
feel embarrassed; therefore, a teacher must be

careful about the language used and its long-term
impact. The teacher leader is the one who makes
connections between children and everything in
the world around them and prepares them for a
meaningful life.

British/American author and motivational speaker
Simon Sinek, described as “a leadership guru and a
visionary thinker” has a simple but powerful model
for inspirational leadership - starting with a golden
circle and the question:

* "What makes a great leader?"

Simon Sinek suggests it's someone who makes
their employees feel secure, who draws staffers
into a circle of trust.

But creating trust and safety - especially in
an uneven economy - means taking on a big
responsibility.
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I, "Leadership" and "Management"
What's the Difference in a Word?

Together, the two terms “leadership” and of leadership and management, even if
“management” form the framework for skills differentiated theoretically, are not effective
and abilities that are necessary for an individual without each other working in tandem, and
In the next chapter we will make a distinction these two concepts becomes even more difficult to drive a team to success. In fact, the concepts are thus inseparable.
between the two terms: ,management" and to frame.
,leadership", and also we will highlight why they are
complementary to one another. Scholars argue that the term leadership has been . o
They think beyond what individuals do. They
captured by the needs of modern management . .
. . ) . activate people to be part of something
Recent research demonstrates that leadership has theory and that any discussion of leadership bi
: igger.
been recontextualized as a complementary part of seems to dissolve into a discussion of effective Leaders pamt d &8
management therefore, the distinction between management techniques. ‘ ) o
picture of what they They know that high-functioning teams can

see as possible and accomplish a lot more working together than

Great managers are often great leaders and vice versa but they are not always one and the same. individuals working autonomously.

WHAT'S THE REAL DIFFERENCE? inspire and engage their people

Managers focus on setting, measuring and

in turning that vision into reality.

achieving goals. They control situations to

reach or exceed their objectives. Leaders

know if they aren't learning something new
-
Managers Q Leaders Q
every day, they aren’t standing still, they're falling behind. They remain curious and seek to remain
relevantin an ever-changing world of work. They seek out people and information that will expand
Administer Innovate their thinking. Managers often double down on what made them successful, perfecting existing
Their process is transactional: Their process is transformational: skills and adopting proven behaviours.
meet objectives and delegate tasks develop a vision and a way forward
[ T William Arruda, Senior Contributor, FORBES
Work Focused People Focused _ , . . N .
. . Reconstructing educational leadership as over time can become explicit and visible.
U2 EEE! 15 10 S EniEs Clon: The goal include both people and results. a distinct phenomenon from educational A good educational leader is characterised
They are skilled at allocating work They care about you and want you to succeed . .
management faces two challenges. by the traits mentioned above.
4 ) - o y .
Have Subordinates Have Followers The first is to establish, in conceptual terms, More than positional, a good leadership is
. . . what the distinctions between leadership and about making an active difference in a child's
They create circles of power They create circles of influence ) ) ) i ]
and lead by authority and lead by inspiring management are, and the second is to locate learning journey and influencing others
- J the discourse and practice of educational through training and coaching, inspirin
p 8 g 8 piring
e \ leadership and management historically so them to make active choices in improving
Do Things Right Do Right Thing that the changing nature of these concepts learning.
Managers enact the existing culture Leaders shape the culture
and maintain status quo and drive integrity




The first step in developing a good leader
in education is to identify the culture of the
organisation, which is different from the
physical environment in which education takes
place.

The culture of the organisation is unique. From
the rules of how the work is carried out, the
rules that establish the relationships between
teachers, and the methodology by which the
teaching-learning is carried out. It is preferable
to establish cultural norms at the start of the
school year and review them throughout.

As Martell L. Teasley says, the study on
organizational culture has gained much
attention among scholars in many areas
of study, just like in the educational field.
Institutions have a model of behavior a series
of beliefs, attitudes, traditions, perspectives,
principles and dogmas. The culture of an
institution, which has a thorough effect on
the performance, determines arrangements,
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decisions, human resources, and individuals'
response to circumstantial challenges. In general,
an organisational culture refers to a set of shared
values, attitudes, beliefs and norms, some of which
are explicit and some of which are not (Teasley,
2017).

In many ways organisational culture is
invisible—although it can be both conscious and
unconscious—but at the same time, it serves as
the glue that binds and builds a sense of cohesion
within schools. Organisational culture can be
found in shared relationships among colleagues,
norms within the school environment, student
and teacher relations, and sharing experiences
(Teasley, 2017).

A school's organisational culture provides a sense
of identity, promotes achievement orientation,
helps shape standards and patterns of behaviour,
creates distinct ways of doing things, and
determines direction for future growth.

The most important thing is to start from the
premise of positive intent. This allows us to be

more tolerant of others and to understand
that everyone does what they can with the

resources they have at their disposal in the
best possible way. This allows us to have a
lens where everyone is working the very best
they can and will continue to strive to improve.

School leadership and management in the
21st century have brought more autonomy
but also more responsibility to schools. It has
taken and continues to take a lot of courage
and resilience to face all the challenges that
any new situation brings.

A good leader knows how to manage
such challenges effectively and efficiently.
The COVID-19 pandemic has brought the
opportunity and, at the same time, the
challenge to shift the focus from curriculum,
pedagogy, learning, and assessment to health,

safety, community, and sense of belonging. A
good leader in education and beyond will act
quickly and decisively, even when it's difficult
because those who act first will be the ones
who benefit.

Studies show that organisations that react
boldly during a crisis are more likely to come
through it well. Beyond the ability to act
quickly and boldly, a good leader will first and
foremost be a leader who shows empathy
and understanding for the people they work
with.

The COVID-19 pandemic will be over soon,
but educational leaders will have to work
with all the repercussions this crisis has

generated. They will need to look at what
to amplify, to keep, to change or modify and

also think about the learning opportunities
for their students so that learning gaps can be
filled.
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A Good Education Leader Needs

To begin to identify whether you are or can be a
good education leader, you need to answer some
basic questions:

There are no correct answers; everything
depends on the organisation, the people, and
the context.

As leaders, we make choices and it is essential

to know how to manage our time, energy, and
resources to be more effective and efficient.

The coordinator clears the path,

the manager walks the path, and

the leader creates the path"

Peter Drucker, 1996

3 necessary for success.

What is the motivation behind your approach?
Who are you as a leader?
How do you deal with difficult situations?

What contribution do you make to your
organisation?

What we need to have in mind is the impact we
want to achieve. A good leader will have a positive
influence on the whole organisation.

Also, we keep in mind the ultimate goal. School
leadership has an indirect effect on learning, and
students and the school community at large.

The coordinator's job is to bring consistency, the
manager's job is to bring clarity, and the leader's
job is to manage complexity.

The coordinator relies on reactivity, the manager
on the action, and the leader on proactivity. The
coordinator works with processes, the manager
deals with operations, and the leader creates
strategies.

The coordinator ensures that an activity is carried
out, the manager ensures that it's achieved
efficiently, and the leader is responsible for
choosing strategies and achieving objectives.

'=.=|l Leadership and management are two complementary systems of
2N action, with different functions and characteristics, but equally

Management makes a school work, while
leadership follows a certain direction. It is
necessary to remember that the school has a
real impact on the learning process. It is about
knowledge and skills, but we need a definition
of learning efficiency and effectiveness.

The challenge for leaders is to pursue this
effectiveness. A leader must measure actions

very carefully so that they have meaning and

purpose. A good education leader knows how
to manage their time and actions very well,
aiming for the end goal.

As Steven Covey says in "The 7 Habits of Highly
Effective People", we become effective only when
we start our actions from their end goal. Covey's
seven habits are composed of the primary
principles of character upon which happiness and
success are based.

The 7 Habits of Highly Effective People puts forward a
principle-centered approach to both personal and
interpersonal effectiveness. Rather than focusing
on altering the outward manifestations of your
behavior and attitudes, it aims to adapt your inner
core, character and motives.

In"The 21 Irrefutable Laws of Leadership”, John Maxwell explains five myths about leadership:

o o o ~
The myth of The myth of The myth of
management entrepreneur knowledge

Management can maintain direction, the
status quo. Impactful leadership is the
leadership that changes the direction of an

organisation towards positive change.

People may buy what someone is
selling, but they don't necessarily

buy their leadership or vision.

Mental superiority does
not necessarily equate

to leadership.

o /

The myth of pioneering
The frontrunner is not necessarily the
leader. The leader is the one who has a

vision that people want to follow.

1 ®4
The myth of position

Maxwell quotes Stanley Huffty: "It is not
the position that makes the leader; it is the

leader who makes the position".

» Leadership myths debunked!
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V. Leadership Styles in Education.
Daniel Goleman's Leadership Styles

The accelerated development of education in recent
times has created new needs and standards, often
with higher demands than we have known before.

Among these has emerged the need for role
models to set and implement standards that are

Daniel Goleman's
Leadership Styles

We can speak of the existence of six leadership
styles based on the categories defined by
Daniel Goleman:

visionary, directive, democratic, coaching,
affiliative, pacesetting.

Some we need in the short term, others in the
long term, some can serve us punctually, others
we can deepen.

Each of us has a style that we feel comfortable
with, that represents us as leaders, but at the
same time, we can practice other styles that
may be useful to us at some point.

appropriate to the level of education now, but above all
to prepare the ground for the future.

It is well known that education plays an important role
becauseitis here that the foundations of a child's entire
development are laid.

©0000000000000000000000000000000000000000000000000000000000000000000000000000000000000000000000000000000000000000000000000000000000000
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The visionary style requires the leader to have a clear vision, which they

develop and share with others, and a long-term direction

He convinces his employees by explaining the
rationale behind his actions for the collective
good of the team.

The visionary leader sets standards, monitors
performance and motivates team members
through positive as well as negative feedback
based on clear criteria. Successful leaders are
people with vision.

The leader who practices an affiliative style
seeks harmony among employees and focuses
more on their needs than on goals or standards.

It pays attention to the individual in its
complexity and avoids confrontations that are
related to performance standards.

The leader exerts a lot of control, immediate
performance is expected, sanctions are
applied, and explanations or positive feedback

Trust that employees can move in the right
direction, both for themselves and for the
school, invites employees to participate in the
decision-making process.

They don't necessarily build the foundation
but give direction.

We all want to have confidence in the
future, and visionary leadership best fulfills
this need. It communicates purpose and
expectations, is based on 1:1 discussions,
and can be applied in almost any situation.

----Q Affiliative style is based on building and sustaining relationships

Such a style is needed in difficult, crisis
times, such as the pandemic context, when
people need to be treated as individuals and
receive validation, trust, and attention. But
this style lacks rigour, so it needs to be used
interchangeably with other styles.

-+OQ Directive leadership style is based on directives, not directions

are almost completely absent. Can be useful
when there is time pressure or not enough
skills among employees.

....Q Incontrast to the directive style is the democratic style, where the leader
wants to build commitment, develop and implement new ideas

Holds lots of meetings and listens to
everyone's views. In this style of leadership,
there is a risk that consensus is very hard to
achieve and employees become too divided.




Coaching style pursues rapid progress and accomplishment
of tasks to high standards of excellence

.
.

Coaching leadership is one characterized by This leadership style is very much opposite

collaboration, support, and guidance. Coaching to autocratic leadership, which is focused on
leaders are focused on bringing out the best in top-down decision making.
their teams by guiding them through goals and

obstacles.

0000000000000 00000000000000000000000000000

...-Q The pacesetting leader is concerned with the long-term professional
development of employees

Pacesetting is a style of leadership when a high standards for their team and expects

leader leads from the front, constantly sets

them to exceed with minimal management.

Description When Useful
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Communicating the goal; Pretty much anytime;

Visionary expectations on delivery set pieces and 1:1 dialogue
— Building and sustaining Again, always useful but
Affiliative . ; o
relationships especially if morale poor
Directive Telling peop.le whaF to do, Low capability or competence;
often in detail no time
Democratic Sharing decision-making; Confidence in the team;

delegating power more time available

Copy me and keep up
with me

When need fast change;
show what's possible

Asking questions;
focus on developing others

When you have time
to build capacity in others
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It is important to know all these leadership
styles, to identify what your needs and the
needs of the team are, and to apply which style
we think is the most appropriate.

As a nursery or school evolves, different
leadership styles are needed, alternating
between them so that they best meet the needs
of the moment.

In the beginning - whether it's founding a school,
new employees, or a new leader, a solid foundation
is needed.

On the way from good to great, we need new
resources and therefore better leadership styles.
In this process, visionary and affiliated styles are
the most recommended.

LEADERSHIP STYLE: ONE SCHOOL'S JOURNEY

Securing the Base ----- O

Getting to Good

Going for Great

Visionary
Affiliative
C) 1 C) - O -
/ \ Pacesetting |
. and directive |
Pacesetting o

and directive

and directive

O/ \
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Andy Buck, Leadership Matters 3.0. How Leaders
At All Levels Can Create Great Schools

Leaders need to know themselves, to know
exactly who they are, to go beyond their limits.
It is important not to forget that the learner
is the focus of learning and how we influence

them is essential. Leadership styles evolve and it's
not about the destination, it's about the journey.

Leaders in education need different skills than
a leader in other fields precisely because they
influence and impact children's learning and lives.
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Transformational leadership plays a long-

Modelling term game, focusing on individual and

organisational growth rather than short-
term achievements.

Challenging

the process | Encouraging |  Transactional leaders set criteria for

, theheart :
- / success and then reward or penalise team

members based on their performance.

Transformational
leadership

This leadership style is primarily

results-oriented and tends to be more
appropriate when the goal is to complete

N K_\ specific tasks within a limited time frame.
Inspiring

Enabling
others
to act

f\ a shared visio

N

Inspire others through transformational
leadership, Joanne T. Clavelle, and MarilLou
Prado-Inzerillo

Most attribute the concept of transformational actions as "when one or more people engage with

The expression of a learning organisation emphasises the leadership to James MacGregor Burns, a others in such a way that leaders and followers

A SChOO' Seen as 4 humanistic, interactional and value-adding dimension of political science and leadership scholar, who in lift each other to higher levels of motivation and
school experiences. the 1970s defined transformational leadership morality."

learning organisation

John Hattie also highlighted the existence of several

requ”,.es a” thOSe leadership styles. In his book Visible Learning, Hattie

(2012) separated leadership into two forms - instructional

Individualised

leadership and transformational leadership - and found :
P P Leadership

involved in the

that both had a positive impact on learning.

SyStem to express Hattie suggests that school leaders bring increased Inspirational In'FeIIectgaI
. . . effectiveness to school community activities when I\/Ipotivation Stimulation
thel i aSp| I’atIOﬂS, they are focused on instructional leadership and "focus @ Q
primarily on creating a beneficial, disruption-free learning % { f
expaﬂd then" SCOpe climate, a system of clear goals for teachers and students" |
(2012).

of knowledge and

el

Individualised

—
He mentions transformational leadership as bringing "/\&
Y

|dealist
Influence

principals' involvement in building a relationship with

develop their skills

teaching staff that "inspires new levels of energy,

MICHIGAN STATE UNIVERSITY - The fours

commitment and morality". This, aims to stimulate i i
tO ether” y. Consideration I's of transformational leadership (Bass,
everyone to work collaboratively to overcome challenges
, . 1985, 1990, 1995, 2008)
Senge, 2012 and achieve ambitious goals" (2012).

FourlI's



In 1985, Bernard M. Bass, a leadership researcher and professor
at Binghamton University, built on Burns' ideas to develop the Bass
Transformational Leadership theory, which consists of four main
components of transformational leadership:

1. Intellectual Stimulation

Transformational leaders challenge the mindset, assuming the
status quo and noting the assumptions of even veteran leaders.
They encourage the same mindset in their employees. This means
emphasising new experiences, new opportunities, and innovative
ways of thinking.

By emphasising opportunities to grow and learn rather than the results
of efforts, the transformational leader removes the "fear factor" from
the workplace, empowering employees to constantly learn and seek
and act on opportunities rather than playing it safe.

2. Individual Consideration o0-----------

One of the key traits of the transformational leader is the ability to
impart a greater sense of culture to the individual, giving employees
a sense of ownership of company goals and independence in the
workplace.

Transformational leaders don't dictate ideas from a bubble and then
let employees implement them. They are concerned with employees'
professional development and

encourage positive employee

relationships.

This involves keeping lines of communication open, paying attention
to employees' individual needs, mentoring them, and recognizing
each person's unique contributions. Often, you can identify a
transformational leader by the trust, respect and admiration others
feel for them.

Transformational leaders don't micromanage. They lead by
communicating a clear vision and creating a workplace where
experienced employees are trusted to make decisions in their assigned
areas. All employees are encouraged to think creatively to find new

solutions to long-term challenges.
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3. Inspirational Motivation

Employees want leaders to convey an attractive
and dignified vision. Transformational leaders
do this by communicating a vision so well that
followers internalise it and take ownership of the
goal of achieving that vision.

This starts by giving employees a strong sense
of purpose and setting high standards and
expectations for achievement. The motivation
to achieve is not based on fear but is inspired by
example.

Transformational leaders set high standards and
expectations for themselves and then model them
for their employees and the organisation as a
whole.

Their actions instil the same sense of passion they
feel in their followers, whether it's a project, a goal,
or the broader organisational vision.

Employees now have a strong sense of purpose
and a "mission mentality" to achieve their goals.

4. ldealised Influence 0:-----

As mentioned above, the best way to convey
inspirational motivation to employees is to
model it positively.

Transformational leaders serve as role models
for employees in all aspects. This also includes
modelling ethical and

behaviour,

socially desirable
maintaining a commitment to
work goals, and showing enthusiasm for the
company's strategy.

Underpinning this influence is trust and
respect. Leaders who have developed an
idealized influence are trusted and respected by
employees to make good decisions and not just
'for the good of the organization', but the good
of the team and themselves as individuals. With
this trust, employees become followers who
want to emulate their leaders and internalize
their ideals.

Numerous studies have shown that the type of
leadership applied in a school organization can
influence student outcomes and behaviors.

Hattie has shown that some forms of leadership
are more impactful than others, and school
managers should apply and analyze which type
of leadership is most effective in their school
(Waters & Cameron, 2007).

e e e o000
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-0 Building your team through positive communication

Affective Qualities

creating & implemeting new teaching and learning projects

Educational
leadership

Mentoring & Empowering

Helping colleagues strenghten their teaching and learning
O practices; mentoring and coaching colleagues; sharing resources;
building capacity for growth; sharing insights and advice;

bringing colleagues together

N

Teaching Excellence

Facilitating student learning; enabling and empowering students;
inspiring and building learners confidence; liminating barriers to
learning; being exemplary teachers; effectively communicating and
collaborating with students; improving student learning experiences

Research & Scholarship
Engaging in research:

applying and disseminating scholarship in teaching and learning

Jacqueline Ann Fields, Natasha Kenny, Robin Alison Mueller Conceptualizing educational leadership in an

academic development program (2019)

In his book Leadership and Management
Development in Education, Tony Bush (2008)
links leadership more to values and purpose,
while management might be the "avatar
of implementation”, focusing on technical
elements.

In the book, the concept of management is
duplicated or substituted by the language
of leadership (Tony Bush), and the existence
of "instructional leadership", a concept that
originated in North America, is discussed.

The main idea is that leaders can influence the
learning of their community through three basic
strategies: modelling, monitoring, and constant
dialogue, all of which are accompanied by the
power of example.

T. Bush explains there are six models of
educational management: formal, collegial,
political, ambiguous, subjective, and cultural,
and each organization can develop and adapt its
model, proven effective for its activities.

for the benefit of the children.

That is why team members need to get to
know each other and form stable and positive
relationships on a personal level, which lay the
foundations for professional communication.

People do not find it easy to communicate, so
establishing communication should start with
some essential questions:

What is the worst that can happen if we say

what we have to say?
What about the best thing?
What can be changed?

)

As afirst step, when dealing with difficult topics,
leaders should assess their communication
barriers, see whether their relationship
patterns are their own or influenced by what
others think or say, check their capacity for
active listening and empathy.

After doing this self-analysis, a conversation
plan is needed. Identify the real issue or topic
that should be discussed, clarify his or her point
of view on the topic, checkif thereisinformation
he or she is missing to get a full picture, set the
place and setting in which the discussion will
take place and create the guidelines for the
conversation, starting from how he or she will

| 'O

! Demonstrating humility; showing respect and empathy;

i establisihng trust; facilitating relantionship-building ) - o ) )

; Educational leaders have the responsibility Difficult, challenging topics take us out of our
i to create an environment that is conducive comfort zone and can trigger a fear of conflict, or
: - to providing the team with all the necessary disruption to the atmosphere among colleagues.
i Action Orientation resources to achieve the set objectives and to However, ignoring these discussions can have
o O Effecting change; taking risks; facilitating long-term transformation; ensure that the educational activity is of quality far more damaging effects than having them.

Unresolved issues don't go away, they escalate.

To lay the foundations for healthy communication,
it is important to separate the person from their
behaviour and strictly discuss the behaviour that is
inappropriate. In this way, a leader can put forward
his or her point of view, which is to the benefit of
the whole team, but also the educational benefit
of the learners.

There is no magic method of leadership, the
leader tests several methods and models of
communication so that he/she can reach healthy
and effective communication within the team.

= ...............................................................................o
o...............................................................................

open it, the key phrases and the questions he or
she will ask. In opening the conversation, it is good
to refer to us, not the other person, i.e. instead
of saying "you did" say "l observed". Sentences
addressed in the second person can seem
aggressive and cause the other person to become
defensive.

Once the conversation has been opened, we
need a scenario that anticipates the other
person's responses and considers several options.
Responses can be of the confirming, denying,
defensive, emotional, or avoidant types. The aim
at this stage is to respond to the other person
without compromising the conversation.



To ensure responsible communication, Helen
O'Donoghue suggests one model known as

NEFI ART
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NEFI ART, taken from the work of Andy Buck and
Leadership Matters.

N--—--- o name (the issue)

| o exemplify (with a concrete example)

F - o feelings (how this make you feel)

| [ —— o importance (why this matters)

A ----- o accept (anything you might have done)
R ------ o resolve (we can't carry on like this)

T - o them (move focus from you to them)

In this model, we start by naming the problem,
then illustrate it with a concrete example,
express our feelings about it and verbalize why
it is important to us.

During this process, the focus should be on the
end goal, to support a colleague to improve
to further impact children and their learning
journey.

To avoid compromising the conversation, it is
preferable not to get absorbed in topics other
than the one that is being discussed, not to
argue excessively and to respond to anger with

calm gestures - speak slowly, in a low tone - to use
the lastword or last sentence strategy and finally to
make a note of the discussion, summarizing what
has been agreed. In the conversation, itis essential
to always remember positive intentions and, if
necessary, use coaching or mentoring techniques.

It is much more important to find the right
questions than to give the answers we think are
right and continue to build rapport and work with
the teacher to build better practice.

Seek to find out what the teacher needs to help
improve in the first instance, this is the concept of
positive intent.

V. How does a Good Leader Build

an Effective team?

A team is a group of people with
complementary skills who are committed to a
common goal, have common objectives, and
have a similar approach to achieving them.

The success of an effective team in education
is determined by the impact it has on
children's education. To know where to go,
a team needs a shared vision and purpose,
which  the manager shapes. Without
knowing why they come to work every day,
people can get confused or lack motivation.

Organizational culture, i.e. the way we do
things around here, is more about results, but
in a team, it's not just about results and rules.
Members of a team need to feel safe, to
know that they can be vulnerable, that
they can make mistakes and so be able
to carry out their work with confidence.
Trust makes things work in a team.
In an effective team, everyone actively

In a team, vision is essential, but understanding
the term ‘common' is also very important. As a
leader, it is important to know what you need
to build not just a team, but an effective team.

O \What makes a team efficient and effective?

participates in activities and projects. Team
goals are correctly understood by all team
members, and each member looks for
solutions to problems and takes action individually.
Each team member needs to be listened to
and receive feedback and trust the actions and
opinions of their colleagues.

An effective team is willing to take risks, support
the common goal and communicate continuously,
especially if difficulties arise. Team decisions
are made in an organized way and with prior
information and agreement of all involved.

Differing opinions are taken into account and
discussed in such a way that they do not affect the
smooth running of things or future projects.




The first stage is training. At this stage, people
get to know each other, relationships are
good but can be superficial and the best ways
of relating and communicating are sought.

The second stage is the adjustment stage
their
misunderstandings or

when everyone reveals personal

gaps
in communication may arise. This stage is

views, when

quite difficult for the manager and leader.

Next comes the confidence-building stage,

where team members become more
confident in exposing their concerns, fears,
vulnerabilities, and weaknesses. At this
stage it is very important to be honest, and
for people to feel understood, appreciated,

valued, and supported by their colleagues.
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-0 How do you build an effective team?

In the debate stage, team members trust each
other enough to express their opinions, even if
they disagree with each other, and to discuss. At
this stage, everyone involved understands that it
is not important who is right, but that things are
done well.

In the team-building stage, there is a strong sense
of collective responsibility and key decisions
have been made so that you can move into the
performance stage, where the team acts as a
whole and delivers the desired results.

Performance is closely linked to vision, and each
stage needs to be adapted and readjusted in line
with this vision.

~eee-Q The main element that binds an effective team together

TEAM DEVELOPMENT MODEL

IS trust
Formation Adjustment Trust
Early days; Personal views are  Trust between

getting to know
each other;

lots of saying
the right thing;
not rocking

the boat; OK
but superficial

relationships.

asserted; people
vying for positions;
lots of assumptions
about motives;
missunderstanding
and bad feeling is
not uncommon;
difficult time for
the leader to

manage.

Trust is the glue of life.
It's the most

essential ingredient

Steve Covey “The Speed of Trust

team members is
developing; they
are comfortable

in exposing their
own worries, fears,
vulnerabilities

and weaknesses;
they are honest
with one another;
people feel valued,
supported and
respected by

others in the team.

for effective communication.

It's the foundation principle that

holds up all other relationships."

Debate

Buy - In

Team members
trust one another
enough to be
able to disagree
and argue about
decisions and
issues without it
being personal;
the focus is doing
the right thing,
discovering the
truth, not winning

an argument.

Andy Buck and the syntheses from Tuckman and Lencioni

There is genuine
buy-inand a
strong sense of
commitment
from all team
members when
key decisions are
taken, even if there
has been earlier
disagreement
because all ideas
and views have
been properly

considerend.

Performance

Team members,
not just the leader,
do not hesitate to
hold one another
to account for
their behaviours
and adherence

to decisions and
standards; there is
a shared sense of
ownership of the
whole team's goals;
the team is acting
as a single unitand

performing highly.

Trust is the main ingredient in effective

communication and is the foundation that

creates all relationships.

In building trust the leader needs to consider

their own character and why someone

should believe in them. This could include

their honest, caring nature, fairness and

authenticity.

Aligned to this is their own competence, why

should others believe in them and follow

them and this revolves around reputation,

skills, knowledge, credibility.



Trust in the team is built through direct
discussion, respect consistently shown,
transparency, accepting mistakes, confronting
reality, clarifying expectations, active listening,
keeping promises, and extending trust to all
team members.

In different cultures, all of these elements
can mean something different and it requires
adaptation on the part of the leader, but on the
part of their people. Trust develops over time
as team members get to know each other, feel
comfortable sharing their fears, vulnerabilities,
and weaknesses, are honest, open, and feel
valued and listened to.
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The next things that attract attention and
make a difference are body language, how we
communicate, followed by respect. As people get
to know each other better it is important, to be
honest, and compassionate, and this is at the heart
of building trust. A key element when building a
team is accountability and knowing that you can
rely on each member individually. This then seeks
to build a collective and accountable responsibility
from all team members.

A good leader is concerned with the long-
term development of team members, helps
them identify their strengths and weaknesses,
encourages them to create long-term goals, and
provides ongoing feedback and advice.

of how effective one is in one's leadership
role, feedback from others - parents, friends,
colleagues, and regular sessions with an
objective coach or friend to lead the process.

The Johari window model can be used to
enhance one's understanding of the perception
of others. This model is based on two ideas-

trust can be acquired by revealing information

about you to others and learning yourselves
from their feedback.

Each person is represented by the Johari model
through four quadrants or window panes.

Each four window panes signifies personal
information, feelings, motivation and whether
that information is known or unknown to oneself
or others in four viewpoints.The Johari Window
model diagram literally looks like a window with
four quadrants. The terms used in the diagram go
along with the “pane” of the window which they
represent.

There are four assumptions that we must make when using this diagram:

- , * Thereisinformation thatis knownto onlyme. + There is information that is known to you
A leader has a responsibility to create the right o ) )
. ) - ) * There is information that is known to only and me.
environment to build trust within the team. Regardless of the method or tactic adopted, a good

you (or, whoever you're communicating with). « There is information that neither of us know.

In building trust there are several relationship
steps. In the first interaction the impression
we leave, the appearance itself, from physical
appearance and clothing to how we behave
and engage others.

education leader must always keep the end goal
in mind, which is linked to the impact that their
actions and the team's actions have on children
and learning.

VI. What Personal Qualities should a
Good Leader Have?

First of all, a good leader must know himself or
herself very well and be aware and confident
of his or her own strengths. We can be what
we choose to become, we just need to be
extremely careful and conscious of our choices.
In order to become a good leader in education,
the teacher needs to assess himself in terms of
his core role of teaching and then see how he
builds his journey to the next step, leadership.

By the time he becomes a leader, the teacher
may feel lonely and notice that people tend to

drift away from him. One way to get to know

yourself through the eyes of others is to conduct
a 360 feedback questionnaire, i.e. anonymously
gather feedback from those you interact with
- colleagues, parents, members of the school
community. In this way, they will be able to get an
objective picture of what he/she knows.

It may also reveal things they are not aware of or
find that what he does or thinks he does is not
visible to others. Self-analysis should become a
habit in the daily practice of a good leader.

It can start with daily time for reflection - a journal
is a useful tool - and continue with daily analysis

Johari Window

Known to others -- - - --—--——~-

Unknown to others -----------

Leadership involves leading, but it also involves
kindness and humanity. The journey from
teacher toleader involves constantlearning and
evolution, through self-discovery and learning
from others, without constantly losing sight

Known to self

My Hidden

Unknown to self

My Public My Blind

Self Spots

My
Unconscious
Self

Self

of the impact on children through the learning
process. Over time, perspectives on leadership
have changed and successful leaders are those
who embrace change and seek to make the best
of any situation.



Successful schools start by mobilizing people
around a common goal, then creating systems
and structures to supportit. Each school has its
procedures, and its own rules, and the role of
the leader is to make them all converge around
the original goal.

Simon Sinek, quoted by Helen O'Donoghue,
believes that good leadership starts with the
question:

Why?

Why do you do what you do and how can your
actions improve communication at a deep
level?

Simon Sinek has developed a concept known
as “The Golden Circle”, which has at its core
motivation. Knowing why you to do what you
do.

In the case of school, the why refers to the core
purpose and values that guide all actions.

The what refers to the services offered and the
processes that take place in the school, and the
how refers to what differentiates a particular
school from the rest. The why, the purpose,
helps to create schools that inspire and give us
a sense that we are the creators of something

Simon Sinek, 2008 - The Golden Circle
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great. It's a sense of complicity and emotional
communion that creates the connection within
the team, but also between the school and the
community, and it's the leader that creates all of
that.

A good leader refers to “we”, "us" "our school"
and not "me" or “I” or “my".

Simon Sinek uses a model called The Golden
Circle to explain how legendary leaders were able
to inspire, rather than manipulate, in order to
motivate people.

The Golden Circle is more than a communications
hierarchy. Its principles are deeply grounded in the
tenets of human decision making. How the Golden
Circle works maps perfectly with how our brain
works.

The Golden Circle can be used as a guide to vastly
improve leadership, corporate culture, hiring,
product development, sales and marketing.

The Golden Circle can be used to motivate teachers
and students, build consensus within a school
community and bring about change and lasting
improvement.

0O WHY do you do what you do?

What's the purpose?

......... (O HOW do you do what you do?

_________ QO WHAT the hell do you do?

Clarity creates a positive learning culture,
provides the freedom to take risks and make
informed choices, and reduces the risk of
syncopation.

Knowing purpose leads to actions that are
impactful and make a meaningful contribution
to school processes. However, the core purpose
and vision are not sufficient if they are not
integrated and aligned with the outcomes.

A good leader sets a vision for the school, linked to
long-term goals, and adapts it following discussions
with teachers, parents, and students.

Leadership is about guiding and facilitating
processes and it is more than a position, it is an
attitude.

A good leader is inspiring and has the power
influence to inspire others, to identify and value
the potential in others.

VIl. Developing an Educational Team
through the Coaching Process

With the accelerated evolution of education,
thereis a growing need for teachers to have role
models to look up to and to set the standards
and educational goals for the medium and long
term.

In Helen O'Donoghue's view, a team is built
through trust, and one of the most effective

ways to enhance ateam is through the coaching
process.

T ---oTrust

Credibility

R ----oReliability T
I ----olntimacy

S ----o Self-orientation

A simple equation for the trust that underpins the
team is the ratio of credibility, safety, and intimacy
to the orientation towards others.

A leader's credibility is about doing what he or she
says, safety is about supporting team members,

and intimacy is about establishing trust.

Orientation towards others is what builds the
team's trust in its leader.

+ R + |

The Trust Equation - David H Maister, Charles H Green, Robert M Galford



In the coaching style of leadership, the leader
is concerned with the long-term professional
development of team members.

He or she helps identify employees' strengths
and weaknesses, encourage them to set long-
term goals and provide ongoing feedback and
advice when needed.

For team members to accept the
coaching process, they need to
have a good understanding of
the principles of coaching, how

a coaching session is conducted,

what the goal is, and what they will

achieve at the end.
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Through the coaching model, employees
clarify their expectations, know what is
expected of them, and better understand
the model by which the school or nursery
operates.

It is the process of helping someone
to improve their performance through
reflection, to leverage their potential to
improve their results. It's about asking and
listening.

Mentoring, on the other hand, is the process
by which someone more experienced helps
another person improve their performance.
A mentor offers advice, and guidance and
makes suggestions. Coaching can also use
techniques from mentoring or tutoring.

——

—~ 7~
- \
NONDIRECTIVE
/ Listerlﬁng to Understand
Coachi
oaching / Reflectiné

P TN Parapr-\r.as)ng
s Su\’nma/rlsmg
\\§ Piklg Questions that Raise Awarness
Making Sluggestions
Giving Feerack

— \Offering Gédance

Mentoring /
/
/

[

/ o e .
Tutoring ~ \ \GIV/INg,Aénce
[ Instruc‘ting
Telling /
DIRECTIVE
N\ _
— Source: Adapted from Miles Downey

At the beginning of the process, we can use
tutoring techniques - we give directions, talk
with colleagues, then we can move into the
mentoring phase, where we offer guidance,
give feedback, make suggestions, and finally
move into the coaching phase, where we ask
questions, summarise, paraphrase, reflect and
listen for understanding.

In the coaching process, it is good to avoid
making suggestions, judging, or asking too
direct or suggestive questions. Instead, it is
advisable to listen actively and focus on truly
understanding the colleague's understanding. =

Depending on the colleague, their experience,
and position on the team, they may need
mentoring or tutoring more than coaching. This
is determined by the leader, during the process
of getting to know colleagues.
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VIIl. The Four Staged Grow

Coaching Model

Sir John Whitmore talks about a coaching model
that many leaders apply in their organisations.

GROW Model is more than a coaching model
loved by the coaching community. Itis also a top
leadership tool that works across all disciplines
and cultures.

4.Way Forward .

Where are the actions? !

Commit to action !

What are the steps? \
Timing and action plan

2. Reality o.

Where are you now?
What is the reality?

Ask for self assessment
Get feedback

With its four deceptively simple steps, GROW has
proved successful all over the world.

It forms the backbone of coaching in many
organizations and universities globally, due to the
outstanding results. It helps people to achieve
success personally or as part of a team.

o 3.0ptions

! What can you do to bridge the gap?
What are the options?
i Who can help you?
What do you need?
Brainstorm

- 1. Goal

What do you want to achieve?
What is the ideal?
What are your objectives?

Sir John Whitmore - The GROW Coaching Model

The first is goal setting - this is done through
questions that help set medium and long-
term goals. This is followed by a reality check
- exploring the current situation, checking
options - identifying and evaluating different
strategies, and taking action - what will you

Michael Bungay Stanier (author of The
Coaching Habit) has created a coaching model
based on seven basic questions:

The Kickstart question - What's on your
mind?

0 The AWE question - And what else?

o The Focus question - What's the real
: challenge for you?

“.0 The Foundation question - What do you
want?

In the coaching conversation, the leader needs
to show empathy, have a humble attitude,
listen and give feedback, be curious without
judging, ask questions without trying to model
or set a personal example, be challenging
but supportive and maintain a positive and
encouraging attitude.

It is important for the leader to set boundaries
and frameworks, but to continually show
employees that each of them is essential in the
educational process.

Take it step by step, gaining the trust of the
team, without losing sight of the ultimate goal,
the impact on learning.

O The GROW coaching model has four stages

do and for how long? In this process, it is also
important to identify tactics - how and when will
you do the actions and habits - how will you sustain
your success? All of these take the coaching process
from the point of establishing the relationship to
the point of achieving and celebrating the results.

-0 The Lazy question - How can | help?

0 The Strategic question - If you're saying YES to
: this, what are you saying NO to?

“0  The Learning question- What was the most
useful for you?
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X. Leading Education with Technology

( Time Saving} o.......................

Tens of years of studies across multiple fields and
industries endorse the overwhelming impact of
technology on efficiency of communication and
managementin all types of organisations and teams.

Schools and nurseries make no exception.

According to an international study conducted by
the Berlin University of Applied Sciences in 2014,
digital technology enables school personnel and
management to save 6-9 hours a week, by reducing
bureaucratic, iterative tasks and allowing them
to focus on meaningful activities, which enhance

students’ learning.

Aligned Goals o.......................

Digital school management tools make it easy for

school leaders to share their mission, vision and

goals with the entire school community.

When they commit to the same greater purpose,
teachers, students and parents row in the same
direction and achieve milestones faster. This
increases motivation and loyalty in the school team

and enhances overall reputation.

Effective Planning and
Resource Sharing

O---

Exceptional results are rooted in thorough planning.
Having the entire school community under one
single digital umbrella is the starting point of an
articulate user architecture, with personalised roles,

responsibilities and tailored access to resources.

With classes, daily schedules, school projects and
events neatly lined up in one single app, everyone is

always in the loop and nothing important is left out.

e Transparent Communication ]

Accessibility and transparency are two of the key
ingredients of healthy communication within the

school community.

They reduce anxiety and build a strong bridge of trust

between all education sectors. Abridge which connects

students, teachers, parents and school leaders.

Technology makes it easy for school leaders to bring all
relevant information at the reach of those interested
init, in real time. This may refer to curriculum updates,
school calendar, parent activities, individual student
progress or formation programmes for teachers and

many more.

o( Sound Decision Making )

One of the greatest challenges education leaders

have to face is taking decisions under uncertain
circumstances.| An advanced school management
system brings specific data, reports and graphs to the
toolkit of every modern principal.

This saves time, reduces anxiety and enables sound
decision making. From occupancy reports, personnel
planning, attendance or school performance reports,

all stats and charts are one click away.

Choose Technology That

Enables

School leaders can determine which technology is
worth the time and money by thinking about what
will most impact their school community, their class

and their students.

“The learning context must drive the thoughtful
implementation of purposeful technology.” explains

Shawn Mahoney, Ph.D., at McGraw-Hill. Technology

will not be a burden to teachers — if it has purpose.
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X. How Kinderpedia Enables
Leadership in Education

Teachers Have the Entire Classroom at Their
Fingertips

The app reduces 6 to 9 hours a week of teachers’
administrative time, it empowers them and
makes their work visible.

Kinderpedia brings all the classroom
management functions in the palm of teachers’
hand.

On the web and in the mobile app, they get
quick access to timetable, electronic gradebook,
homework, videoconferences, educational
resource library, messaging, events calendar.

Students Take Responsibility for Their Own
Education

Students take control of their educational
objectives, tasks and deadlines. The simple
and intuitive interface helps them become
autonomous and responsible, but also
motivated and engaged.

weeeeeeO - BUlilding Trust in the School Community

Families Become Partners in Children’s
Education

Kinderpedia keeps parents connected to
children’s schoolwork and progress.

The app facilitates real-time communication,
it reduces parental anxiety and enables
partnership. Families have access to
information about classroom activity at all
times. They can continue the learning process
at home.

Schools Turn into Benchmarks of Value and
Trust

Kinderpedia integrates all the planning,
monitoring and reporting needs of a modern
principal in one place. The platform enhances
motivation and loyalty within the school team.
It does so by eliminating redundant processes
and bureaucracy, but, above all, by making
shared goals and values transparent to the
entire school community.




We believe the education of tomorrow relies on
visionary schools and childcare centres, with
inspiring and empowered teachers using innovative
technology, relevant, interactive content and real-
time communication to shape the minds and hearts
of today's digital-native children.

kinderpedia

%

4 )

It improves parent engagement
in education through a secure
and easy-to-use interface.

- J

It offers managers a complete
perspective on all activities and

communication in school or kindergarten.

Built to aid education institutions across the world,
Kinderpedia is securely hosted in cloud, on Amazon
Web Services, it is multi-language and multi-
currency and it works as a native mobile app on
Android and iOS for both teachers and families.
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We built Kinderpedia, the complete communication
and management solution dedicated to education,
with the aim of using technology to transform the
way schools work, on one side, by optimising the
administrative processes and, on the other, by placing
student-teacher-parent collaboration right at the core
of the learning act.

Helps the staff of schools and
kindergartens save 6 to 9 hours a week
of their administrative time and to
focus their efforts on the teaching act.

4 )

It tracks school progress, with a
completely configurable observation
and evaluation module.

N )

4 It offers complete

class management functionalities:

daily schedule, attendance, grade

book, homework module, remote

video teaching, documents storing
and distribution - which make it

\_ the optimal solution for schools.

~

J

2,000 schools and kindergartens are registered on

Kinderpedia today, from 14 countries on 4 continents.
The prestigious education franchise Maple Bear Global
Schools chose Kinderpedia as the unique operating
system in all units in their network.

X|.Conclusion

Great leaders instinctively know that to lead
successfully they need to touch people's hearts;
to move people to action they need to move them.

Leaders with the power to connect can reach
both individuals and audiences outside the
organization, and success is unavoidable when
a leader does the right thing at the right time.

Get in touch

www.kinderpedia.co

info@kinderpedia.co

Scan the QR code to book a
demo session with one of the
Kinderpedia team members
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