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For Conor and Layla

Thank you for showing me daily what a love of learning,  
joy for life and growth mindset look like. 
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INTRODUCTION
What are the biggest questions keeping you as an educational leader awake 

at night? Is it which programs to implement in the school to improve learning 

outcomes for your students? Is it ways to deal with the daunting amount 
of welfare and social issues walking in with the students you educate and 

care for? Is it thinking about how you’ll communicate a new direction for 
the school? Perhaps the most pressing issue is having the resources to run 

the programs imperative to providing the type of education you wish to 

provide? Then there are myriad parent issues, behaviour issues, staff issues, 
bureaucracy, paperwork … the list goes on and on. The tossing and turning in 

bed continues and our heads are full of what to do and how to do it.

But the biggest question worrying many leaders embarking on the journey of 

creating a great school is: 

,Žǁ�ĚŽ�/�ŵŽǀĞ�ŵǇ�ƐƚĂī͍

Let’s face it — we are creatures of habit. We can get stuck doing the same thing 
over and over and become comfortable doing that.  Changing and/or moving 

on goes against our innate need for safety. Many of us like comfortable. Too 
much change can be stressful and just plain annoying. Why can’t things just 

stay the same? Why the constant pressure to keep moving? 

Yet the changing context of the world and education means we can’t stay 

comfortable. We need to be constantly improving. We need to apply what we 
know now to unknown future tasks. We need savvy, forward-thinking, brave 
educators who are not afraid to trial new ways of approaching teaching and 

make their own learning a key pillar of their work. These people are true 

learners themselves. They are agile in their learning and respond to the needs 

��� ������ ��������� ϐ������� ���� ϐ�������Ǥ���� ����� ������������� ���� ����� �����
collaboration and learning with peers reaps huge rewards for the students 

they teach, through better teaching and learning, higher levels of engagement 

and more focus on the student as an individual.

Staff motivation doesn’t have to be complex. In fact, it’s pretty simple. You just 

need to tap into people’s passion for teaching and making a difference, which 
is a big driver for most teachers.  I haven’t met a teacher yet who doesn’t 
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want to do the very best they can. If you can build a professional learning 

community that thrives on its challenges and achievements and is always in a 
state of growth, the outcomes for students are high.

The job for leaders is to tap into this passion and drive in a way that builds 

momentum – a buzz. The buzz is based on the intersection and development 

of three aspects – mindset, environment and dialogue. Mindset is about 
growth and possibility. Environment must be compelling for professionals 

to collaborate and learn together. Dialogue challenges and engages people 
in proactive and supported growth. We have to move our thinking to one 

of agility and growth, rather than stability and constancy. No longer is it 

acceptable to teach the same things in the same way we taught them 10 or 
20 years ago. 

The new world our students are a part of will demand more of them than 
any other generation. They will have 24-hour access to information and lots 

of it. More of them will work in jobs that require creative, analytical and 

innovative thinking rather than grunt and mechanical labour. They are part of 
a generation that connects and learns virtually as well as in person and sees 

technology as simply the way the world is – not an add on. As digital natives, 
they are more globally connected. The world is becoming smaller for all of us 

with distance not a barrier to work or learning options. 

Futurists speak of prospective jobs continuing to move into the innovation 
and disruption space, with technology as the centerpiece. Entrepreneurial 

thinking that hacks through the cumbersome ways we have always done 
things is rising to the fore, with clever, out-of-the-box solutions to well-worn 

problems we have battled to solve. For example, using the software tool 

Evernote I can put all my thoughts, photos, documents, links, reminders, etc. 
into the one program that is accessible from all of my devices and saves me 

having to drag everything around with me. 

Social entrepreneurship is also on the rise with people, including youth, 

creating businesses that support and give back to the community rather than 

�����������������ϐ����������Ǥ�

Our health and welfare needs will continue to grow, with the next generation 
carrying the burden of caring for a society that, even with advances in 

healthcare, is more sedentary and overweight, and has more complex medical 

conditions than at any other time in history.  

How do we keep abreast of all of this in the school context?  
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By being agile and responsive educators, and by creating thriving professional 

learning cultures that inspire us to trial, test and evaluate new ways of 
teaching and new ways of learning.  These people and places have a buzz and 

I want to share the recipe with you.

As both an educational leader in the state system and an educational 

consultant and facilitator in government, private and catholic sectors I 
have been immersed in professional learning communities for the whole 

of my career. The Buzz is based on my observations, learning, thinking, and 
��ϐ������������������������������������������� ������������������������ʹͷ�
years. 

There is growing research on the need for strong professional learning 
������������ ������� �������� ��� ���������� ��ϐ�������� ���� ������� ��������Ǥ�
The Buzz provides a practical approach to building a school’s professional 
learning community. How do we build trust? How do we create a culture 

of collaboration? The Buzz examines the foundational thinking that we 

internally experience when our practice is being put under the microscope 
and we expose ourselves and our vulnerabilities to learn and grow with our 

colleagues. 

HOW TO USE THIS BOOK

This book is designed to give the educational leader a lens to put over his 
or her own professional learning environment and see where traction and 

momentum can be built to create the buzz. 

���� ϐ����� �������� ��� ���� ����� ȋ��������� ͳ� ���� ʹȌ� ��������� ���� ����� ����
architecture of the buzz — something I call learning intelligence. This section 

provides the context for building a culture of collaboration and trust.

�������������������������������ȋ���������͵����ͷȌ� ��� ���������������� ���������
your position on the path of creating this thriving learning environment, and 
offers key activities and approaches develop it further. The approaches move 

between things you can apply yourself to make sure you are priming yourself 

�����������������������ǡ�����������������ϐ����������������������������������
school.

Within The Buzz visual images and models spark the brain. This is the way I 

work as a graphic facilitator — creating visuals to lend weight to the words.
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1. WHAT’S THE BUZZ?

LEARNING INTELLIGENCE a.k.a THE BUZZ

Ever been in a situation that changed the way you see the world? It may not 
��������������������������������ǡ������������ϐ���������������������������������
your thinking.

When I was in my third year of teaching, I met Steven. He was a smart, savvy 

and cheeky Year 5 student. He was clever, but found school boring and 

constricting. Teachers were the bane of his life and he showed it by acting up 
in all sorts of ways. He knew every teacher’s ‘hot buttons’ and didn’t hesitate 

to use them when he felt like it. I didn’t teach Steven directly, but had him in 
some small-group work for various activities, such as gifted and talented 

programs or musical productions. Usually I loved him. He was the type of kid 

who was suggesting, ‘Stay on your toes – I’m worth the hard work getting 
through to me. If you do, I’ll give you all I’ve got’. So he and I had a pretty good 

relationship. I loved the way he thought and his push-the-boundaries attitude. 

One day, though, his usual button-pushing got 

the better of me. He looked at me and said with 
delight: ‘I’m making you grit your teeth’. And he 

was right, the little so and so! He knew, before I was 

consciously aware, that I was reacting to him in a 

less-than-useful way. 

That day I switched on to the need to be more in tune to my resourcefulness 
and learn better ways to manage myself when stressed, tired or overwhelmed. 

�������������ǡ������������������������ϐ������������������������������������������
and skills that make us more emotionally aware of ourselves and others. It’s 

okay just to learn something – just gain the information and say, ‘Yes I know 
that’ but I wanted to live the learning. Really test it, play with it, embed it.

I’m happy to say that I am still playing with the same essential question: How 
can we be our most resourceful in our work? How can we be in a state that 

always brings the best of ourselves to the situation with enough resources at 

our disposal? 
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Every day I’m learning more and more about that through reading, professional 

learning, listening to experts, looking at theories. I make sure I hang out with 
people who stretch my thinking and encourage me to grow. Best of all I get 

to learn from the people I work with every day. They are constantly giving 

���������������������������� ��� ���Ǥ������ȋ����Ȍ���� ���� ������ ����Ǥ�����ǯ��
okay because failing is part of learning and I know that learning intelligence, 
the ability to apply, synthesise, evaluate, discard or embed, is a growing 

intelligence. It’s never static. Learning intelligence helps me to be an agile 
and adaptive learner 

The most important element of learning intelligence is the mindset of curiosity 

and growth. Even in the darkest of environments and the darkest conversations, 
someone with a strong sense of learning intelligence can pull themselves out 

with a good dose of ‘I wonder’. They see possibility. They ask ‘what if?’.

To start my business working in developing leaders, I drew on my experience 

in teaching and in leadership positions in education and business as well as 

my areas of study. The main focus of my work was in developing emotional 
intelligence, resourcefulness and wellbeing.

Pivotal to high emotional intelligence is understanding the mindset, values 
and beliefs that drive behaviour.  These beliefs shape who we are as individuals 

and as team players and collaborators.

After a number of years it became increasingly important for me to connect 
the work I was doing with a school’s or organisation’s leaders with the 

strategic direction of that school or organisation. No longer did it seem 
feasible to work with leaders on growing themselves and their teams without 

a strong link to what they were doing and where they were going.

As soon as I branched out into the strategy area 
something else became very evident. Schools with 

a thriving professional learning community – with a 
buzz – were able to collaborate on their strategic work 

much more effectively. People took responsibility and 

accountability for their part of the work and for their own learning. They 

could have robust debate about what needed to happen to get the student 
outcomes they were after, and they put together plans to make it happen. 

More and more I began to see that not only do we need to build our ability to 

����������������������������������������ȋ���������� ������������Ȍ���������
strategic thinking, but we also need to build our ability to learn as adults in a 

fearless, curious and adventurous way.
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Working with many school leaders and teachers over the past 10 years I have 

observed that leaders who get the most traction are those who are voracious 
learners themselves. Not just academic learning, but deeply embedded, 

������ǡ��������ǡ���ϐ���������������������������������Ǥ

���� ������������ ��� ��������� ���� ��ϐ�������� ��� ���� ���� ������������ ���
adults is always fraught with danger. We have deeply embedded beliefs and 
assumptions about our skills, capabilities and limitations — our thoughts 

������ ���������������������������� ���������� ϐ���������������� ���������Ǥ�
Couple this with fear of failure, over-use of comparison and occasional power 

issues and the outlook can be bleak. Yet deep personal learning and growth 

as an educator and professional can also be one of the most transformative 
and satisfying journeys. 

Optimism and possibility, risks and possible failures, are part of the journey.

In schools our own learning is pivotal to the success of the students. If 

educators do not see learning as a personal cornerstone of their work, then 

why should anyone else? The development of a school’s professional learning 
environment is a key element of any thriving school’s culture.
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Collective wisdom and building collective capacity are the way of the future. 

We need to be creating this within our staff learning community or the future will 
pass us by.

Getting a good sense of how strong our buzz ���ȋ������������ǡ�������������������������
����������������������ǫȌ����������������������������ǯ�������������������������
�����Ǥ������������������������������������������������������ϐ����������������������
����������Ǥ�������������������������������������������ϐ����ǡ������������������
Heifetz and Marty Linsky in Leadership on the Line, is a useful mindset to apply 
here.

���� �������� ���� ������ ϐ����� ������� ��� ���� �������� ��� ����� ��� ���� ���������ǡ�
organisation and interaction from a balcony view, where we can make more 
objective evaluation and analysis of what is going on and what is needed. 

������������������������������ϐ����ǡ���������������������������Ǧ��Ǧ����
tasks and not see past our noses.

The balcony can be used in a very strategic way to ask: Where are our 

challenges and strengths? Where are we headed? What are our strategies? 
���������������������������������ǡ���ϐ�����������ǣ�������������������������������
or that meeting from a balcony viewpoint, what can I learn from it? Can I 
gain more insight into what occurred? Do I see another way I might have 

addressed the situation? The balcony can also be used as a metaphoric pause, 

when you stop momentarily to work out your next step, based on a different 
perspective from the present moment.

As you read this book I encourage you to use the ideas put forward as a lens 
�����������������������������������ϐ�����������������������������Ǥ�����������
you get good objective data about what is really happening and don’t make 

plans that are only informed by a distant balcony view. While the balcony 
view offers an important perspective, be careful not to make plans that are 

����� ������������ ����� ����Ǥ���� ϐ������������� ��� ������� ���������ǡ� ����������
the people involved and understand their perspectives and drivers. Be 

pragmatic and inspirational about co-creating the thriving and collaborative 

culture you’re after. Schools that buzz with that kind of culture have learning 

intelligence.

Learning intelligence needs to be evident at three levels for a school to create 

a truly thriving professional learning culture. These three levels are like the 

layers of an onion. In the centre is the individual, the strength of learning 

intelligence in each individual member affects the quality of the outer layers. 

The middle layer represents all the teams within the school structure and the 
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way they work together. The outer layer is the school unit as a complete, 

thriving learning organisation. If one of these levels is not pulling its weight 
with regard to learning, the outcomes are not as strong, which can lead to 

frustration for many.

Of course each school is also a part of a greater system, which can be viewed 

as a wider learning community. Schools can contribute to this community by 
linking and learning with other schools. Some innovative and clever schools 

go further by linking with other parts of the system, such as human services, 

health professionals and the justice system to create a more effective whole 
that can provide greater integration to deal with ‘wicked’ problems like 

mental health issues, generational poverty, domestic violence, and drug and 
�������� ������Ǥ������������������������������������������������������ϐ���Ǥ�
There are usually incomplete or contradictory parts to the problem, many 

changing contexts and requirements. Because the problem ‘belongs’ to more 
than one agency, it’s often not dealt with correctly or thoroughly. It can be 
too easily either brushed aside or the responsibility shifts from one group to 

another without traction.

Even though this system thinking requires schools to look outside themselves 

to produce change, the ability to create a thriving learning environment and 

����������������������������ϐ���������Ǥ
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The Learning Intelligent Self

History was made in November 2014 when, after a 10-year, six-billion-

kilometre journey, the Philae lander was rocketed from the Rosetta spacecraft 

and landed on a spinning comet hurtling through space at 18 kilometres per 

second.

While it’s hard for our brains to comprehend the numbers, how amazing 
to think of the constant feedback and adaption required leading up to that 

bouncing landing. The evolution in technology since Rosetta was initially 

launched in February 2004 boggles the mind. Imagine the forethought 

scientists had to create something so far into the future that can still be 
responsive and adapt to a huge amount of unforeseen scenarios in space, as 
well as changing technology on Earth. Not only that, but because of the huge 

distance from Earth, communication from Rosetta to the controllers was 28 

minutes behind real time!

Learning intelligence is like this mission – crucial information and insights 
are around us all the time to learn from and adapt or reinforce our approach. 
We need to be agile and responsive to do this adaption. 

As educators our main subjects are human beings – constantly evolving, 
endlessly changing, learning, responding and growing – so if our approach 
does not contain these same elements we are going to miss the comet landing 

every time. 

In his study ‘Visible Learning’ Professor John Hattie researched the things 

teachers do that have the most effect on learning. Not surprisingly, he found 
����� ��������� ���� �� ����� ������ ��� ��ϐ������Ǥ� ���������� ��� ������� ���������
powerful feedback is that given from the student to the teacher. It makes 

learning visible and allows the agile teacher to plan the next steps. Educators 
who respond to the feedback they receive from learners about whether 

they are actually learning and use that feedback to inform future learning 
and teaching strategies are increasing the opportunity for student success. 

To be able to take on this feedback and access it in a deep and meaningful 
way, we must be in a learning mode ourselves – open, growth orientated and 
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comfortable with an agile approach. We also need to be happy with not being 

right all the time. Then we are using our learning intelligence. 

Hattie’s book, Making Learning Visible, is a valuable resource for focusing 

teachers on being responsive to feedback and for understanding the factors 

that can make the biggest impact on learning. This feedback creates a strong 

second-position opportunity, that is: I see learning not from my eyes, but from 
�����������������������Ǥ�������������ϐ���������Ǯϐ����ǯ����������ȋ���Ǯ�ǯȌ���������
a tendency to only see feedback from our own perspective. 

My daughter’s friend gave me a great example of this when we were talking 

about her language classes. She is in primary school and has a 50-minute 

language session each week. Her comment was: ‘We just get started on 
something and then the very next session we are on to something else – I 

feel like I don’t really get a chance to learn it properly before we’ve moved 
on.’ Even though this is a broad comment, it gives an interesting view of 

perspective from a student voice.

Great professional learners have a deep-seated drive to bring the best of 
themselves to school each day. Every time they are in the classroom with 

students, in conversation with colleagues, parents or other professionals, or 
simply planning their teaching approach for certain students, their learning 

intelligence is being used.

Teaching is no longer a one-way street of information, facts and authoritarian 
��������Ǥ� ���������� ��������� ������� ��� ����������� ��������� �����ǡ� ��ϐ��������
and shifts in approach. If we don’t see the process of teaching as a robust two-
way learning process we are doomed to forever to ‘do what we have always 

done’ and not respond to the changing needs of our students.

In the following chapters we will explore how this learning intelligence is 
manifested – through mindset, environment and dialogue. How crucial 

is every single member of your staff in creating this? The need for all staff 
to be totally invested in learners is a critical link to positive outcomes for 

students. A review of literature by Professor Helen Timperley showed that 

participation in both professional learning and strong observation/feedback 

loops has a sizeable impact on student outcomes.
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The Learning Intelligent Team

Working across a variety of sectors – health, government and business – I 

����ϐ��������������������������������������������������������������������� ���
education compared to other areas. Smart school leaders and teachers are 
tuned into the need for high-functioning teams that work well together, and 

many leaders spend a great amount of time at the end of each school year 
making sure that the combination of teachers in a team is going to work. 

In reality, teamwork, collaborative approaches to learning and implementing 

new teaching and learning practices are tricky to get right. Getting clarity on 
the way the team needs to work, the expectations within the team and the 

goals the team is working on are often topics left off team meeting agendas. 
There is often a much-used cry of: ‘We don’t have time to spend on that stuff’. 

This means teams launch into the year, term or semester without a clear 

picture of what they need to be working on and how they are going to do it.

The bedrock of a high-functioning team in a school is their ability to learn from 

themselves and to create an environment of high challenge, high support. 
Processes that allow for open and robust dialogue within the team are crucial 

�����Ǥ����������������������������������������������������ϐ������������������
use with students – clever ways to think differently, think clearly or explore 
issues with purpose. 

Too often, though, we leave this kind of discussion off the agenda and we stick 
to the way we’ve always done it – a list of administrivia that must be talked 

through endlessly, leaving the important exploration and learning part of the 

meeting until ‘next time’. The environment section of this book will help you 
�����������������������������������������������ϐ���Ǧ�������������������������
about your precious time together as a team.
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The Learning Intelligent School: The Buzz 

���� ������ ����������� �������� ϐ���� The Castle is about a David and Goliath 

struggle between a working-class family and an airport corporation. It added 
to our lexicon a fabulous term, ‘it’s the vibe’, which was uttered by the family’s 

vague, seemingly slightly drunk lawyer. He was trying to capture the feeling 
of the main character’s home right next to the main runway of Melbourne’s 

airport … the atmosphere and energy that was in this family home and how 

much it meant to its occupants. He had trouble articulating what that feeling 
was, so settled on talking about ‘the vibe’. The vibe is something that many 

people pick up as soon as they enter a space.

As with many educators visiting schools, my ‘cultural antennae’ is always up 

when I walk into a school. I’ve spent a number of years intent on identifying 

what it is that makes up the buzz or culture of a school where there are great 
things happening – a.k.a. the vibe. To help me – and the school staff if they’re 

���������Ȃ������������� ��������� ������ ����ϐ������ǡ� ������������ ����������
created by Carolyn Taylor, which is outlined in her book Walking the Talk. 

Taylor is one of the foremost experts on corporate culture and works with 

organisations to ensure alignment between what they say and what they do.

Taylor’s model gives a great framework to observe, dissect and identify culture. 

At the base, the very foundation of this model, are the values and beliefs upon 
which all else is built. These are not the values that often thrown around as 

being ‘our values’ but never seen in evidence. You may have witnessed this in 

stores where the marketing spruiks ‘customer service’ being their core value, 
yet they don’t have enough staff to cover busy periods or they don’t train staff 

to a high quality to meet the customers’ needs. Taylor’s model talks about the 
values that are really at play, found through behaviours, systems and symbols. 

These values are exhibited through three pillars: culture behaviours, culture 

systems and culture symbols.

 

The Learning Intelligent Team

Working across a variety of sectors – health, government and business – I 

����ϐ��������������������������������������������������������������������� ���
education compared to other areas. Smart school leaders and teachers are 
tuned into the need for high-functioning teams that work well together, and 

many leaders spend a great amount of time at the end of each school year 
making sure that the combination of teachers in a team is going to work. 

In reality, teamwork, collaborative approaches to learning and implementing 

new teaching and learning practices are tricky to get right. Getting clarity on 
the way the team needs to work, the expectations within the team and the 

goals the team is working on are often topics left off team meeting agendas. 
There is often a much-used cry of: ‘We don’t have time to spend on that stuff’. 

This means teams launch into the year, term or semester without a clear 

picture of what they need to be working on and how they are going to do it.

The bedrock of a high-functioning team in a school is their ability to learn from 

themselves and to create an environment of high challenge, high support. 
Processes that allow for open and robust dialogue within the team are crucial 

�����Ǥ����������������������������������������������������ϐ������������������
use with students – clever ways to think differently, think clearly or explore 
issues with purpose. 

Too often, though, we leave this kind of discussion off the agenda and we stick 
to the way we’ve always done it – a list of administrivia that must be talked 

through endlessly, leaving the important exploration and learning part of the 

meeting until ‘next time’. The environment section of this book will help you 
�����������������������������������������������ϐ���Ǧ�������������������������
about your precious time together as a team.
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Culture Behaviours

���� ϐ����� ������� ��� ���������� ��� ������ ���� ������� ��� ��ϐ������� ��� �����
organisation. How do they act out the values that you want as your bedrock? 

These people are not just the nominated leaders, but people who are the 

��ϐ���������������������Ǥ������������������������������������������������������Ǥ�
When one of my clients, Jo, became the head of her school, she spent an entire 
year getting people to say hello to each other in the morning – because no 

one did! She believed that a welcoming culture was vital to move towards 

changing the way they had always worked, and this was the behaviour she 

����������� ��������� ϐ����Ǥ� ����������ǡ� �������������� �������� ����������� ���
colleagues, as students of the school or as parents. As colleagues, the staff 
did not see themselves as needing to learn from each other, implying through 

their actions that others couldn’t possibly offer them anything they didn’t 

already know themselves. 

This step of expecting people to be more than civil, to be welcoming in their 

����������ǡ���������ϐ���������������������������������������������������ǡ�ϐ�����
and slightly arrogant. Jo’s vision was for a welcoming, community-minded 

school environment and professional learning culture. This may seem like 

a small thing, yet the expectation raised the community’s awareness about 

how they were behaving and what they were really valuing.

&ŝŐƵƌĞ�ϭ�ʹ��ƵůƚƵƌĞ�DŽĚĞůͲ��ĂƌŽůǇŶ�dĂǇůŽƌ
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Culture Systems

The right hand pillar of Carolyn Taylor’s model is the hardware, or systems 

Ȃ���������������ǡ�����������ǡ�����ϐ���ǡ��������������������ǡ������������������
structure. These must support the culture. Many schools got clever a long time 

ago, changing timetables so that teams could have preparation time together 

to increase collaboration. Flexible learning environments increasingly found 

in primary schools are examples of systems designed to facilitate the type of 

teaching, learning and culture that schools know will get better outcomes for 
students. Agendas and the way team and staff meetings are conducted are 
also great indicators of culture and of the values being displayed.

Staffroom behaviour can be strongly affected by decisions we make around 

systems. For example, the crucial question of who should be seated together? 

What if we have no control over where our teachers do their prep work and 
they are completely isolated from their team members due to the facility 
set up? These challenges need to be considered and dealt with if we want a 

committed and collaborative culture — one with a buzz. 

I know of a school that many years ago spent time and money creating great 

‘caves’ for their teams. They had their own jugs, toasters and microwaves 
in completely separate parts of the school. Teams felt safe and connected in 
their own areas. Unfortunately, there were not many systems put in place to 

keep the cross-team connections going. People didn’t really have any reason 

– either socially or professionally – to congregate in the main staff space 
except for a daily 10 minutes in the morning, where the principal spoke about 

administrivia. Everyone listened – bored or angry, frustrated or uninterested, 
then went on their way. The areas were a great systemic move for the teams, 

but in the end simply caused a great divide when the leaders needed to do 
some real shifting in terms of teaching and learning. When the expectations 
to work differently were turned up, the teams bunkered down in their rooms 

and moaned and complained about whatever was happening to them outside 
that room. How was morale in that school? … I’m sure you’ve guessed. How 

were results and enrolments? … Sliding downward.

We can’t enable a thriving learning environment in our professional 

community if we don’t provide the systems to help. Often it is the systems 

that stymie great intentions. Stuck with processes and systems that are out 
�����������������������������ȋǮ�ǯ����������������������ǯ����Ǯ�������������������
����������������������ͺ������ǯȌǡ����ϐ�������������������������������������
getting shift. Bold, fearless leaders know that systems need to be shaken up 

and sometimes tossed out to make a difference to culture.
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Culture Symbols

Taylor’s central pillar is particularly fascinating. It can be quite hard to identify 

the symbols of our own culture. We are a bit like the frog in boiling water – 
we’re too close to it to identify our behaviours and systems, which are very 

symbolic of our culture. Taylor describes the symbols of an organisation as 

the things that time, money and effort are spent on. Symbols also encompass 

the rituals that are held dear.

Schools are full of these great rituals – they are the traditions that the 
��������ǡ�������������������������������������ϐ�������Ǥ���������������������
run assemblies, the songs you sing, award nights, fetes and school productions 

are obvious symbols of a school. While many of these symbols are things 

that create the fabric of the school and its community, sometimes the things 

we hold symbolically dear are not serving us well any more. You may have 
been instrumental in having to gently prise people from these traditions. A 
good example would be the major change process you make to ensure that 

excursions held in your school actually relate to the curriculum, rather than 

simply be an enjoyable outing to a local farm to watch sheep shearing that’s 

������������������������������������������������������������������������ϐ������
cotton-ball sheep around the classroom. Prior to the change, it was held on 
to because it was something ‘the kids love and we have gone there for years 

in Term 3’. 

Less obvious are the way you do things, which can be symbolic. At the school 
where I was assistant principal in Melbourne, we used to farewell any staff 

leaving by putting together a large book for them. Every teacher had to 
come up with his or her own page for the person leaving. The contributions 

were always full of songs that ‘roasted’ the person or photos with humorous 
messages. One of our beloved staff, Liz, was responsible for reading them 
out to the staff member in question in front of everyone at a morning tea. 

She would put on a great show and amp it up. It was always great fun and 
very symbolic of the camaraderie at the school. Everyone genuinely cared for 

everyone else and this was one of the traditions or symbolic acts to show it.

Symbols are the stories told by us and others about our school. The barbecue 

conversation about the school when teachers or parents get together is a great 

way to pick up the symbols. ‘At my school we …’. These are the behaviours or 
systems that are now so important they take on legendary status. 

Symbols can occur in simple everyday acts: the call from the principal to the 
parent to let them know about something fabulous their child has done; the 
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way new staff and students in the school are welcomed by everyone; the way 

the timetable is created so teachers have time to plan together; the provision 
�����������������������������ϐ����������������������Ǥ

In terms of learning intelligence, this book is full of examples symbolic of 

a thriving professional learning culture. But when considering the symbols 

of this culture we also need to analyse the symbols of our leadership in this 
space. Do you attend professional learning with your staff? Do you discuss 

the impact in the classroom and beyond? Do you create the same rigour and 
��ϐ�����������������������������������������������������������������������ǫ�
Do you set the environment and model the learning behaviours to others?

A great learning culture isn’t just nice to have. It has real and tangible impact on 
the effectiveness of teachers and the quality of the teaching. Professor Helen 

Timperley found that: ‘Teachers working in schools with more supportive 
������������� ������������� ���������� ��� �������� �����ϐ�������� ������ ������
years, while teachers in the least supportive schools actually declined in their 

effectiveness.‘

�������������������������������������������ϐ�������������������������������������
learning intelligence? Do they suggest it is thriving and that you are fanning 
������ϐ�����ǫ

Beyond our own Grounds

Schools that have mastered learning intelligence often show strong collegiate 
support to other schools and organisations, sharing their learning beyond the 
boundaries of their own educational space. When learning and supporting 

each other is embedded in the fabric of the school, it is inevitable that this 

philosophy spills out of the school and into the collegiate connections between 

schools, through teaching and learning networks and principal networks. 

There are some places where this is not the case and the focus of the education 
staff is competitive and knowledge-keeping not knowledge-sharing. In these 

schools a true growth mindset doesn’t exist. A growth mindset is focused 

on abundance. Abundance facilitates the purpose of education, which is to 

create great learning environments for all students, no matter where they go 
to school.
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KEY ELEMENTS OF THE BUZZ: MINDSET, ENVIRONMENT, DIALOGUE

Element #1  

Build a Growth Mindset

At its base the culture of a learning organisation 
springs from the beliefs held by the individuals 

������ǡ� ����� ������������ ��� ������ ��� ��ϐ������Ǥ�
Clarifying what growth really looks like and 

the internal approach we need to take to tackle challenges, obstacles and 

change is key to developing culture. Growth behaviours come from growth 
beliefs. Growth beliefs are about forward action and internal responsibility 

to learning. When we move to action, we attempt new things, tackle obstacles 
and persist with challenges. Growth beliefs help people see obstacles and 

����������������������������������ϐ���������������������Ǥ�

As a team, setting clear outcomes and purpose allows us to collaborate on 
ϐ������� ���� ���� �������Ǥ� ��� ������ ��� �������ǡ� ������������� ������ ��� ����
heading can give certainty. When we set our intention and the outcomes 
we are looking for, we seed the movement towards it. It gives us internal 

clarity. We can start to co-create and collaborate, or simply experiment, 

learning along the way, gaining momentum through commitment towards it 
happening. It also gives us the opportunity to really see if we have alignment 

between what we are thinking and how we believe we are going to achieve it.

When the mindset is about growth and possibility and there is clarity of 
outcomes, shift becomes easier. The learning mindset develops in people so 
that different perspectives are accessed as a part of the process. We start to 

reframe tricky situations and major change internally as well as externally, 

allowing for possibility – rather than impossibility – to drive our decisions. 

Being able to reframe is a critical part of learning intelligence. Reframing 
means to express or think about a concept or issue differently. Reframing can 

disrupt our habitual ways of thinking about something. Effective reframing 

can help people see the positive slant to something that was previously seen 

as a negative. Sometimes we just need a little jolt to guide us to look at the 

subject differently.

When I was touring a potential school for my second child’s secondary 

education, I was really impressed with the quiet, focused buzz of the whole 

place. Students were either working individually on laptops or in discussion 
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groups. Others were interacting with each other to get a hands-on project 
���������Ǥ�������������������������������ȋ������������������������Ȍǡ������
were explaining something to a small group or working one-on-one with 

individuals. Students were moving around to the area they needed quietly 

and purposefully. 

The principal had left all the parents on the tour with a bunch of students 

so we could ask any questions we wanted of them. One of parents said: 
‘There is such a great sense of calm, energy in the school, everyone working 

purposefully and enjoying it by the looks of it. Can you tell me what you think 

helps this?’  The students gave their thoughts, and then one said, ‘And we 
have a “No Yell” policy’. 

Ah – said the educator in me – so the students have clear behaviour 
expectations. The student went on to say: ‘The teachers are not permitted to 

raise their voices with us, and if they do we are able to raise the issue with the 

���������������������������������Ǥǯ��� �������ǡ���ϐ�����������������������������
had just been reframed for me. I had assumed that the policy was all about 

student behavior protocols. It also gave me deeper insight into some of the 
beliefs the school is being built on – mutual respect and student voice.

Innovation comes from reframing our core beliefs into seeing other options 

and ways of thinking.

Element # 2  

Create a Compelling Environment

A connectedness happens in an 
environment when people are 
learning together. It is not visible, 

yet it can be felt if we have our radars out. This connectedness contributes to 

the buzz. It’s based on trust and a willingness to collaborate and grow together. 

We need to create compelling spaces in schools for learning, collaboration 
and exploration. This space takes in not only the physical set-up of rooms and 

meetings, but also the energy that is created. 

Creating a compelling environment is also about strategically using processes 

that enable exploration of the challenges, strengths, context and possibilities. 

As leaders we need to lead, facilitate and contribute to these discussions 
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skillfully, ensuring we are not afraid of divergence of opinion. Divergence 

of opinion is a vital part of robust problem solving and a thriving learning 
environment. Carefully chosen processes and tools can move this divergent 

discussion into convergence around options, proposed strategies and actions.

Rich debate about our school requires us to get over seeing feedback as 

���ϐ����Ǥ� �� ����������� ������������ ��� ���� ������ ������ ����� ��� ����� ������
conversations in a positive and exploratory frame – one of inquiry rather 

than right and wrong.

A thriving environment for learning is also about using a variety of ways to 

activate adult learning. We do this for students but not so much for ourselves. 

We tend to use too much auditory – one person speaking, everyone else 
listening. Yawn …

Great learning cultures don’t spend precious time talking at people. To gain 
traction and engage people in the forward direction of the school, we need to 

provide opportunities for learning through a whole range of strategies. 

The Compelling Environment chapter 4 of the book gives you a number of 
tools to mix up professional learning interactions – from staff meetings and 

������������������������������ϐ���������������������������������Ǥ������������
environments not only assist our learning, they help us become more agile in 

our thinking.

Element # 3  

,ĂǀĞ��ƵƚŚĞŶƟĐ��ŝĂůŽŐƵĞ

Dialogue that is rich and 

fruitful is the third foundational 

element to creating the buzz. In 

buzzy environments, robust conversations about teaching and learning are 
the norm. People feel supported to state their opinions and these opinions are 

������Ǥ���������������������������������������������������ϐ���������������������Ǥ�
Most importantly, people are OK with giving and receiving feedback about 

their own development and see it as a critical part of their growth. Outside of 
an authentic dialogue mindset, feedback is something many people struggle 

with. 



t,�d͛^�d,���h��͍

21

These conversations build trust. By contrast, any interaction where trust in 

intention is low is a recipe for disaster. People warily approach the discussion, 
protecting themselves from vulnerability and putting up defensive shields.

Authentic dialogue is essentially about building trust and connection – then 

the real work and collaboration can begin. Dialogue that is authentically about 

the work, about learning and about continually improving, is dependent on 
the work we have done in setting up a growth mindset and the environment. 

These elements create the recipe for purposeful and fruitful discussion.

By having greater clarity of outcomes and vision, and the right tools and 

processes to enable the discussions, the dialogue becomes congruent and 

���������Ǥ��������������������������������������ϐ��������Ǥ��������������������
be proactive and work together to make real change in teaching and learning. 

Authentic dialogue takes mindfulness and time. But even when we are busy 
we can create an environment of dialogue rather than simply telling. The 

default – especially when busy – is: I speak at you. You listen. You nod and say 
yes. You go away and do it. ���������������������������������������ϐ��������
how the majority of our time is spent. If we are always in ‘telling mode’ then 

things need to change. One-way communication doesn’t create momentum 
and certainly won’t help create intrinsic motivation in staff. In fact, it can 

move staff either to a place of rebellion or victim.

'ƌĞĂƚ� ůĞĂĚĞƌƐ�ĂƐŬ�ŐƌĞĂƚ�ƋƵĞƐƟŽŶƐ� ƚŚĂƚ�ŚĞůƉ�ďƌŝŶŐ�ĂďŽƵƚ�ŶĞǁ�ƚŚŝŶŬŝŶŐ͕�ŶŽƚ� ƚŚĞ�
ƐĂŵĞ�ƚŚŝŶŬŝŶŐ͘�dŚŝŶŬ�ĂďŽƵƚ�ǇŽƵƌ�ŽǁŶ�ƉƌĂĐƟĐĞ͘�tŚĂƚ�ĂƌĞ�ƐŽŵĞ�ŐƌĞĂƚ�ƋƵĞƐƟŽŶƐ�
ǇŽƵ͛ǀĞ�ĂƐŬĞĚ�ǇŽƵƌ�ƚĞĂŵ�ƌĞĐĞŶƚůǇ�ƚŚĂƚ�ŚĂǀĞ�ŽƉĞŶĞĚ�ƵƉ�Ă�ǁŚŽůĞ�ŶĞǁ�ǁĂǇ�ŽĨ�ůŽŽŬŝŶŐ�
Ăƚ�ƐŽŵĞƚŚŝŶŐ͍�

dŽ�ŚĞůƉ�ƉĞŽƉůĞ�ƐŚŝŌ�ƚŚĞŝƌ�ƚŚŝŶŬŝŶŐ�ĂƐŬ�ĞǆƉůŽƌĂƟǀĞ�ĂŶĚ�ŐĞŶĞƌĂƟǀĞ�ƋƵĞƐƟŽŶƐ͘
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2.  BUILDING THE BUZZ

SHIFTING TO THE BUZZ

One important aspect of leading is 
ϐ������� ����� ��� ������ ���� ������� ����
to make sure the school is evolving, 
not stuck in a comfort zone. For me, 

leadership is about movement. Only 

then are we propelled forward into 
our learning zone – where growth, 

problem solving and creativity are found. 

The start-up period of experimentation and learning is followed by a time of 

growth and development. Inevitably, however, every curve turns downward. 

The chapters ahead provide a framework and practical applications for 
building the learning intelligence of your school and encouraging the curve 

upward. This will help you gain committed collaboration from your staff to 
realise your school’s potential.

Figure 2: The 6 Stages to the Buzz is a model I have developed through my work 
with schools. It charts a school’s journey towards creating a collaborative, 

engaged environment of growth. Not every school starts at the danger zone, 

and different schools progress through these stages at different paces, but 

this model is a useful tool to identify what place your school is in and how to 
move forward from it.

Focusing on building a thriving collaborative learning environment will 

help you keep above the line, that is, out of the danger zone of corrosion and 

complacency. Helping your leaders and staff engage in the purpose and intent 

of the school through meaningful activities aimed at moving up the ladder 
towards the buzz will provide traction for growth and transformation.

In essence, leaders of thriving collaborative school environments are 

passionate about the need for a co-created vision and set of beliefs that 

help align staff with purpose. They also encourage strong debate to shape 

strategic actions and an environment where people can work together. The 
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end game is the students – the individual and the collective – receiving the 

best education possible. The best education is at the core of these visions, and 

the strategies and culture that fall out of them.

THE 6 STAGES TO THE BUZZ �

What place is your school in now? 

1. Corrosion�� � � �

The bottom rung of the ladder is the corrosive 

�����Ǥ� ���� ��ϐ�������� ��� ���������ǣ� The gradual 
destruction of materials by chemical reaction with 
their environment.

Have you ever walked into an environment that felt toxic? You can feel it in 

the air. People tend not to even look at or acknowledge each other. There 

seems to be no trust – in fact there is often a strong sense of distrust.

A corrosive work environment is the home of the toxic workplace. In this 
������������������ϐ�������������������������������������������������������
of fear and anxiety. In reality they may not even be aware they are doing 

it; their self-awareness may be low and/or they do not have much empathy 

for others. Some may be fearful themselves so their behaviours are those of 

&ŝŐƵƌĞ�Ϯ�ʹ�dŚĞ�ϲ�^ƚĂŐĞƐ�ƚŽ�ƚŚĞ��Ƶǌǌ
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Ǯ������������ ���� ϐ������ǯǤ���������� ��������������� �������ǡ� ����������������
has to shift and only strong leadership will bring a school out of this stage.

This stage can be an indicator of past ineffective leadership. Some behaviours 

exhibited may be entrenched unconscious techniques remnant of a leadership 

regime that was authoritarian, fear based and not conducive to a thriving 

environment. People then learn the behaviours of survival.

Following are some of the hallmarks of the corrosive environment.

Fear
When fear is present, there is a genuine feeling of insecurity for many 
people on staff. They are afraid to speak their mind or voice their concerns. 
Fear also stands as a big barrier to active experimentation and evaluation 

of new approaches in teaching and learning. There is just too much to lose 

with regard to personal safety and wellbeing. It’s easier to stay with the 

status quo or retreat.

Unprofessional behaviour
Unchecked, unprofessional behaviour runs rife and is often normalised. 
People behave in inappropriate ways, but little has ever been done to address 

the behaviours or set clear expectations about what should be happening. 
There is little or no follow-up to underperformance. Professional standards 

are not articulated, supported or embedded into the culture. When a school is 
in this corrosive space quite often people do want it to be different; they are 

just too scared to speak up about it.

&ĞĞĚďĂĐŬ�с�ĐŽŶŇŝĐƚ�
During the corrosive stage any feedback around shifting behaviour, approach 
or perspectives is taken as personal attack. In my experience, this is one of 

the biggest hurdles to get through as a leader. Co-creating an environment of 

trust and collaboration, where people see feedback as a vital part of growth, 

appears a long way in the distance.

>ĂĐŬ�ŽĨ�ǀŝƐŝŽŶ�ĂŶĚ�ŝŶŶŽǀĂƟŽŶ�
The dreams and visions of the school are far from people’s realities and there 

is a distinct lack of alignment of beliefs about what should be done and how 
to enact it. Ideas and innovations are not in evidence, due to a highly unsafe 

learning environment for people to take risks, experiment or even give their 
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opinions. The ‘speaker for the opposition’ seems to be the one who is heard 

the most, actively sabotaging any forward momentum that anyone is trying 
to achieve. The end result is that good people leave and you are left with the 

ones who should leave! 

Neuroscience tells us that the corrosive environment is one in which most 

people are constantly in a state of threat. David Rock, author of Your Brain at 
Work, draws from a huge body of research to explain that the brain’s limbic 

system has two organising principles: to minimise danger and maximise 
reward. When we are constantly ‘on’ and unconsciously alert for danger – ‘I 

need to be wary or I will be attacked’ – then withdrawal, attack or shut down 

are far more likely.

As a leader in an environment where these behaviours are being displayed, 

we need to walk and talk with courage, conviction and kindness – remembering 
that people are in fear so we need to create an environment of safety and 

accountability. Encourage positive professional behaviours and challenge 

those people keeping you at the corrosive level. Behaviours ignored are 
behaviours condoned.  Are there behaviours you are accepting that you 

shouldn’t be? Is there clarity about what you do expect?

The key action to move from this stage is:  

lead with courage and kindness.

2. Complacency  

Complacency is the danger zone for 

any organisation. It creates a culture 
of ‘near enough is good enough’ where 

everyone is comfortably doing what 

they have always done. 

The complacency zone has a lot of what I call leaners. These people do a whole 
lot of … the bare minimum. The behaviour can be really hard to call because 

it just scrapes through as acceptable. It certainly doesn’t create an environment 

of growth and momentum. I liken it to people who spend a lot of time leaning 

on the fence of comfort. &ŝŐƵƌĞ�ϯ�ʹ�>ĞĂŶĞƌ�Žƌ�>ĞĂƌŶĞƌ��ŝĐŚŽƚŽŵǇ
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opinions. The ‘speaker for the opposition’ seems to be the one who is heard 

the most, actively sabotaging any forward momentum that anyone is trying 
to achieve. The end result is that good people leave and you are left with the 

ones who should leave! 

Neuroscience tells us that the corrosive environment is one in which most 

people are constantly in a state of threat. David Rock, author of Your Brain at 
Work, draws from a huge body of research to explain that the brain’s limbic 

system has two organising principles: to minimise danger and maximise 
reward. When we are constantly ‘on’ and unconsciously alert for danger – ‘I 

need to be wary or I will be attacked’ – then withdrawal, attack or shut down 

are far more likely.

As a leader in an environment where these behaviours are being displayed, 

we need to walk and talk with courage, conviction and kindness – remembering 
that people are in fear so we need to create an environment of safety and 

accountability. Encourage positive professional behaviours and challenge 

those people keeping you at the corrosive level. Behaviours ignored are 
behaviours condoned.  Are there behaviours you are accepting that you 

shouldn’t be? Is there clarity about what you do expect?

The key action to move from this stage is:  

lead with courage and kindness.

2. Complacency  

Complacency is the danger zone for 

any organisation. It creates a culture 
of ‘near enough is good enough’ where 

everyone is comfortably doing what 

they have always done. 

The complacency zone has a lot of what I call leaners. These people do a whole 
lot of … the bare minimum. The behaviour can be really hard to call because 

it just scrapes through as acceptable. It certainly doesn’t create an environment 

of growth and momentum. I liken it to people who spend a lot of time leaning 

on the fence of comfort. &ŝŐƵƌĞ�ϯ�ʹ�>ĞĂŶĞƌ�Žƌ�>ĞĂƌŶĞƌ��ŝĐŚŽƚŽŵǇ
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This type of behaviour and prevailing culture is probably the topic principals 

and school leaders talk about the most when discussing the challenges of 
leading change. The expected behaviours are not articulated and there is not 

a strong focus on what a thriving professional learning environment looks 

like. The old premise of ‘we do what we always have done’ prevails over the 

research around the behaviours in highly effective schools.

��������������������������������ȋ	�������͵ Ȍ��������������������������ϐ��������
for individuals and teams. While dichotomies can cause labeling of people if 
not used well, this list can be an interesting discussion focus for teams to 

identify their expectations. It can help them stay in the space of learning and 

������Ǥ������������������������ϐ������������������������������������������������
rather than labeling other people’s behaviour.

The leaner is a space we can be in when we are not in our most resourceful 
place as a learner – falling on behaviours such as defensiveness, avoiding 

work or expecting others to feed us inspirational thinking about teaching and 

learning. It is a space where we are very attached to the way we have always 
done things and from which don’t particularly want to move. 

Leaning behaviour and culture can lead us on a dreaded downward trend in 
the effectiveness and sustainability of the school because it doesn’t respond 

to an ever-changing context or student needs. Trying to shift people to new 

behaviours is exhausting, and any discussion about change or growth is met 
����� ������ǡ� ������ ���� �����ϐ�������ǡ� ��� ����� ������ ��������� Ȃ� ��� ��� ���������
the discussion, the change or the team. This can be a sign that the learning 
environment is still seen as an unsafe or unpleasant place to be. 

Do we see shift and transformation in the complacency zone? Not much.

The key action to move from this stage is: 
articulate and follow through on expectations.
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3. Confusion  

A school in the confusion zone is constantly 

twirling around chasing its tail, knowing that 
something has to be done to address major 

issues and doing a whole lot of stuff, but not 

moving forward.

Schools use a large amount of data to track student improvement and the 

‘temperature’ of the culture. Achievement data, assessment and feedback 
ȋ����� ������� ���� ��������Ȍ� ���� �������ǡ� ������ ���� ������� �������� ��������
provide us with a clearer view of the relative success of our schools. Too 

often, though, the indicators are not responded to clearly enough. 

In some schools the data is not used as part of the evaluation process, 

and certainly not as a tool to continually inform teaching. In these schools 
��ϐ�������� ������������������ ����������� ���� ���������� ������ ������������������
on student learning is either not an embedded practice or is not completed 

with any rigour. The crucial approach that all teachers take responsibility for 
student learning is still not part of the fabric of the school.

In the confusion zone there is a sense in the school that something needs to 
happen – but who knows what? There is a lack of outward focus – other 
schools or teachers who have had shifts in student learning are not examined 

or used as exemplars. Listening to or reading the educational experts is not 

an embedded learning practice. At this stage there is a genuine realisation 
that the school needs to change, but without clear leadership and collaboration 

on proactive approaches, the school can bounce from one ‘silver bullet’ to 
�������ǡ������������������������������ϐ������������������������������������Ǥ�����
outcomes of the confusion zone are frustration and a feeling of being 
overwhelmed.

The key action to move from this stage is:  
step back, take stock and create a plan.
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4. Controversy

At this stage there is a clear 

understanding of the outcomes that 
need to be achieved, but people’s 

hobbyhorses obstruct alignment to 

the best course of action. 

If you have been in the corrosion zone, remnants of corrosive behaviour 

can bubble to the surface, with the more dominant voices getting traction 
on a particular direction while others don’t feel aligned or even included 
in the solution. This level can echo some of the elements of the corrosive 

environment. The difference is that there is more goodwill in evidence. 

��������������������������������������������������ǡ���������������ϐ��������������
for getting better.

The key to keep moving up the ladder towards the buzz is to bring everyone 
into alignment over the direction you need to go in. It’s important to involve 

your staff in robust discussion about the current context: achievement data, 

school culture, quality of teaching and learning and, of course, the level of 

collaboration and learning within the professional learning community. This 
is also a perfect time to revisit and realign the vision for the school and the 
values on which it stands. When establishing the vision for the school, the 

������������������������������������������ȋ��������������Ȍ��������������������
opinion on the direction and the approach.

����� ������ǡ� ��������� ��� ���ϐ�������� ����� ���������������� �������������� ���
that you are all having the robust discussion, rather than only a few dominant 

voices driving the agenda. Be careful not to leap onto every shiny new thing, 
take time to pause and clarify where you need to go and then how.
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If you and your team are not aligned and the team is going in all directions, 

�������������������������������������������ϐ����ǡ���������������������������
those new shiny things to solve problems. Not only that – your staff are still 

�����������������������������������������������������������ϐ�����������������
them forward to different paths.

The key action to move from this stage is: 
facilitate discussions that allow divergence and 
positive debate, then move to alignment.

5. Clarity 

The clarity zone indicates great promise for the 

school. People are clear on direction and the need 
for any initiatives or changes. 

There is a team of committed individuals and pockets of teams collaborating 
and creating an environment of learning from each other. Teams challenge 

each other to reach their potential. It may be that the leadership team is very 

clear on what needs to be done and the rest of the staff are happy to be led. 
Momentum picks up as people see the way forward. The environment is one 

of optimism and energy. The conversations are more than likely to be about 
the work and the behaviours, more about learning to work differently. 

The key action to move from this zone is: 
co-create the vision and strategy with your whole 
team.
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ϲ͘��ŽŵŵŝƩĞĚ��ŽůůĂďŽƌĂƟŽŶ�ʹ�dŚĞ��Ƶǌǌ

When this stage is reached, the energy of 
the learning within the team and the school 

fuels the momentum. 

Teams are focused on working together, learning from each other, 

implementing and trialing different approaches. Leadership no longer has to 

create the change; the change and the desire to transform come from within. 
There is a positive buzz in the workplace – one that staff and students can 
feel. Leaders need to be skilled at growing potential and empowering staff 

to contribute and collaborate. Places that achieve this stage attract and grow 

great people.

There is also a high level of internal accountability in this zone. A leaner is 
not welcome in this environment – staff members understand that leaning 
behaviour brings down their effectiveness and ability to have strong, 

accountable and exciting conversations about where they are going and how 

they are getting there.

In this zone the majority of teachers – and other people working in the school 
– are passionate about students and student learning. Not only that, most 
are incredibly hard workers. They deserve to be trusted and to be part of the 

solution to the challenges of creating a rich, engaging and successful school, 
as well as crafting the vision of where the school is heading.

It is hard work, but it’s rewarding and crucial to create a school that can 

respond to the rapid increase of complexity in the world they are trying to 
arm students to deal with.

Richard DuFour, in his essay ‘Learning by Doing’  also sees this hard work as 
essential if we are to truly make a difference within our schools:
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The professional learning community concept does not offer a short cut 
to school improvement. It presents neither a program nor a recipe. It does 
provide a powerful, proven conceptual framework for transforming schools 
at all levels, but alas, even the grandest design eventually degenerates into 
hard work. A school staff must focus on learning rather than teaching, 
work collaboratively on matters related to learning, and hold itself 
accountable for the kind of results that fuel continual improvement. When 
educators do the hard work necessary to implement these principles, their 
collective ability to help all students learn inevitably will rise. If they fail to 
demonstrate the discipline to initiate and sustain this work, their school is 
unlikely to become more effective, even if those within the school claim to 
be a professional learning community. The rise or fall of the professional 
learning community concept in any school will depend not on the merits of 
the concept itself, but on the most important element in the improvement 
of any school—the collective capacity, commitment, and persistence of the 
educators within it.

When a school has reached the pinnacle of the ladder of the Six Stages of the 

Buzz, the other vitally important groups – students and families – are well 
and truly partners in the collaborative culture evident in the school. Of course 

committed collaboration doesn’t happen overnight, even once this level has 

������������Ǥ���������������������������������������������Ǥ�ȋ�����������������
������ ��� ���� �������� ��� �������� ����� ����������ǨȌ� ��������� ��� ���ǡ� ��������
engagement, community engagement, the whole school–home partnership is 
a crucial part of a thriving school learning environment.

The key action to stay in this stage is:  
constantly provide opportunities for your high-
performance team is to co-create and innovate.
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3.  GROWTH MINDSET 

BELIEFS AND ASSUMPTIONS

At the base of our mindset sits our beliefs. Very often we don’t even know 

what our beliefs are, as we have never really had to articulate them. 

Beliefs drive our attitudes, behaviours and decisions, so having a clear idea of 

what we actually do believe is pretty important. I also think that many of our 

�������������������������ϐ��������Ȃ�������������������ǡ��������ǡ���������ǡ������
��������������������������Ǥ������������ϐ������������������������������������
Gibson in my prep class was the guy I was going to marry. He left the school 
when we were in Year 2 and my belief changed in the blink of an eye!

John Hattie, one of the world’s global thought leaders in learning – both for 
����������������������Ȃ��������������������������������������ȋ�������������Ȍ�
are incredibly strong and that if we don’t try to understand what they are, 

where they come from and what they are based on, we are ‘walking the hill 

all the way’ in trying to gain traction. 

Beliefs come from our personal ‘map of the world’, in other words the unique 
way we see the world. Often as leaders we can set about bringing on change 

in schools through simply trying to change behaviours and systems rather 

than addressing the underlying beliefs. If beliefs drive behaviour then this 

��������������������������������������� ϐ����������������������������������Ǥ�
One of the most effective ways of exploring our beliefs is by understanding 

why we do things. Unpacking the ‘why’ allows us to explore the basis of our 

assumptions, and add new perspectives and information to those beliefs. And 

perhaps change them.
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Think back a number of years and pick a particular area that you had as a 

whole-school focus that is now done very differently. For example how you 
assessed student achievement, or student welfare, or how you planned your 

curriculum. What was the original approach? Were student engagement, 

wellbeing and curriculum seen as separate, unrelated things?

Exploring Beliefs

ϭ͘�tŚĂƚ�ĚŝĚ�ǁĞ�ĚŽ͍�

Ϯ͘�tŚǇ�ĚŝĚ�ǁĞ�ĚŽ�ŝƚ�ƚŚĂƚ�ǁĂǇ͍�

�ĞĐĂƵƐĞ�ǁĞ�ŶĞĞĚĞĚ�ƚŽ�͙

�/ƚ�ǁĂƐ�ŬŶŽǁŶ�ƚŽ�͙�

/ƚ�ĞŶĐŽƵƌĂŐĞĚ�͙�

tĞ�ĂƐƐƵŵĞĚ�͙�

�ƐƐĞƐƐŵĞŶƚ�ƐŚŽǁĞĚ�͙

ϯ͘��ĞŶĞĂƚŚ�ƚŚĞ�ǁŚǇ͕�ǁŚĂƚ�ďĞůŝĞĨƐ�ǁĞƌĞ�ĚƌŝǀŝŶŐ�Ăůů�ŽĨ�ƚŚĞ�ĂďŽǀĞ͍�

ϰ͘�,Žǁ�ǇŽƵ�ĚŽ�ŝƚ�ŶŽǁ͍�tŚĂƚ�ďĞůŝĞĨƐ�ĚƌŝǀĞ�ƚŚĞ�ǁĂǇ�ǇŽƵ�ĐƵƌƌĞŶƚůǇ�ĚŽ�ŝƚ͍

/Ĩ� ǇŽƵ�ĚŽ� ƚŚŝŶŐƐ�ƋƵŝƚĞ�ĚŝīĞƌĞŶƚůǇ�ŶŽǁ͕� ǇŽƵ͛ůů� ƐĞĞ� ƚŚĂƚ� ƚŚĞ�ďĞůŝĞĨƐ�ŵĂǇ�ďĞ�ƋƵŝƚĞ�
ĚŝīĞƌĞŶƚ͘�dŚĞǇ�ŚĂǀĞ�ƉƌŽďĂďůǇ�ďĞĞŶ�ŝŶĨŽƌŵĞĚ�ďǇ�ĞǀŝĚĞŶĐĞͲďĂƐĞĚ�ƌĞƐĞĂƌĐŚ͕�ůĞĂƌŶŝŶŐ�
ĨƌŽŵ�ĞǆƉĞƌƚƐ͕� ǇŽƵƌ�ŽǁŶ� ůĞĂƌŶŝŶŐ�ĂŶĚ�ĞǀĂůƵĂƟŽŶ͕�Žƌ�ďǇ� ƚŚĞ�ĞǀŽůǀŝŶŐ�ĐŽŶƚĞǆƚ�ŽĨ�
ǇŽƵƌ�ƐĐŚŽŽů͘
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To achieve real change we need to explore our beliefs deeply. Much of the 

leadership and change-management literature ensures we start with why. 
Sometimes staff need help to understand the why thoroughly. It’s not always 

as obvious as we think and yet understanding promotes certainty and 

commitment. 

Using experts to help you shape beliefs is the place to start when it comes to 
building a strong why for people. Opening people’s eyes to the evidence and 

best practice around the world can help them test their current beliefs. It 
can be a ‘conscious convincer’ that a change is needed – even if slightly – and 

can start to help them understand the more practical applications that need 

to follow. Simon Sinek’s Ted Talk on Start With Why is a great resource for 
understanding why we should start with why, as are his books.

Here is an example of a belief that  may drive the way you and your staff work 
as educators:

/Ĩ� ƚĞĂĐŚĞƌƐ� ĂƌĞ� ƚŽ� ĐŚĂŶŐĞ͕� ƚŚĞǇ� ŶĞĞĚ� ƚŽ� ƉĂƌƟĐŝƉĂƚĞ� ŝŶ� Ă� ƉƌŽĨĞƐƐŝŽŶĂů�
ůĞĂƌŶŝŶŐ�ĐŽŵŵƵŶŝƚǇ�ƚŚĂƚ�ŝƐ�ĨŽĐƵƐĞĚ�ŽŶ�ďĞĐŽŵŝŶŐ�ƌĞƐƉŽŶƐŝǀĞ�ƚŽ�ƐƚƵĚĞŶƚƐ�
͘͘͘��Ɛ�ĂŶ�ŝŶƚĞƌǀĞŶƟŽŶ�ŽŶ�ŝƚƐ�ŽǁŶ͕�Ă�ĐŽůůĞŐŝĂů�ĐŽŵŵƵŶŝƚǇ�ǁŝůů�ŽŌĞŶ�ĞŶĚ�
ƵƉ�ŵĞƌĞůǇ�ĞŶƚƌĞŶĐŚŝŶŐ�ĞǆŝƐƟŶŐ�ƉƌĂĐƟĐĞ�ĂŶĚ�ƚŚĞ�ĂƐƐƵŵƉƟŽŶƐ�ŽŶ�ǁŚŝĐŚ�
ŝƚ�ŝƐ�ďĂƐĞĚ͘�

John Hattie & Helen Timperley, ‘The Power of Feedback’,  
Review of Educational Research
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This is a pretty clear belief: teaching should be focused on responding to 

��������Ǥ����������������������������ȋ��������������������Ȍǡ�������������������
be the driver for everything that follows: suitability, design, implementation, 

teaching practice, learning practice and evaluation.

In the past a completely different sets of beliefs drove teaching. Students 

were left to struggle through concepts they didn’t understand when the 
teacher taught it to them in the same way they had taught it for the last 10 

years, regardless of who was in the class. A number of students either fell 
further behind or were bored because their education was either too easy or 

too hard. It was not responsive. 

Have you had many belief conversations with your staff? These conversations 
help us understand each other more and move to a common set of 

underpinning principles to drive behaviours. Belief conversations help build 
a compelling environment for staff learning, unearth assumptions and create 

authentic dialogue. 
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�ǆƉůŽƌŝŶŐ�WƌŽĨĞƐƐŝŽŶĂů�>ĞĂƌŶŝŶŐ��ŽŵŵƵŶŝƟĞƐ͛��ĞůŝĞĨƐ�

>Ğƚ͛Ɛ� ƚĂŬĞ� ƚŚŝƐ� ƚŚŝŶŬŝŶŐ� ĂďŽƵƚ� ďĞůŝĞĨƐ� ĂŶĚ� ĂƉƉůǇ� ŝƚ� ƚŽ� ƚŚĞ� ͚ǁŚǇ͛� ŽĨ� ƉƌŽĨĞƐƐŝŽŶĂů�
ůĞĂƌŶŝŶŐ�ĐŽŵŵƵŶŝƟĞƐ͘

ϭ͘� �ĞĨŽƌĞ� ǇŽƵ� ƌĞĂĚ� ĂŶǇ� ĨƵƌƚŚĞƌ͕ � ǁƌŝƚĞ� ĚŽǁŶ� ƐŽŵĞ� ŽĨ� ǇŽƵƌ� ďĞůŝĞĨƐ� ĂďŽƵƚ�
ƉƌŽĨĞƐƐŝŽŶĂů� ůĞĂƌŶŝŶŐ� ĐŽŵŵƵŶŝƟĞƐ͘� tŚǇ� ƐŚŽƵůĚ� ǁĞ� ĨŽĐƵƐ� ŽŶ� ƚŚĞŵ͍�
tŚĂƚ�ǀĂůƵĞƐ�ƐŚŽƵůĚ�ƵŶĚĞƌƉŝŶ�ƚŚĞŵ͍�,Žǁ�ƐŚŽƵůĚ�ǁĞ�ƚŚŝŶŬ�ĂďŽƵƚ�ƚŚĞŵ͍�
�ŽŵƉůĞƚĞ�ƚŚŝƐ�ĂĐƟǀŝƚǇ�ďĞĨŽƌĞ�ŐŽŝŶŐ�ŽŶ�ƚŽ�ƉĂƌƚ�Ϯ͘

Ϯ͘� KŶ�ƉĂŐĞ�ϭϭϵ�/�ƐŚĂƌĞ�ƐŽŵĞ�ŽĨ�ŵǇ�ďĞůŝĞĨƐ͘��Ɛ�ǇŽƵ�ƌĞĂĚ�ƚŚĞŵ͕�ƚŚŝŶŬ�ĂďŽƵƚ�
ǁŚĞƚŚĞƌ�ƚŚĞǇ�ƌĞƐŽŶĂƚĞ�ǁŝƚŚ�ǇŽƵ�Žƌ�ŶŽƚ͘��Ž�ǇŽƵ�ŐĞƚ�Ă�ĚŝƐƟŶĐƚ�͚ĂŐƌĞĞ͛� ŝŶ�
ǇŽƵƌ�ŵŝŶĚ͕�Ă�ĚŝƐƟŶĐƚ�͚ĚŽŶ͛ƚ�ĂŐƌĞĞ͛�Žƌ�Ă�ŶĞƵƚƌĂů�ƌĞƐƉŽŶƐĞ͍

ϯ͘� tŚŝĐŚ�ďĞůŝĞĨƐ�ŽŶ�ĞŝƚŚĞƌ�ǇŽƵƌ�ůŝƐƚ�Žƌ�ŵǇ�ůŝƐƚ�ĚƌŝǀĞ�ƚŚĞ�ǁĂǇ�ǇŽƵ�ďĞŚĂǀĞ�ĂƐ�
Ă�ůĞĂĚĞƌ�ŽĨ�ǇŽƵƌ�ůĞĂƌŶŝŶŐ�ĐŽŵŵƵŶŝƚǇ͍�tŚĂƚ�ǁŽƵůĚ�ǇŽƵ�ĂĚĚ͍�,Žǁ�ǁŽƵůĚ�
ŽƚŚĞƌƐ�ĚĞƐĐƌŝďĞ�ǇŽƵƌ�ďĞůŝĞĨƐ͍

�ĞůŝĞĨƐ�ĂƌĞ�ĨƵŶĚĂŵĞŶƚĂů�ƚŽ�ŽƵƌ�ƐĞŶƐĞ�ŽĨ�ďĞŝŶŐ͘�/�ŽŌĞŶ�ĂƐŬ�ŐƌŽƵƉƐ�ƚŽ�ƉŽŶĚĞƌ�ƚŚĞƐĞ�
ƚǁŽ�ƋƵĞƐƟŽŶƐ�ĂƌŽƵŶĚ�ďĞůŝĞĨƐ͗

�ƌĞ�ǇŽƵƌ�ďĞůŝĞĨƐ�ŚĞůƉŝŶŐ�ǇŽƵ�ŐĞƚ�ǁŚĞƌĞ�ǇŽƵ�ǁĂŶƚ�ƚŽ�ŐŽ͍

/Ɛ�ĞĂĐŚ�ŽŶĞ�ŚĞůƉŝŶŐ�ǇŽƵ�ůŝǀĞ�ǇŽƵƌ�ƉƵƌƉŽƐĞ͍
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�ĞůŝĞĨƐ��ĂŶ�^ŚŝŌ�ŝŶ�Ă�DŽŵĞŶƚ

Beliefs are unconscious drivers that really can be very shaky – yet we can 

hold onto them like they are made of iron and concreted into the ground.

The school my children attend has a consultant, Julie, working with the staff 

every now and again. She drives a lovely car and it is often seen parked right 

outside the school in the parking spot designated for people with a disability. 

Julie happens to be a friend and colleague of mine. One day a school mum 

said to me, ‘She really should not be parking in the disabled parking – it’s not 
a good look’. The school mum believed Julie was using the car park without 
any right to. ‘Ah,’ I said, ‘that would probably be because she only has one leg’.

Did the school mum’s belief change in the blink of an eye? Absolutely! She had 

just received a bit more data to help her shape a new belief.

If we open ourselves up to our beliefs being movable, our ability to have 
ϐ�����������������������������������������Ǥ

FIXED versus GROWTH MINDSET 

�� ϐ������������� ��� ���������� ���� �������� ���� ���� ��� ����������� ��������� Ȃ�
����������������������������������������Ǥ���ϐ������������������������������
obvious and quite unintentional. In her book �������ǣ�������������	��ϔ��������
Potential Professor Carol Dweck talks about the power of our mindset and 
���������������������������������������������������� ��� ���ϐ�����������������ǡ�
��������������ϐ������������Ǥ�

It is a highly relevant book for educators and reminds us of the importance 
of students understanding that if they believe they can improve – no matter 

the stage they’re at – and that mistakes are an integral part of learning, their 
potential can be realised. We must also apply this to ourselves.

�����ǯ�� ������������ ��� ����� ������� ����� ϐ����� ��������� ���� �������������
���������Ǥ� ���������������� ����� ϐ����������������������������������� ��� �����
smart. When we need to look smart we feel threatened by the success of 
others, rather than being inspired by them. This is one of the most ignored 

characteristics of growth and learning. 

Actually, we need to be observing those who are doing great things and emulating 

them, pinching ideas from them, integrating their approach into the way we work. 
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In other words, we should model their excellence and apply it in our context. 

When was the last time you looked at someone doing great things in an area 
in which you needed to develop skills or achieve? Instead of watching them, 

or talking to them and taking note on how they were doing it, did a bit of ‘I’ll 

������������������������ǯ�ȋ������Ȍ����Ǯ��ǯ������������������������������������������
�����������ǯ�ȋ�����ϐ�������Ȍ���� Ǯ�����ǯ���������������������������Ȁ����Ȁ���Ȁ
��������������������������ǯ��������Ǯ�ȋ�����Ȍ����������������ǫ

The Comparison Crisis

One of the most crippling mindset blocks is the one of comparison. Instead 

of curiosity and a desire to grow, the thinking is one that sends us into envy, 
jealousy and futility. This needs to be moved out of the way before we can 

learn by watching others who we believe are achieving ‘better’ than us. 

Neuroscience tells us that if we see each other as competitors we code each 

��������� ����Ǥ� �� ϐ��������� �����Ǩ� ��ǯ�������� �������� �������� �������������������
really is running the show. So watch our for that stab of jealousy, envy or 
����������ǡ�������ϐ�������Ǯ�ǯ�����������������������ǥ�ǯ����Ǯ����ǯ�����������������
my job if I’m not careful.’ Stop! Give yourself a metaphoric slap on the face and 
������������ϐ��������������������������������������������������������������
do it. Start learning from them. 

When writing The Buzz I copped my own metaphoric slap. I was stuck in a 

ϐ�������������Ȃ�Ǯ�����ǯ���������Ǣ��ǯ��������������ǯ�����Ǯ������������Ȃ����ǯ����������
four books. How does she do it!?’ To counter it I told my two children I was 
going to write a certain number of words before the morning. I acknowledged 

����ϐ�������������������������������������������������������������������
thinking. I drew on some of the approaches that have worked for writerly 

colleagues of mine. I used the term ‘bum glue’ to help focus on what needed 
to be done, put ‘WRITE THE BOOK’ on my screen saver and created an 
accountability tally with a colleague who was good enough to hassle me.

When we get over ourselves and realise that if we take action we can learn 

from others, we learn so much. All over the world amazing shifts are occurring 

for students because of incredibly gifted and generous teachers. We need to 
tap into them and observe them with a learning eye. 

Think of all the less-than-useful mindset thoughts that can get in our way:

What if I fail?
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What if I look stupid?

What if the class plays up?

What if they do it better than I do?

How will I feel if I don’t do it right?

I studied this for years; I don’t need to change the way I work.

I’ve never been any good at this.

I don’t want to play.

I already do this perfectly well.

On and on and on … How depressing, not to mention draining on the energy.

What about if we thought instead:

What if I give it a go?

What’s the worst thing that can happen?

I am sure going to learn something – not sure what but that doesn’t matter.

What if I tried to fail?

This will be fun!

Let’s see what happens.

Even a master was once a beginner.

Small steps.

I feel energised, motivated and ready to dive in!

Time to refresh.

It will only add to my understanding.

We ask students take these approaches all the time.
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&ŝŐƵƌĞ�ϰ�ʹ��ŽŵƉĂƌŝƐŽŶ��ƌŝƐŝƐ�tŽƌŬƐŚĞĞƚ
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ZĞŇĞĐƚ�KŶ�dŚĞ��ŽŵƉĂƌŝƐŽŶ��ƌŝƐŝƐ

ϭ͘� /ĚĞŶƟĨǇ

ͻ� ZĞŇĞĐƚ�ŽŶ�Ă�ƉĞƌƐŽŶ�ǁŚŽŵ�ǇŽƵ�ĂĚŵŝƌĞ�ĨŽƌ�ǁŚĂƚ�ƚŚĞǇ�ĂƌĞ�ĚŽŝŶŐ͕�ďƵƚ�ǇŽƵ�ĐĂŶ�
ŝĚĞŶƟĨǇ�Ă�͚ ĐŽŵƉĂƌŝƐŽŶ�ĐƌŝƐŝƐ͛͘ ��ĂŶ�ǇŽƵ�ŝĚĞŶƟĨǇ�ƐŵĂůů�ĞůĞŵĞŶƚƐ�ŽĨ�͚ ũĞĂůŽƵƐǇ͛�
Žƌ�͚ƉŽŽƌ�ŵĞ͛�Žƌ�͚/�ŚĂǀĞŶ͛ƚ�ŐŽƚ�ƚŚĞ�ƐŬŝůůƐͬĐŽŶƚĞǆƚ�ƌĞƐŽƵƌĐĞƐ�ƚŚĂƚ�ƚŚĞǇ�ŚĂǀĞ͍͛

ͻ� tƌŝƚĞ�ĚŽǁŶ�ƚŚĞ�ƚŚŝŶŐƐ�ƚŚĞ�ƉĞƌƐŽŶ�ŝƐ�ĂĐŚŝĞǀŝŶŐ�ŝŶ�ƚŚĞ�ůĞŌ�ŚĂŶĚ�ďŽǆ͘

ͻ� tƌŝƚĞ�ĚŽǁŶ�ƚŚĞ� ůĞƐƐͲƚŚĂŶͲƵƐĞĨƵů� ƚŚŽƵŐŚƚƐ�ǇŽƵ ƌ͛Ğ�ŚĂǀŝŶŐ� ŝŶ� ƚŚĞ� ƚŚŽƵŐŚƚ�
ďƵďďůĞ�ʹ�ďĞ�ŚŽŶĞƐƚ͊�dŚĞǇ�ŵŝŐŚƚ�ďĞ�ŬĞĞƉŝŶŐ�ǇŽƵ�ƐƚƵĐŬ͘�dŚŝƐ�ŝƐ�ĂďŽƵƚ�ďĞŝŶŐ�
ĂǁĂƌĞ�ŽĨ�ĂŶǇ�ĮǆĞĚ�ŵŝŶĚƐĞƚ�ƚŚŝŶŬŝŶŐ�ƚŚĂƚ�ŵĂǇ�ďĞ�ƐƚĂŶĚŝŶŐ�ŝŶ�ƚŚĞ�ǁĂǇ�ŽĨ�
ǇŽƵƌ�ŐĂŝŶŝŶŐ�ƚŚĞ�ŵŽƐƚ�ůĞĂƌŶŝŶŐ�ĨƌŽŵ�Ă�ƉĞƌƐŽŶ�ǁŚŽ�ŝƐ�ĂĐŚŝĞǀŝŶŐ�ŝŶ�ĂŶ�ĂƌĞĂ�
ŽĨ�ŝŶƚĞƌĞƐƚ�ƚŽ�ǇŽƵ͘�

Ϯ͘� �ĐŬŶŽǁůĞĚŐĞ

ͻ� /Ŷ�their�ƐŬŝůů�ƐĂĐŬ͕�ůŝƐƚ�ƚŚĞ�ƐŬŝůůƐ�ĂŶĚ�ĂƫƚƵĚĞƐ�ƚŚŝƐ�ƉĞƌƐŽŶ�ƉŽƐƐĞƐƐĞƐ�
ƚŚĂƚ� ǇŽƵ� ĨĞĞů� ĂƌĞ� ŬĞǇ� ƚŽ� ƚŚĞŝƌ� ĂďŝůŝƟĞƐ� ŝŶ� ƚŚĞ� ƐŝƚƵĂƟŽŶ� ǇŽƵ� ĂƌĞ�
ƌĞŇĞĐƟŶŐ�ŽŶ͘�tŚĂƚ�ĚŽ�ǇŽƵ�ĂĚŵŝƌĞ�ĂďŽƵƚ�ƚŚĞŵ͍

ͻ� � /Ŷ�your� ƐŬŝůů� ƐĂĐŬ͕� ĂĐŬŶŽǁůĞĚŐĞ�ĂŶĚ�ǁƌŝƚĞ� ĚŽǁŶ�ǇŽƵƌ� ŽǁŶ� ƐŬŝůůƐ�
ĂŶĚ� ĂƫƚƵĚĞƐ� ŝŶ� ƚŚŝƐ� ĂƌĞĂ͘�tŚĂƚ� ĚŽ� ǇŽƵ� ĂĚŵŝƌĞ� ĂďŽƵƚ� ǇŽƵƌƐĞůĨ͍�
�ĞůĞďƌĂƚĞ�ǇŽƵƌƐĞůĨ�ĂƐ�ĂŶ�ĞĚƵĐĂƚŽƌ͕ �ůĞĂĚĞƌ�ĂŶĚ�ůĞĂƌŶĞƌ͘

ϯ͘� ZĞĨƌĂŵĞ

ͻ� ZĞĨƌĂŵĞ�ƚŚĞ�ƚŚŽƵŐŚƚƐ�ǇŽƵ�ǁĞƌĞ�ŚĂǀŝŶŐ�ĂďŽƵƚ�ƚŚĞ�ƉĞƌƐŽŶ�ŝŶƚŽ�ƚŚŽƵŐŚƚƐ�
ƚŚĂƚ�ĂĐŬŶŽǁůĞĚŐĞ� ƚŚĞŝƌ� ƐƚƌĞŶŐƚŚƐ�ĂŶĚ�ĂŶǇ�ŐƌŽǁƚŚ�ŵŝŶĚƐĞƚ�ďĞůŝĞĨƐ� ƚŚĂƚ�
ǁŽƵůĚ�ďĞ�ƵƐĞĨƵů�ĨŽƌ�ǇŽƵ�ƚŽ�ĨŽĐƵƐ�ŽŶ͘�;�ŽŶƐŝĚĞƌ͗�tŚĂƚ�ǁŝůů�/�ƚƌǇ͍�,Žǁ�ĐĂŶ�/�
ƐƵƉƉŽƌƚ�ŵǇƐĞůĨ�ƚŽ�ƚƌǇ�ƚŚŝƐ͍�tŚĂƚ�ƐŵĂůů�ƐƚĞƉ�ǁŝůů�/�ĂƩĞŵƉƚ�ĮƌƐƚ͍Ϳ
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ϰ͘� &ŽĐƵƐ

ͻ� �ƌŝŶŐŝŶŐ�ƚŚĞƐĞ�ƚǁŽ�ƐŬŝůů�ƐĂĐŬƐ�ƚŽŐĞƚŚĞƌ͕ �ƐĞƚ�ŽƵƚ�Ă�ƉůĂŶ�ƚŚĂƚ�ŚĞůƉƐ�ǇŽƵ�ƚŽ�
ƐĞĞ�ƚŚĂƚ�ƉĞƌƐŽŶ�ĂƐ�Ă�ƌŽůĞ�ŵŽĚĞů�ʹ�ǁŚĂƚ�ĐĂŶ�ǇŽƵ�ůĞĂƌŶ�ĨƌŽŵ�ŽďƐĞƌǀŝŶŐ�ƚŚŝƐ�
ƉĞƌƐŽŶ͍��ĂŶ�ǇŽƵ�ƚĂůŬ�ƚŽ�ƚŚĞŵ�ĂďŽƵƚ�ƚŚĞŝƌ�ĂƉƉƌŽĂĐŚ͕�ƚŚĞŝƌ�ďĞůŝĞĨƐ�ĂŶĚ�ƚŚĞ�
ǁĂǇ�ƚŚĞǇ�ŚĂǀĞ�ŐŽŶĞ�ĂďŽƵƚ� ƚŚĞŝƌ�ƉƌŽĐĞƐƐ͍�tŚŝĐŚ�ŽĨ� ƚŚĞƐĞ�ĐĂŶ�ǇŽƵ�ƚĞƐƚ͕�
ĂƉƉůǇ�ĂŶĚ�ƵƐĞ�ŝŶ�ǇŽƵƌ�ŽǁŶ�ƐŬŝůů�ĚĞǀĞůŽƉŵĞŶƚ͍�tŚŝĐŚ�ƐŬŝůůƐ�ŽĨ�ǇŽƵƌ�ŽǁŶ�ǁŝůů�
ǇŽƵ�ďƵŝůĚ�ŽŶ�ƚŽ�ƐƚƌĞƚĐŚ�ǇŽƵƌ�ŐƌŽǁƚŚ͍

�ŽŶ͛ƚ��Ğ���sŝĐƟŵ�KĨ�zŽƵƌ�^ƉĞĐŝĂůƚǇ

Dr Briony Scott, Principal of Wenona School in North Sydney, is a great 
advocate of the growth-mindset approach and talks to educators about the 
need to make sure specialisation, or expertise, doesn’t cause us to tighten 

����������������������������������������ϐ����������Ǥ���ϐ��������������������
are not open to others’ ideas and thoughts, new thinking and approaches. The 

more we think we know about something, the more we need to consciously 
let go of control to free our growth mindset to be expansive rather than 
restrictive.

The Comfort Zone/Learning Zone Paradigm

The term ‘comfort zone’ tends to get thrown around a lot but I think it’s useful 

to understand that stepping outside of our comfort zones means we are in 
our learning zones. This stretch enables growth. When I ask people to identify 

what they feel outside their comfort zone, the most prevalent answers from 
staff without a thriving learning culture are: 

Ȉ� Anxiety

Ȉ� Stress

Ȉ� Anger

Ȉ� Frustration

Ȉ� Fear

Ȉ� ��������������������ǡ�������������ǡ�������ϐ����Ǥ
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In fact it is very possible to be out of your comfort zone, in the learning zone, 

and have the following feelings:

Ȉ� Excitement

Ȉ� Anticipation

Ȉ� Motivation

Ȉ� Enthusiasm

Ȉ� Clarity

Ȉ� Increased heart rate, perspiration, 
������ϐ����Ǥ

 

Far more compelling! These are the feelings we want to access when using 
our learning intelligence. They help us create a compelling environment.

dŚĞ���:Ɛ�;dŚĞ��ĞŶǇ͕��ůĂŵĞ͕�:ƵƐƟĨǇ�'ĂŵĞͿ

Sometimes at an unconscious level we can be so attached to our comfort zone 

�������������������������������������������������������������������Ǥ���ϐ������������
����� ��������� ����������������Ǧ������������ ������������ ȋ���Ȍ� ���������
many years ago. It was a real eye opener for me and a great tool to identify 
the excuses I used to stay in my comfort zone. I tend to use this model with 

people keen to step outside their comfort zones as individuals and groups – 

people who want to understand how to create the mindset, environment and 

dialogue, and get better results.

In our minds and out of our mouths come all the reasons to stay comfortable 

Ȃ����� ����������ǡ������ǡ� �����ϐ����������������������������� Ǯ������ǯǤ���������
have heard a few of these before:
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I haven’t got time. 

�����������������������������ϐ���Ǥ�

The instructions have not been clear enough.

We did this in 1994, and 2004, and now again …

I’m not trained to do that.

It’s not my yard duty; see the teacher on duty. 

I’ve already shown you how to do this – why aren’t you    

understanding it?

There is no way I am going to do that!

The excuses come almost by default if we are feeling anywhere near a reactive 

state of mind. It’s a reaction to not wanting to be out of the comfort zone and 
can happen at an unconscious level. We can be simply unaware it is happening. 

Yet brain research is identifying the need for us to get out of our comfortable 
����������������������������������ǯ������Ǥ�������������ϐ����������������������������
our brains need to keep in top condition.  

�ƌĞ�zŽƵ�Ă�EŝŶũĂ͍�

��������������������������ϐ����������Ǯ�����ǯ����
your staff. People who, when asked to do or think 

differently, speak a fountain of DBJs.

Congratulations. You have mastered Brown Belt!

�ƌŽǁŶ��Ğůƚ
Many people go through life never understanding that 

excuses are a way to keep comfortable. Even being able 
to identify them in others is a huge skill. Brown Belt 

masters can identify phrases in others that are comfort-
zone strategies. They recognise a threat situation and 

understand that the person is putting up all the reasons 

for not wanting to leave their comfort zone.
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�ůĂĐŬ��Ğůƚ
The next level is much harder – identifying excuses in 
ourselves. Not only are we able to identify them when they 
come out of our mouths, we can also identify them when they 

are swimming around in our heads. Watching and listening to 

our thoughts is a skill that comes from being close to a ‘meta’ 
position in our thinking. It’s De Bono’s blue hat working in 

the brain1. We often spend our lives not controlling much of the chatter that 
goes on in our heads and forget how powerful these little sentences can be. 

But, depending on their quality, they change our mindset, emotions and 

behaviours. It’s where we get sayings such as: ‘Glass half empty or half full’ 

and Henry Ford’s ‘Whether you think you can or you can’t, you’re right’.

While there are many factors that can create failing schools or toxic 
environments, I have seen a strong connection between this context and DBJ 

language that comes out of the leadership team’s mouth. Cleaning up our 

internal and external talk can make a huge difference to how we see the world. 

In turn, this shift helps us work with more optimism and see opportunities, 

rather than blame the world for the problems in our own yard.

Ninja  
The Ninja level is the level of the artful leader. They can 
spot DBJs in others, and hear it internally and externally 

in themselves – just like a Black Belt. And they have one 
����� ��ϐ������ �������ǣ� ����� ���� �������� ������� ���� �����
themselves from a DBJ mindset into a proactive one. They 

help create a thriving environment of learning for themselves and others. 
This involves building safety nets for people in the learning zone. Ninjas have 

great learning intelligence.

The opposite of DBJ is the ARAE — the Acceptance, Responsibility, 

Accountability and Engagement mindset. In this mindset we know that we 

����������� ����� �� ������� ��� ��ϐ������� ���� �������� ���������� �������� ����
how we respond. This mindset is the one stimulates growth and ensures a 

proactive, action-oriented approach. This is not the ‘Isn’t life dreamy?’ view 

of the world, it’s the pragmatic approach: ‘What needs to be done? Let’s do it.’

1. Edward DeBono’s Six Thinking Hats are used in both business and educational contexts to 
strengthen our ability to solve problems by accessing six different thinking strategies.
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The blind spots of our unconscious competence

We all have skills and behaviours that are our strengths, our unconscious 
competencies. We are so comfortable with them that we no longer have to 

focus on them, as they come so naturally to us.

��� �������� ����Ǧ��ϐ�������� ���� ����Ǧ���������� ��� ���� �������� ����ǡ� ���� ���
identify the areas of your unconscious competence that are currently not 

serving you well. This can be a stretch, as some of the stuff we are so good at 

we don’t even recognise. They are in a blind spot of our thinking. You might 
be incredibly skilled at procrastination or a master of making things harder 

than they are. Or maybe you are an exemplary self-doubter!

Instead can you shine a light on and get serious about becoming incompetent? 

Sometimes we need to unravel the comfort zone to really check where our 

blind spots might be and establish some game-changers. I am highly skilled, 
�����������ǡ������������������������������������������������������������ϐ������
������������������Ǥ�������������������������������������������������ϐ�������
that particular website is when a deadline is coming up. The habitual ways 

we have of working, thinking or interacting with others are perfect examples 

of our comfort zone at work and, put simply, some of it works for us and some 
of it doesn’t. Our challenge is to get serious about developing incompetence 

in these areas!

Safety-net strategies

Feeling comfortable out of our comfort zone sounds 

like an oxymoron. But it is through putting in place 

thinking, activities and processes that support us in 

the learning zone that we can feel safer to be there.

There will always be people who are challenged by change and stepping 
outside the comfort zone. So the safety nets they put in place are vital ways 

to help them maintain a thriving learning zone. Every person in the learning 

community must take responsibility for their learning-zone safety net. The 

leadership team alone can’t provide it. 

Every person should understand how they learn best, how to support their 

own needs and how to access these supports. This is as much about self-

awareness and self-regulation as anything else. If we leave it up to others to 

�������ǡ���������������������������������������ȋǮ���������������������ǯǡ�Ǯ�������
������������������������ǯǡ�Ǯ������ǯ�����������������������������ǯȌǤ
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Stephen Covey, the guru of 7 Habits of Highly Effective People, talks about 

��������������������Ǯ�����������������ǯ����������Ǯ������������ϐ������ǯǤ�����������
is to take action and do something that helps us take responsibility, rather 

than being the victim. This mindset is again about movement and action, 

sitting in a place of ‘doing’ rather than in a reactive space where things are 

being ‘done to’.   

CASE STUDY

Bushey Academy is a school in the United Kingdom that was under what 

is referred to as Special Measures, where the school inspection agency 

deemed it to be failing in its ability to provide quality education, and 
lacking the leadership to create improvement. With a new leadership 

team and a strong plan, they moved from this Special Measures label to 
being the third most improved school in the country. The Head, Andrew 

Hemmings, cites one of the major reasons as being the shift in focus of 

the educators’ mindset from one of behaviours to one of progress, and 
that this change in thinking led to professional behaviours that drove 

improvement.

We have a relentless focus on progress. We’ve got a ‘vulnerable 
groups’ crew that meet every four weeks. They talk about all the 
different vulnerable groups and students and how we can narrow 
the gap there. We can get the students there. That’s our new mindset.

We also focus on teaching. We’ve got some great teachers here and 
we share good practice. A real openness and transparency and a 
willingness to share and learn from each other, that’s been really 
important.

Andrew Hemmings, ‘Talking Heads: How We Pulled our School out 
of Special Measures’ The Guardian
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dĞĂŵ��ĐƟǀŝƚǇ͗��ŽŵĨŽƌƚ��ŽŶĞͬ>ĞĂƌŶŝŶŐ��ŽŶĞ

ϭ͘�����/ĚĞŶƟĨǇ

ͻ� �Ɛ� Ă� ƚĞĂŵ͕� ƌĞŇĞĐƚ� ŽŶ� ĨĞĞůŝŶŐƐ� ƚŚĂƚ� ŬĞĞƉ�ƵƐ� ŝŶ� ŽƵƌ� ĐŽŵĨŽƌƚ� ǌŽŶĞ͘�tŚĂƚ�
ŵĂŬĞƐ�ƚŚĞ�ĐŽŵĨŽƌƚ�ǌŽŶĞ�ĂƩƌĂĐƟǀĞ͍

ͻ� EŽǁ�ŵŽǀĞ�ƚŽ�ƚŚĞ�ƐƉĂĐĞ�ŽƵƚƐŝĚĞ�ƚŚĞ�ĐŽŵĨŽƌƚ�ǌŽŶĞ͘��ŽŶƐŝĚĞƌ�ƚŚĞ�ĨĞĞůŝŶŐƐͬ
ƌĞĂĐƟŽŶƐ� ƚŚĂƚ� ĐŽŵĞ� ƵƉ� ĨŽƌ� ƵƐ� ŽƵƚƐŝĚĞ� ƚŚĞ� ĐŽŵĨŽƌƚ� ǌŽŶĞ͘� /Ɛ� ƚŚĞƌĞ� Ă�
ĚŝīĞƌĞŶĐĞ�ďĞƚǁĞĞŶ�ǁŚĞŶ�ǁĞ�ĐŚŽŽƐĞ�ƚŽ�ŐĞƚ�ŽƵƚ�ŽĨ�ŽƵƌ�ĐŽŵĨŽƌƚ�ĂŶĚ�ǁŚĞŶ�ŝƚ�
ŝƐ�ƚŚƌƵƐƚ�ƵƉŽŶ�ƵƐ͍��ŝƐĐƵƐƐ�ĞǆƉĞƌŝĞŶĐĞƐ�ǁŚĞŶ�ǇŽƵ͛ǀĞ�ŚĂĚ�ůŝƩůĞ�ĐŚŽŝĐĞ͕�ĂŶĚ�
ǇŽƵƌ�ĂƫƚƵĚĞ�ĂŶĚ�ŵŝŶĚƐĞƚ�ŚĂǀĞ�ĂůůŽǁĞĚ�ǇŽƵ�ƐƚĂǇ�ŝŶ�ƚŚĞ�ůĞĂƌŶŝŶŐ�ǌŽŶĞ�ŝŶ�
Ă�ƌĞƐŽƵƌĐĞĨƵů�ĂŶĚ�ƚŚƌŝǀŝŶŐ�ǁĂǇ͘��ŝƐĐƵƐƐ�ƟŵĞƐ�ǁŚĞŶ�ǇŽƵ�ŚĂǀĞ�ĐŽŶƐĐŝŽƵƐůǇ�
ĚĞĐŝĚĞĚ�ƚŽ�ƐƚĞƉ�ŽƵƚ�ĂŶĚ�ƚƌǇ�ƐŽŵĞƚŚŝŶŐ�ŶĞǁ͘

Ϯ͘����^ƚƌĂƚĞŐŝĞƐ

ͻ� dŽŐĞƚŚĞƌ͕ � ŝĚĞŶƟĨǇ� ƚŚĞ� ƐĂĨĞƚǇ� ŶĞƚ� ƐƚƌĂƚĞŐŝĞƐ� ƚŚĂƚ� ǁŽƌŬ� ĨŽƌ� ǇŽƵ� Ăůů� ĂƐ�
ŝŶĚŝǀŝĚƵĂůƐ�ĂŶĚ�ĂƐ�Ă�ƚĞĂŵ�ƐŽ�ƚŚĂƚ�ƚŚĞ�ůĞĂƌŶŝŶŐ�ǌŽŶĞ�ŝƐ�Ă�ƉŽƐŝƟǀĞ�ƉůĂĐĞ�ƚŽ�
ďĞ͘�>ŽŽŬ�Ăƚ�ŚŽǁ�ǇŽƵ�ĐĂŶ�ƐƚƌĞŶŐƚŚĞŶ�ƚŚĞŵ�ĂŶĚ�ŵĂŬĞ�ƚŚĞŵ�ǁŽƌŬ�ĨŽƌ�ǇŽƵ�
ĂƐ�ůĞĂƌŶĞƌƐ͘

ϯ͘����WůĂŶ

ͻ� WƵƚ�ŝŶ�ƉůĂĐĞ�Ă�ƉůĂŶ�ƚŽ�ŝŵƉůĞŵĞŶƚ�ĂŶĚ�ĞǀĂůƵĂƚĞ�ǇŽƵƌ�ƐƚƌĂƚĞŐŝĞƐ͘

Stephen Covey, the guru of 7 Habits of Highly Effective People, talks about 

��������������������Ǯ�����������������ǯ����������Ǯ������������ϐ������ǯǤ�����������
is to take action and do something that helps us take responsibility, rather 

than being the victim. This mindset is again about movement and action, 

sitting in a place of ‘doing’ rather than in a reactive space where things are 

being ‘done to’.   

CASE STUDY

Bushey Academy is a school in the United Kingdom that was under what 

is referred to as Special Measures, where the school inspection agency 

deemed it to be failing in its ability to provide quality education, and 
lacking the leadership to create improvement. With a new leadership 

team and a strong plan, they moved from this Special Measures label to 
being the third most improved school in the country. The Head, Andrew 

Hemmings, cites one of the major reasons as being the shift in focus of 

the educators’ mindset from one of behaviours to one of progress, and 
that this change in thinking led to professional behaviours that drove 

improvement.

We have a relentless focus on progress. We’ve got a ‘vulnerable 
groups’ crew that meet every four weeks. They talk about all the 
different vulnerable groups and students and how we can narrow 
the gap there. We can get the students there. That’s our new mindset.

We also focus on teaching. We’ve got some great teachers here and 
we share good practice. A real openness and transparency and a 
willingness to share and learn from each other, that’s been really 
important.

Andrew Hemmings, ‘Talking Heads: How We Pulled our School out 
of Special Measures’ The Guardian
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HIGH CHALLENGE HIGH SUPPORT

High Challenge

A fundamental element of a strong, buzzy learning environment for educators 

is a high-challenge mindset. It’s not enough to have a good team environment 
where people are exposed to great professional learning, without clear 

expectations that the learning is trialed, tested and evaluated. There needs 

to be a focus on results that are about progress, learning and responsive 
teaching. I have seen great teams come to a shuddering halt during self-

evaluations because they haven’t focused enough on progress and growth in 
student learning, just like the situation Andrew Hemmings found at Bushey 

Academy.

We need to inspire and challenge ourselves to push potential. Keep on setting 
an environment that is always about the students and giving them the best 

possible milieu for learning and growing. To be perfectly frank, sometimes I 

think principals are so reticent to put more pressure on their staff that the 
thing that suffers the most is growth. Consider the following:

&ŝŐƵƌĞ�ϱ�ʹ�,ŝŐŚ��ŚĂůůĞŶŐĞ�,ŝŐŚ�^ƵƉƉŽƌƚ
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It’s okay – everyone is working their backsides off; we’re doing pretty well.

We’re doing as well as we can with our demographic and the state of 
the school resources.’

We’ve got a good team – I don’t want to pressure them.

If you identify with this, then get smart about making the key elements of The 
Buzz work for you. Collaborate with your staff to identify the challenges and 
strategies to deal with them. During these conversations, focus the team on 

their strengths and areas of achievement and a high-challenge/high-support 
mindset will become part of the fabric of how your team works, rather than 

an add-on.

High Support

With high challenge must come high support. Educational leaders need to care 
about teachers so that the teachers feel they have a secure and safe foundation 

and are trusted. Innovation and creativity are more likely from a position of 

safety. Empathy, compassion, strong connections and support from leaders 
are core to a high-challenge environment. Some of the educational leaders I 

admire most are able to show empathy and understanding to those teachers 
who have given them the most grief over the years. They acknowledge 

the strengths these teachers bring to the school and the growth they have 

made. They genuinely care about them and see them as an individual with 

aspirations, concerns and history. 

Support needs to be twofold – internal and external. This means individuals 
internally supporting themselves through their mindset and their actions 

while the safety nets provided by the team and school add to this. We want to 

make sure we are a group of proactive learners, not victims who need spoon-

feeding to make any sort of leap. We need to be educators with a strong 
internal locus of control. We need to drive ourselves and be immersed in an 
environment that supports independent adult learners.
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tŚŝĐŚ�YƵĂĚƌĂŶƚ�ĂƌĞ�ǁĞ�ŝŶ͍�

ϭ͘� ZĞŇĞĐƚ

>ŽŽŬ�Ăƚ� &ŝŐƵƌĞ� ϱ� ƚŚĞŶ� ƌĞŇĞĐƚ� ŽŶ� ǇŽƵƌ� ƚĞĂŵ�ĂŶĚ� ŝƚƐ� ĐŚĂůůĞŶŐĞ�ĂŶĚ� ƐƵƉƉŽƌƚ�
ĞŶǀŝƌŽŶŵĞŶƚ͘�tŚĞƌĞ�ĚŽĞƐ�ŝƚ�Ɛŝƚ͍�tŚŝĐŚ�ƋƵĂĚƌĂŶƚ�ĂƌĞ�ǇŽƵ�ŝŶ�ǁŝƚŚ�ǇŽƵƌ�ƐĂĨĞƚǇͲ
ŶĞƚ�ƐƚƌĂƚĞŐŝĞƐ�ĂŶĚ�ǇŽƵƌ�ĞǆƉĞĐƚĂƟŽŶƐ�ŽĨ�ƌĞƐƵůƚƐ͍�

Ϯ͘� YƵĞƐƟŽŶ

,ĂǀĞ�ǇŽƵ�ĐƌĞĂƚĞĚ�ŚŝŐŚ�ƐƵƉƉŽƌƚ͕�ďƵƚ�ƉĞƌŚĂƉƐ�ŶŽƚ�ŚŝŐŚ�ĐŚĂůůĞŶŐĞ͕�ĂŶĚ�ƐŽ�ĂƌĞ�
ĞǆƉĞƌŝĞŶĐŝŶŐ�͚ ĞǆƉĞĐƚĂŶƚ͛�Žƌ�͚ ďůĂŵŝŶŐ͛�ďĞŚĂǀŝŽƵƌƐ͍��ƌĞ�ǇŽƵƌ�ƐƚĂī�ůŽŽŬŝŶŐ�ƚŽ�ǇŽƵ�
ĂŶĚ�ƚŚĞ�ůĞĂĚĞƌƐŚŝƉ�ƚĞĂŵ�ƚŽ�ƉƌŽǀŝĚĞ�ĞǀĞƌǇƚŚŝŶŐ�ŶĞĞĚĞĚ�ĨŽƌ�ŶĞǁ�ŬŶŽǁůĞĚŐĞ͕�
ǁŝƚŚŽƵƚ�ĂŶǇ�ĞǆƉĞĐƚĂƟŽŶ�ŽŶ�ǇŽƵƌ�ƉĂƌƚ�ƚŽ�ŚĂǀĞ�ƚŚĞŵ�ŝŵƉůĞŵĞŶƚ�ŝƚ͍�/�ĐĂůů�ƚŚŝƐ�
ƚŚĞ�WƌŝŶĐĞƐƐ�^ǇŶĚƌŽŵĞ͘�

WĞƌŚĂƉƐ�ǇŽƵ�ŚĂǀĞ�Ă�ŚŝŐŚͲĐŚĂůůĞŶŐĞ�ĞŶǀŝƌŽŶŵĞŶƚ�ĂŶĚ�ǇŽƵƌ�ƐƚĂī�ĂƌĞ�ŽƉĞƌĂƟŶŐ�
ŝŶ�Ă�ƐƵƌǀŝǀĂů�ŵŝŶĚƐĞƚ�ďĞĐĂƵƐĞ�ƚŚĞƌĞ�ŝƐ�ŶŽƚ�ĞŶŽƵŐŚ�ƐƵƉƉŽƌƚ͘�

Kƌ�ŝƐ�ƚŚĞƌĞ�ůŽǁ�ƐƵƉƉŽƌƚ�ĂŶĚ�ůŽǁ�ĐŚĂůůĞŶŐĞ͍�/Ɛ�ƚŚĞ�ĨŽĐƵƐ�ŽŶ�ƚŚĞ�ƉƌŽĨĞƐƐŝŽŶĂů�
ůĞĂƌŶŝŶŐ�ĞŶǀŝƌŽŶŵĞŶƚ�Ă� ůŽǁ�ƉƌŝŽƌŝƚǇ͕�ŚĂǀĞ�ƉĞŽƉůĞ�ŚĂǀĞ�ďĞĞŶ�ƐƚĂŐŶĂƟŶŐ�;ŝŶ�
ƚŚĞ�ĐŽŵƉůĂĐĞŶĐǇ�ǌŽŶĞͿ͍�

ϯ͘����^ŝƚ�ŽŶ�ƚŚĞ��ĂůĐŽŶǇ

tŚŝůĞ� ƚŚŝƐ� ƐĞůĨͲƌĞŇĞĐƟŽŶ� ĂŶĚ� ďĂůĐŽŶǇ� ĐŽŶƐŝĚĞƌĂƟŽŶ� ŽĨ� ǁŚĂƚ� ŝƐ� ŚĂƉƉĞŶŝŶŐ�
ǁŝƚŚŝŶ�ǇŽƵƌ�ƐĐŚŽŽů�ŵĂǇ�ďĞ�ĚŝĸĐƵůƚ͕�ƚŚĂŶŬĨƵůůǇ�ƚŚĞƌĞ�ĂƌĞ�ŵĂŶǇ�ƚŚŝŶŐƐ�ǇŽƵ�ĐĂŶ�
ĚŽ�ƚŽ�ďƵŝůĚ�ƚŚĞ�ůĞĂƌŶŝŶŐ�ŝŶƚĞůůŝŐĞŶĐĞ�ĂŶĚ�ĐƌĞĂƚĞ�ƚŚĂƚ�ƚŚƌŝǀŝŶŐ�ůĞĂƌŶŝŶŐ�ĐƵůƚƵƌĞ�
ǇŽƵ�ĂƌĞ�ĂŌĞƌ͘
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CURIOSITY

A curious mind is endlessly searching for different interpretations of the world.

The world would be a much better 
place if we were more curious and 

less judging. Being curious helps 

our minds to be active, rather than 

�������ǡ��������ǡ�������������ϐ����Ǥ�
Curiosity comes from a position 
of not knowing it all and from 
�������� ��� ϐ���� ��������Ǥ� ��� �����
helps us to be more open-minded. 

When we are curious, we are open 

to information and ideas that could 
change our perceptions, beliefs 
and approaches to life. There is an 

excitement in the curious mind! 

You never know what might come 

next or which adventure is just 
around the corner. There is a sense 
of wonder present in the minds of 

the curious.

Does this mean you need to be an intrepid explorer to be truly curious? I really 
don’t mean it to be that extreme. One of my good friends and colleagues has a 

continuously curious mind. Sitting with a coffee chatting about a whole range 
���������ǡ���������������������������������������������������������������ϐ����
out what I really think about things. Quite often I have to take a long pause to 
��ϐ��������������������������������������������������������ǡ����������ǯ�������
curious enough to really delve in deep. 

I have learnt much from his approach. The really interesting thing for me 
is that he never judges my answer. He is genuinely interested and curious 

about my view of the world. I try to model his excellence and ask questions of 
���������������ϐ����������������������ǡ������������������������Ȃ�����������������
judgment, or give any advice. To be able to do this well, an authentic interest 

in others and the world around is important.
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Warning on the label

When it comes to being curious with others, don’t confuse interest and 

curiosity with intrusiveness!

�����������ϐ�������������Ǥ��������������������������������������������������
to build rapport – active and genuine interest in them is a great way to do 

this – but we also need to make sure we are not crossing the line into ‘creepy’ 

���������Ǥ��������� �� ϐ��������������������������������� ����������������������
are skilled with this, as they generally have a strong emotional awareness 
of others. But if you know you tend to put people off by asking too many 
questions, you might need to rethink your approach. 

A genuinely curious person is not judgemental. It’s not about seeing yourself 

as right, because you actually don’t have just one interpretation of the world.

There is a shop not far from my home that sells items made by local artisans. 
��� ��� ϐ����������� ��������������� ����� ���� ���ǯ�� ϐ���� ��� ���� ������ ������� ����
shopping centres. Colleen, the passionate and committed woman who started 

the shop, is creating a real community hub where people drop by to chat, 

have a cup of coffee and share stories. People from all walks of life come to 

the store – artists, crafters, people experiencing homelessness, people just 
wanting to connect, others seeking great gifts to buy.

Many people tell Colleen the most amazing things. Because of the compelling 

environment she has created, and her own sense of curiosity about the world, 
people share insights that may otherwise have been overlooked.

One day a tiny woman in her eighties came into the shop while I was there. 

They began to chat and I learnt something new. There is an established 
folklore that when mothers and wives received letters from their men during 

the two World Wars, they would immediately put the kettle on. I had always 
assumed it was to have a nice cup of tea and be able to sit down to read the 
letter – the most obvious answer. But the there was a far more interesting 

reason. Many of the men would write where they were stationed under the 
stamp, and the women used the kettle to produce steam off the stamp so they 

could know where their loved ones were situated.

Colleen has conversations that head into interesting directions because she 

asks interesting questions. How many interesting facts, insights or opinions 
do your staff have that you don’t know because you’ve never asked?
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Warning on the label

When it comes to being curious with others, don’t confuse interest and 

curiosity with intrusiveness!

�����������ϐ�������������Ǥ��������������������������������������������������
to build rapport – active and genuine interest in them is a great way to do 

this – but we also need to make sure we are not crossing the line into ‘creepy’ 

���������Ǥ��������� �� ϐ��������������������������������� ����������������������
are skilled with this, as they generally have a strong emotional awareness 
of others. But if you know you tend to put people off by asking too many 
questions, you might need to rethink your approach. 

A genuinely curious person is not judgemental. It’s not about seeing yourself 

as right, because you actually don’t have just one interpretation of the world.

There is a shop not far from my home that sells items made by local artisans. 
��� ��� ϐ����������� ��������������� ����� ���� ���ǯ�� ϐ���� ��� ���� ������ ������� ����
shopping centres. Colleen, the passionate and committed woman who started 

the shop, is creating a real community hub where people drop by to chat, 

have a cup of coffee and share stories. People from all walks of life come to 

the store – artists, crafters, people experiencing homelessness, people just 
wanting to connect, others seeking great gifts to buy.

Many people tell Colleen the most amazing things. Because of the compelling 

environment she has created, and her own sense of curiosity about the world, 
people share insights that may otherwise have been overlooked.

One day a tiny woman in her eighties came into the shop while I was there. 

They began to chat and I learnt something new. There is an established 
folklore that when mothers and wives received letters from their men during 

the two World Wars, they would immediately put the kettle on. I had always 
assumed it was to have a nice cup of tea and be able to sit down to read the 
letter – the most obvious answer. But the there was a far more interesting 

reason. Many of the men would write where they were stationed under the 
stamp, and the women used the kettle to produce steam off the stamp so they 

could know where their loved ones were situated.

Colleen has conversations that head into interesting directions because she 

asks interesting questions. How many interesting facts, insights or opinions 
do your staff have that you don’t know because you’ve never asked?

The key 

Curiosity is the key mindset of a professional learning environment. What does 

it look like, sound like and feel like for you? What do we gain through curiosity? 

We gain a feeling of anticipation, a shift in position and an opportunity to 
wonder what else might be out there if we look through someone else’s eyes. 

Simply asking your team what they are curious about when it comes to a 
major initiative or plan you have for the school can unearth some fascinating 

perceptions and views of the world – and increase a growth mindset.

Today the internet provides easy access to answers to virtually any question. 
When my daughter was about seven years old, she typed into Google ‘Is Santa 

Claus real?’ Fortunately for her, as she desperately wanted him to be, her 
����Ǧ���������������������������������������������ϐ�������������������������ǡ�
which gave the wise perspective that if you do believe in him, then he is real. 

This was good enough for her!
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Increasing our Curiosity  

ϭ͘� /ŶƚĞƌŶĂů��ƵƌŝŽƐŝƚǇ 

�Ž�ƐŽŵĞƚŚŝŶŐ�ŝŶ�Ă�ǁĂǇ�ǇŽƵ͛ǀĞ�ĂůǁĂǇƐ�ĚŽŶĞ�ŝƚ͘�/ƚ�ŵĂǇ�ďĞ�
ƚŚĞ�ǁĂǇ�ǇŽƵ�ƐĞƚ�ǇŽƵƌƐĞůĨ�ƵƉ�ĨŽƌ�ƚŚĞ�ĚĂǇ͛Ɛ�ǁŽƌŬ͕�Žƌ�ŚŽǁ�ǇŽƵ�
ŝŶƚĞƌĂĐƚ�ǁŝƚŚ�Ă�ĐĞƌƚĂŝŶ�ƉĞƌƐŽŶ͕�Žƌ�ŚŽǁ�ǇŽƵ�ĚŽ�Ă�ƉĂƌƟĐƵůĂƌ�
ƚĂƐŬ͘�EŽǁ�ĂƐŬ�ǇŽƵƌƐĞůĨ�ƐŽŵĞ�ƋƵĞƐƟŽŶƐ͗

tŚǇ�ĚŽ�/�ĚŽ�ŝƚ�ƚŚĂƚ�ǁĂǇ͍

tŚĂƚ�ĂƌĞ�ŵǇ�ďĞůŝĞĨƐ�ĂŶĚ�ĂƐƐƵŵƉƟŽŶƐ�ĂďŽƵƚ�ƚŚĂƚ͍

tŚĂƚ�ŚĂƐ�ůĞĚ�ŵĞ�ƚŽ�ƚŚŽƐĞ�ďĞůŝĞĨƐ�ĂŶĚ�ĂƐƐƵŵƉƟŽŶƐ͍

�ǀĞŶ�ƚŚŽƵŐŚ�ƚŚŝƐ�ŵĂǇ�ƐĞĞŵ�ůŝŬĞ�Ă�ƐŝůůǇ�ƚŚŝŶŐ�ƚŽ�ĚŽ�ĨŽƌ�Ă�ƌĞĂƐŽŶĂďůǇ�ŵĞŶŝĂů�ƚĂƐŬ͕�
ƚŚŝƐ�ƐƚĞƉ�ǁŝůů�ŵĂŬĞ�ǇŽƵ�ŵŽƌĞ�ĂŐŝůĞ�Ăƚ�ĚŝǀŝŶŐ�ĚŽǁŶ�ŝŶƚŽ�ǇŽƵƌ�ďĞůŝĞĨƐ͕�ǁŚŝĐŚ�ŝƐ�
ƐŽŵĞƚŚŝŶŐ�ǁĞ�ŶĞĞĚ�ƚŽ�ďĞ�ĂďůĞ�ƚŽ�ĚŽ�ƚŽ�ŝŶĐƌĞĂƐĞ�ŽƵƌ�ůĞĂƌŶŝŶŐ�ŝŶƚĞůůŝŐĞŶĐĞ͘�tĞ�
ŬŶŽǁ�ďĞůŝĞĨƐ�ĚƌŝǀĞ�ďĞŚĂǀŝŽƵƌƐ͘�dŚĞǇ�ĐĂŶ�ĂůƐŽ�ĞǆƉŽƐĞ�ƐŽŵĞ�ŇĂǁĞĚ�ƚŚŝŶŬŝŶŐ�Žƌ�
ůĂĐŬ�ŽĨ�ƚŚŝŶŬŝŶŐ�ĂďŽƵƚ�ƚŚĞ�ǁĂǇ�ǇŽƵ�ĚŽ�ƐŽŵĞƚŚŝŶŐ�ŝĨ�ǇŽƵƌ�ďĞůŝĞĨƐ�ĂƌĞ�ŽƵƚĚĂƚĞĚ͕�
ƵŶĞĚƵĐĂƚĞĚ�Žƌ�ůĂĐŬŝŶŐ�ŝŶ�ƐƵďƐƚĂŶĐĞ͘

^ŽŵĞƟŵĞƐ� ǁŚĞŶ� ǁĞ� ĚŝŐ� ŝŶƚŽ� ǁŚǇ� ǁĞ� ĚŽ� ƐŽŵĞƚŚŝŶŐ� ǁĞ� ƵŶĞĂƌƚŚ� ƐŽŵĞ�
ŝŶƚĞƌĞƐƟŶŐ�ƵŶĚĞƌƐƚĂŶĚŝŶŐƐ͗

�ĞĐĂƵƐĞ�ƚŚĂƚ�ǁĂƐ�ŚŽǁ�/�ǁĂƐ�ƚĂƵŐŚƚ�ĂƐ�Ă�ĐŚŝůĚ�ĂŶĚ�/�ďĞůŝĞǀĞ�ŝƚ�ŝƐ�ƚŚĞ�ǁĂǇ�ŝƚ�
ƐŚŽƵůĚ�ďĞ�ĚŽŶĞ͘

�ĞĐĂƵƐĞ�/�Ăŵ�ƌĞĂůůǇ�ĨĂŵŝůŝĂƌ�ǁŝƚŚ�ŝƚ�ĂŶĚ�/�ĐĂŶ�ĚŽ�ŝƚ�ŽŶ�ĂƵƚŽ�ƉŝůŽƚ͕�ƐŽ�/�
ďĞůŝĞǀĞ�ŝƚ�ŝƐ�ƚŚĞ�ĞĂƐŝĞƐƚ�ǁĂǇ͘

�ĞĐĂƵƐĞ�ŝƚ�ŝƐ�ƚŚĞ�ǁĂǇ�/�ŚĂǀĞ�ďĞĞŶ�ĚŽŝŶŐ�ŝƚ�ĨŽƌ�ǇĞĂƌƐ�ĂŶĚ�ŝƚ�ŐĞƚƐ�ƌĞƐƵůƚƐ͘
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;dŚŝƐ� ŝƐ�ŐƌĞĂƚ� ŝĨ� ŝƚ�ĚŽĞƐŶ͛ƚ�ŚĂǀĞ�ĂŶǇ�ŶĞŐĂƟǀĞ�ĐŽŶƐĞƋƵĞŶĐĞƐ�ʹ�ƚŚŝŶŬ�ŽĨ�Ă�
ŚĞĂĚ�ĐŚĞĨ�ǁŚŽ�ƚŚƌŽǁƐ�ďŽŝůŝŶŐ�ƉĂŶƐ�Ăƚ�ƚŚĞ�ĮƌƐƚͲǇĞĂƌ�ĂƉƉƌĞŶƟĐĞ�ƚŽ�ŐĞƚ�ƚŚĞŵ�
ǁĂƐŚĞĚ͕�ǇĞůůŝŶŐ�͚ŚŽƚ͊͛�ĂƐ�ƚŚĞǇ�ƐĂŝů�ĚŽǁŶ�ƚŚĞ�ŬŝƚĐŚĞŶ͘�,Ğ�ĚŽĞƐ�ŝƚ�ďĞĐĂƵƐĞ�
ƚŚĂƚ�ǁĂƐ�ŚŽǁ�ŚĞ�ǁĂƐ�ƚƌĞĂƚĞĚ�ǁŚĞŶ�ŚĞ�ǁĂƐ�ĂŶ�ĂƉƉƌĞŶƟĐĞ�ĂŶĚ�ƚŚĞ�ĚŝƐŚĞƐ�
ĂůǁĂǇƐ�ŐĞƚ�ĚŽŶĞ͊Ϳ

�ĞĐĂƵƐĞ�/�ĐĂŶ͛ƚ�ĚŽ�ŝƚ�ĂŶǇ�ŽƚŚĞƌ�ǁĂǇ͘

dŚĞ�ďŽŽŬ�ZĞǁŽƌŬ͗��ŚĂŶŐĞ�ƚŚĞ�tĂǇ�zŽƵ�tŽƌŬ�&ŽƌĞǀĞƌ�ďǇ��ĂǀŝĚ�,ĞŝŶĞŵĞŝĞƌ�
,ĂŶƐƐŽŶ�ĂŶĚ�:ĂƐŽŶ�&ƌŝĞĚ�ŝƐ�Ă�ŐƌĞĂƚ�ĞǆĂŵƉůĞ�ŽĨ�ƚŚŝŶŬŝŶŐ�ĚŝīĞƌĞŶƚůǇ͘� /ƚ�ƚĞƐƚƐ�
ŽƵƌ� ƚŚŝŶŬŝŶŐ� ĂďŽƵƚ� ƚŚĞ�ǁĂǇ�ǁĞ�ǁŽƌŬ� ĂŶĚ� ŚĞůƉƐ� ƵƐ� ďĞĐŽŵĞ�ŵŽƌĞ� ĐƵƌŝŽƵƐ�
ĂďŽƵƚ�ĚŽŝŶŐ�ŝƚ�ĂŶŽƚŚĞƌ�ǁĂǇ͘�/ƚ�ĐŽŵĞƐ�ĨƌŽŵ�ƚŚĞ�ďƵƐŝŶĞƐƐ�ǁŽƌůĚ�ďƵƚ͕�ĂƐ�ĂůǁĂǇƐ͕�
ƚŚĞƌĞ�ŝƐ�Ă�ŚƵŐĞ�ĂŵŽƵŶƚ�ƚŽ�ůĞĂƌŶ�ĂďŽƵƚ�ǁŽƌŬŝŶŐ�ĚŝīĞƌĞŶƚůǇ�ďǇ�ůŽŽŬŝŶŐ�ŽƵƚƐŝĚĞ�
ŽƵƌ�ŽǁŶ�ďĂĐŬǇĂƌĚ͘�

KƚŚĞƌ�ƋƵĞƐƟŽŶƐ�ƚŽ�ŬĞĞƉ�ǇŽƵ�ĐƵƌŝŽƵƐ�ĂďŽƵƚ�ǇŽƵƌƐĞůĨ͗

tŚĂƚ�ŝƐ�ŵǇ�ƉƵƌƉŽƐĞ�ĨŽƌ�ĚŽŝŶŐ�ƚŚŝƐ�ũŽď͍

tŚĂƚ�ŵĂŬĞƐ�ŵĞ�ĐŽŵĞ�ĂůŝǀĞ͍

tŚĞƌĞ�ĚŽ�/�ƐĞĞ�ŵǇƐĞůĨ�ŚĞĂĚŝŶŐ͍

tŚĂƚ�ĂƌĞ�ŵǇ�ŐƌĞĂƚĞƐƚ�ĐŚĂůůĞŶŐĞƐ͍

/Ĩ� /� ůĞĂƌŶƚ� ƚŚĞ�ŵŽƐƚ�ƵƐĞĨƵů� ƚŚŝŶŐ� ƚŽĚĂǇ͕�ǁŚĂƚ�ǁŽƵůĚ� ŝƚ�ŚĞůƉ�
ŵĞ�ĚŽ͍

Ϯ͘� �ǆƚĞƌŶĂů��ƵƌŝŽƐŝƚǇ

ͻ� YƵĞƐƟŽŶ

,ĂǀĞ�Ă�ĐŽŶǀĞƌƐĂƟŽŶ�ǁŝƚŚ�ƐŽŵĞŽŶĞ�ǁŚĞƌĞ�ǇŽƵ�ĂƐŬ�ƐŽŵĞ�ƌĞĂůůǇ�ŐƌĞĂƚ�ƋƵĞƐƟŽŶƐ�
ƐŝŵƉůǇ�ƚŽ�ďĞ�ĐƵƌŝŽƵƐ͘�zŽƵ�ĐŽƵůĚ�ůĞƚ�ƚŚĞŵ�ŬŶŽǁ�ďĞĨŽƌĞŚĂŶĚ�ƚŚĂƚ�ǇŽƵ�ĂƌĞ�ƚƌǇŝŶŐ�
ĂŶ�ĞǆƉĞƌŝŵĞŶƚ�ǁŝƚŚ�ĐƵƌŝŽƐŝƚǇ͘�/�ƐƵŐŐĞƐƚ�ǇŽƵ�ĐŚŽŽƐĞ�Ă�ŵĞŶƚŽƌ͕ �ƉĞĞƌ�Žƌ�ĨƌŝĞŶĚ�
ƚŚĂƚ�ǇŽƵ�ŬŶŽǁ�ƋƵŝƚĞ�ǁĞůů͘�^ƚĂƌƚ�Ă�ĐŽŶǀĞƌƐĂƟŽŶ�ĂďŽƵƚ�ƐŽŵĞƚŚŝŶŐ�ŝŶ�ƚŚĞŝƌ�ůŝǀĞƐ͘�
�ƐŬ�ƚŚĞŵ�ƐŽŵĞ�ƋƵĞƐƟŽŶƐ�ƌĞůĂƟŶŐ�ƚŽ�ƚŚĞ�ƐŝƚƵĂƟŽŶ͕�ƚŚĞŝƌ�ĂĐƟŽŶƐ�Žƌ�ƌĞŇĞĐƟŽŶƐ͘
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ͻ� ZĞŇĞĐƚ

tŚĂƚ�ŚĂƉƉĞŶĞĚ͍�tŚĂƚ�ǁĂƐ�ŝŵƉŽƌƚĂŶƚ�ƚŽ�ƚŚĞŵ�ĂďŽƵƚ�ŝƚ͍�tŚĂƚ�ĚŝĚ�ƚŚĞǇ�ůĞĂƌŶ�
ĨƌŽŵ�ŝƚ͍�tŚĂƚ�ǁĞƌĞ�ƚŚĞǇ�ŚŽƉŝŶŐ�ƚŽ�ŚĂǀĞ�ĐŽŵĞ�ŽƵƚ�ŽĨ�ŝƚ͍

�ŽŶ͛ƚ�ƉĂƐƐ�ĂŶǇ�ũƵĚŐŵĞŶƚ�Žƌ�ŐŝǀĞ�ĂŶǇ�ƉŽƐƐŝďůĞ�ƐŽůƵƟŽŶƐ͘�ZĞŇĞĐƚ�ĂŌĞƌǁĂƌĚƐ�ďǇ�
ǇŽƵƌƐĞůĨ͕ �Žƌ�ƉĞƌŚĂƉƐ�ǁŝƚŚ�ǇŽƵƌ�ĐŽŶǀĞƌƐĂƟŽŶ�ƉĂƌƚŶĞƌ͕ �ĂďŽƵƚ�ǁŚĂƚ�ǇŽƵ�ůĞĂƌŶƚ�
Žƌ�ŚŽǁ�ǇŽƵ�ƐĂǁ�ƚŚĞ�ǁŽƌůĚ�ĚŝīĞƌĞŶƚůǇ͘

�Ğ�ŽŬĂǇ�ǁŝƚŚ�ƵŶĐĞƌƚĂŝŶƚǇ͘�dŚĞƌĞ�ŝƐ�Ă��ĞŶ�ƐĂǇŝŶŐ͗�͚,ŝŐŚ�ƵŶĚĞƌƐƚĂŶĚŝŶŐ�ĐŽŵĞƐ�
ĨƌŽŵ�ŶŽƚ�ƵŶĚĞƌƐƚĂŶĚŝŶŐ�Ăƚ�Ăůů͛͘

ϯ͘� dĞĂŵ��ƵƌŝŽƐŝƚǇ   

�ƵƌŝŽƵƐ�ƋƵĞƐƟŽŶƐ�ĨŽƌ�ƚĞĂŵƐ�ƚŽ�ŚĞůƉ�ďƵŝůĚ�Ă�ŐƌŽǁƚŚ�ŵŝŶĚƐĞƚ͗

tŚĂƚ�ĚŽ�ǁĞ�ďĞůŝĞǀĞ�ĂďŽƵƚ�ŚŽǁ�ƐƚƵĚĞŶƚƐ�ůĞĂƌŶ͍

tŚĂƚ�ĚŽ�ǁĞ�ďĞůŝĞǀĞ�ĂďŽƵƚ�ŚŽǁ�ĂĚƵůƚƐ�ůĞĂƌŶ͍

,Žǁ�ĚŽ�ǁĞ�ŝĚĞŶƟĨǇ�ƋƵĂůŝƚǇ�ƚĞĂĐŚŝŶŐ͍

/Ĩ�ǁĞ�ǁĞƌĞ�ƚŽ�ŝŵƉƌŽǀĞ�ĂŶǇƚŚŝŶŐ�ŽŶ�ŽƵƌ�ƚĞĂŵ͕�ǁŚĂƚ�ǁŽƵůĚ�ŝƚ�ďĞ͍

tŚĂƚ�ĂƌĞ�ƚŚĞ�ƚŚŝŶŐƐ�ǁĞ�ƐŚŽƵůĚ�ĚŽ�ŵŽƌĞ�ŽĨ͍�>ĞƐƐ�ŽĨ͍

tŚĂƚ�ƚŚŝŶŐƐ�ŚĂǀĞ�ǁĞ�ŝŵƉůĞŵĞŶƚĞĚ�ĂƐ�Ă�ƚĞĂŵ�ƚŚĂƚ�ŚĂǀĞ�
ŵĂĚĞ�ƚŚĞ�ďŝŐŐĞƐƚ�ŝŵƉĂĐƚ�ŽŶ�ƐƚƵĚĞŶƚƐ͍

tŚĂƚ�ǁŽƵůĚ�ŚĂƉƉĞŶ� ŝĨ�ǁĞ�͙� ;ĚŝĚ� ŝƚ�ŽŶ�dƵĞƐĚĂǇ͕�ŽŶůǇ�ĚƌĞǁ�
ƉŝĐƚƵƌĞƐ͕�ƐƚĂƌƚĞĚ�ďǇ�ĂƐŬŝŶŐ�ĂŶŽƚŚĞƌ�ƋƵĞƐƟŽŶ͕�ƉĂƵƐĞĚ�ďĞĨŽƌĞ�
ĂŶƐǁĞƌŝŶŐ͕�ĂƉƉƌŽĂĐŚĞĚ�ƚŚŝƐ�ĚŝīĞƌĞŶƚůǇͿ͍

�ŽƵůĚ�ǁĞ�ŐĞƚ�Ă�ĚŝīĞƌĞŶƚ�ŽƵƚĐŽŵĞ�ĚŽŝŶŐ�ƐŽŵĞƚŚŝŶŐ�ĞůƐĞ͍

,Žǁ�ĞůƐĞ�ĐŽƵůĚ�ǁĞ�ĚŽ�ƚŚĂƚ͍

,Žǁ�ǁŽƵůĚ�;ŝŶƐĞƌƚ�ŶĂŵĞͬƚĞĂŵͿ�ĚŽ�ƚŚĂƚ͍
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4.  COMPELLING ENVIRONMENT

�Z��zKh�,Kd͍

Walking through the streets of the city on a warm Friday or Saturday night 
is a great way to check out which restaurants are ‘hot’ at the moment. 

Lines stretch down the pavement outside those that are hot and don’t take 
bookings. Instead, you’re greeted with, ‘We’ll take your number – you should 

be okay in about an hour.’ Similarly, people with disappointed faces are turned 

�������������������������������������������������������������������ϐ�������
reservations already. 

Whatever the secret ingredients are – and you can be pretty sure there is 

great food and probably great service as well – there is something compelling 
about the space that people are drawn to. Word of mouth probably had a 
lot to do with it and perhaps great reviews and an aura of hip, high quality 

and/or adventurousness. And it’s not just new, shiny restaurants; discerning 

punters always return to the restaurants that give them what they are after. 

������������������������ϐ�����������������������������������������ǯ�����������
business. 

Compelling environments create an atmosphere that people want to be a part 

of. To build the learning intelligence of our schools, we need to understand 

compelling learning environments for adults as well as students. What 

compels people to be in a learning state? What sort of place encourages to 
people want to work, achieve and improve together?
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&ŝŐƵƌĞ�ϲ�ʹ��ƌĞ�zŽƵ�,Žƚ͍
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/Ɛ�ǇŽƵƌ��ŶǀŝƌŽŶŵĞŶƚ�,Žƚ�Žƌ�EŽƚ͍

dĂŬĞ� Ă� ŵŽŵĞŶƚ� ƚŽ� ƉĂƵƐĞ� ĂŶĚ� ƌĞŇĞĐƚ͘� tŚĂƚ� ĐŽŵƉŽŶĞŶƚƐ� ŵĂŬĞ� Ă� ůĞĂƌŶŝŶŐ�
ĞŶǀŝƌŽŶŵĞŶƚ� ĐŽŵƉĞůůŝŶŐ� ĨƌŽŵ�ǇŽƵƌ� ƉĞƌƐƉĞĐƟǀĞ͍� >ŝƐƚ� ƚŚŽƐĞ� ĂƌĞĂƐ� ƚŚĂƚ� ĚŽ� ŚĂǀĞ�
ŝŵƉĂĐƚ� ĂŶĚ�ŽƚŚĞƌ� ĂƌĞĂƐ� ƚŚĂƚ� ĂĐƟǀĞůǇ� ĚĞƐƚƌŽǇ� Ă� ƚŚƌŝǀŝŶŐ� ůĞĂƌŶŝŶŐ� ĞŶǀŝƌŽŶŵĞŶƚ͘�
tŚĂƚ�ĐƌĞĂƚĞƐ�ƚŚĞ�ďƵǌǌ�ĨŽƌ�ǇŽƵ͍�

&ŝŐƵƌĞ�ϲ�ƉƌŽǀŝĚĞƐ�Ă�ƚĞŵƉůĂƚĞ�ƚŚĂƚ�ĐĂŶ�ŐƵŝĚĞ�ǇŽƵ�ĂƐ�ǇŽƵ�ƌĞŇĞĐƚ͘

ENERGY

The energy in a school with a buzz is almost visible. When I ask people to 
articulate their understanding of this energy they talk about a sense of safety 

��� ��� ���� ����� ���� ȋ�����Ȍǡ� ��� ����������� ������ ���� ����� ���� �� ��������
enthusiasm to test their thinking and approaches to teaching and learning. 
There is also something about the way people with energy for team learning 
and collaboration hold their bodies, give eye contact, and in the quality of 

their tone. 

I have seen the energy get completely sucked out of the people in a room by 

the entrance of their leader. People literally shift in their chairs and pull away 

from connecting with this person. The discussion falters to a monosyllabic 
interaction if the leader’s energy is hostile and attacking. It swamps all hope 

of a thriving and compelling environment.

Sometimes you can feel this coming from one or two members of the group. 

They contribute generously to a corrosive environment! People do not want 

to share their opinions for fear of being ‘shot down or shut down’. In this case 
the whole group needs to take control and create clear individual and team 
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expectations and protocols. Taking this control requires courage and clear 

����������������������Ǥ�������������ϐ�����������������������������������������
with is when the leader is the problem.

Within a collegiate educator group everyone – either leader or member – has 

a professional responsibility to provide generative, collaborative energy that 

�����������������������ǡ�������������������Ǥ�������������ϐ���������������������
environment is a product of neglect and non-communication – distinctly non-

compelling. 

FUN AND POSITIVE INTENT 

Another part of a high-energy, positive environment 

is that people have some fun and enjoy themselves!

I spent Christmas night last year in the Emergency Department with my 
husband’s grandmother, who had broken both her wrists. As we waited for 

X-ray and CT-scan results to come back, I got the chance to observe the staff 

working in ED. Here it was, Christmas night, a full waiting room and beds full 
of people needing attention. And yet there was still a sense of humour around. 

One doctor had large Christmas bells in her ears. Not only could we hear her 
coming towards us, the bells also tinkled when she was on the other side of 

the department. Staff often had smiles on their faces and were making little 

jokes with patients to keep their spirits up. 

Wherever I am I tend to be 

drawn to watching the staff 

interact with one another – call 
it an occupational habit. The 
large ‘control’ areas of an ED 

have people moving in and out 

rapidly, checking computers and 

charts, making calls. I noticed an 

easy goodwill and humour. They 
shared light-hearted banter and 

showed basic respect: eye contact, 

moving out of one another’s way 

and speaking warmly even though 

the interaction may have been 
very quick.
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Cris Popp, an innovation and laughter expert based in Melbourne, quotes 

Victor Borge when he encourages more laughter and humour in organisations: 
‘Laughter is the shortest distance between two people’. This resonates in a 

group context as well. Teams laughing and sharing an easy humour build 

strong rapport and trust with each other. Cris works with organisations to 

tap into this. His approach helps teams build trust. 

Laughter is one of the most powerful team build/icebreakers because it 

involves a combination of positive affect and vulnerability. When we laugh, 
we are exposing ourselves, in a way that has a lot of positive hormones and 

other body chemicals associated with it. When we laugh in the presence of 

our colleagues and teammates, we are associating the state of feeling good, 
with that person – it is a powerful way to build trust.

Research into the impact of humour in leaders by the Hay Group in 2004 
found a number of studies outlining the effects of positive humour on the 

workplace. It also cited research linking humour and emotional intelligence 

with transformational leadership. Humour that is sarcastic or uses put-downs 
dressed as jokes is not a great indicator of a safe, trusting environment. That’s 

usually about a win/lose situation, with the joker doing all the winning.

While I am not suggesting that we should constantly be cracking jokes and 

playing pranks, we can come to our collaborative work and our collegiate 

interactions with a positive, light approach to what we are doing. Being able 
to make mistakes and learn from them requires a reasonable amount of levity, 

which says: ‘Oh well, that went belly up – what do we do now?’ Approaches 
that use humour and acceptance help us stay in a no-blame, action-oriented 

state.

In schools where the energy is not welcoming, fun or high in goodwill, 
some staff say, ‘We don’t have time for that stuff.’ However, the staff in the 

Emergency Department didn’t use that excuse. 

A SAFE ENVIRONMENT

�����ϐ�����������������������������������������������������������������������
effectively in an environment of perceived safety. Of course, this also has 

major implications for the classroom environment as well. In fact, nothing 

makes my blood boil more than seeing a teacher create a supposed ‘learning 

environment’ that is characterised by fear through belittling, ridiculing and 
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patronising their students. Seriously – how can we expect students to learn 

to their potential if their brains are in fear mode? Arrggh! Teachers like that 

should not be teaching. The same can be said for leaders.

If we are in a threat or fear state then our brain forces us to withdraw, retreat, 
��������� ��� ������� ����������Ǥ� ����������� ���� ������� ���� ϐ������� �����
����������������������ǡ�������ϐ�����������������������������������������������
survival instincts. By contrast, environments of safety create a reward state 
that increases the ‘feel good’ chemicals such as oxytocin and dopamine. Trust 

resides in a reward state, distrust in a threat state.

BUILDING SAFETY

Partnership Not Hierarchy

People size up their place in a hierarchy very quickly. Think of those times 

when new people come into your school, either short term or long term. 

When the new person arrives, members of the group can make them feel safe 

in a couple of minutes by smiling and inviting them in, creating a partnership 

status through their dialogue. Alternatively, they can put them into a threat 
simply by looking them up and down and not interacting with them at all. 

This can be the domain of the ‘clique’: the ‘in’ group, which threatens others’ 



��KDW�>>/E'��Es/ZKED�Ed

67

safety by ensuring their own perceived position is higher through various 

unconscious ways. 

Of course, if you’re the new person one of the best approaches to any group is 

���������������������������������Ǥ��������Ǧ�������������������Ǧ���ϐ�����Ǥ���ǡ����
the other hand, you’re part of a strong team, have a look around to see who 

might be on the periphery looking in. Invite them.

Choice

We all crave choice, from little choices to big choices. As humans we have an 
innate need to exert control over our environment. You may recognise people 

in your life for whom choice is very important. Take away their control or 

their choices and they step quickly into a threat response. A threat response 
can look like defensiveness, fear or withdrawal.

From a leadership perspective, when creating a learning environment for 
����� �����ǡ� ��������� ��ϐ�������� ��� ������ ���������������� ��� �� ���� ������� ���
safety. How could you increase their choice when introducing change or 

learning? Many schools embarking on peer observation have started out with 
every teacher identifying their learning needs, and their collaborators and 

mentors. This is a perfect example of giving control to the individual to help 
to create safety. 

WĂƩĞƌŶƐ�ŽĨ��ĞƌƚĂŝŶƚǇ�

Our brains crave these moments of predictability and reliability. People like, 
for example, to understand the intentions of the meeting they’re attending 
or have certainty around expectations of performance development plans. 

These help create certainty.
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CASE STUDY

Over the last few years I have worked on leadership and strategy with 

�������������� ����������������������� ȋ���Ȍ�������� ����������� ������Ǥ�
These organisations were created to help integrate the health system to 

provide better access to community health services, take the pressure 

off acute hospitals and for various other goals. 

In 2014, a review found a big variance in the success of these 

organisations. As a result the MLs were required to re-tender for their 
���������� ������ ���� �����ϐ��������� ���� ����������� ���� ���� ���������
that covered greater catchments. Of course this caused huge anxiety 

in the staff, as it decreased the certainty of their employment. Many 
MLs suffered from low morale, gossip and staff members seeking jobs 

elsewhere. They were in a threat state and not coping as resourcefully 
as possible.

The ML I was working with had a strong internal culture of excellence, 
was values-driven and was doing great work with the community 

creating opportunities for better health outcomes. After the 

announcement about the possible end of the funding, the CEO ensured 
her staff were given updates weekly. She shared as much as she could. 

She and her executive were honest about their expectations for the 
future and were proactive about ensuring that ongoing program staff 

were in an environment that was true to their values of respect and 
integrity. They allowed their staff as much certainty as was possible 

��������������ϐ�������������������Ǥ������������ǡ������������������������
many of their staff and these staff were better able to deal with the 

situation. When anyone did feel the need to move on, their endeavours 
���ϐ������������������������Ǥ

If you have managed closing or merging schools I am sure you will 

relate to the threat state that staff can go into as certainty decreases. 
Communication is the key to creating certainty. Even if you cannot 

create complete certainty, give them certainty about the process, the 

steps and the timeline, and communicate.
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&ƌŝĞŶĚ�Žƌ�ĨŽĞ͍�

‘Relatedness involves deciding whether others are “in” or “out” of a social 

group. Whether someone is friend, or foe.’ David Rock.

The research shows that in the absence of safe social interaction people will 

code you as foe before any other label. This judgment occurs in the blink of 

an eye. It’s unconscious. As a leader, if people are going to hear what I have 

to say, or be okay with me challenging their thinking or approach, I need to 

����������������������������������������������������Ǥ�ȋ���������������������
���� ���� �����ǨȌ������ ������������ ������� �����ǡ� �������������� ���� ����������Ǥ�
Safe learning environments are built on these elements. It is the domain of a 

strong tribe – feeling accepted, included and valued.

�ŽŶƚƌŝďƵƟŽŶ�ĂŶĚ�sĂůƵĞ

One of the comments I hear from staff exhibiting threat behaviours is that 

their contribution and skills are not valued or welcomed. They feel they 
have lost their voice, that they are no longer seen as important, contributing 

members of the team. Feeling appreciated and valued is a key ingredient of 

trust and creates an environment of safety.

SAFETY LEADS TO TRUST

The frontiers of brain research continue to add gravitas to what self aware 
leaders instinctively know – when there are high levels of trust in a team 
there are far higher levels of collaboration, exploration and problem solving, 

not to mention happiness!

Brain imaging shows clearly that when we trust, the prefrontal cortex – the 

���������� ������ Ȃ� ϐ������ ����� Ǯ����Ǧ����ǯ� ���������� ����� ��� ��������� ����
��������Ǥ��������������������������������ϐ�����ǡ�����������������������������ǡ�
learning, connection, strategic thinking and problem solving. We feel safe to 

be vulnerable, to expose our thinking and test our assumptions. When we 

distrust, the amygdala – a part of the brain’s emotional control system – closes 

down the secretion of the feel-good chemicals, causing us to feel uncertain, 

which can lead to a fear state. In this fear state the brain uses completely 
different sets of neural networks. 
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������� ��������� ���� ���������� ϐ�������� ���� �����ǡ� ����� ��� ��������� ����
��������������ǡ��������������������������������������������ǡ������������ȋ���
�������Ǧ����������Ȍ� ���������� ���� ������������������Ǥ���� ����� ��� ����� ���
less-than-positive conclusions and ‘bunker-down’ our thinking. We no longer 

feel safe and we code people as ‘foe’ rather than ‘friend’.

Leaders and team members I work with all see trust as paramount to the 
ability to deal with the complexity of the work, yet many are unsure about 

���������������������������������������������ϐ����������Ǥ�ȋ�����������������ǡ�����
����������������������������ǫȌ�������������������������������������ǡ�����������
to be vulnerable and ‘make the move’. We are also being held to ransom by 

our more primitive brain where the amygdala resides, becoming stressed, 
anxious and fearful. 

Small steps – it doesn’t take much to start the shift. Simply begin working 
with others in a way that honours you and them. Move away from ‘I’ thinking 

to ‘we’ thinking and start recoding those neural pathways from distrust to 

trust.  

�������������������������������ϐ������������������������������������������ǫ�

As much as possible we want staff to be in a reward state to enable learning, 
problem solving, collaboration and innovation. When people are in a threat 

state, the behaviours you may observe include withdrawal, refusing to 

contribute and little or no learning. Innovation and risk-taking are avoided as 
safer options are chosen to minimise the threat.

I don’t think it is hard to create a compelling, safe environment for adult 
learning. Everyone involved just needs to be more mindful about the creation 

and maintenance of it. We also need to take collective responsibility to do 

this.
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Trust Building 

&ŽůůŽǁ�ƚŚĞƐĞ�ĮǀĞ�ƐŝŵƉůĞ�ƟƉƐ�ŽŶ�ŚŽǁ�ǇŽƵ�ĐĂŶ�ŝŶĐƌĞĂƐĞ�ƚŚĞ�ƚƌƵƐƚ�ǁŝƚŚŝŶ�ǇŽƵƌ�ƚĞĂŵƐ�
ĂƐ�ǁĞůů�ĂƐ�ŇŽŽĚ�ǇŽƵƌ�ŽǁŶ�ďƌĂŝŶ�ǁŝƚŚ�ƚŚĞ�ƌŝŐŚƚ�ŬŝŶĚƐ�ŽĨ�ĐŚĞŵŝƐƚƌǇ͊

ϭ͘� �ŝƐĐŽǀĞƌ  
�ƐŬ�ƋƵĞƐƟŽŶƐ�ƚŽ�ĚŝƐĐŽǀĞƌ�ŵŽƌĞ�ĂďŽƵƚ�ǁŚĂƚ�ǇŽƵƌ�
ƉĞŽƉůĞ�ƚŚŝŶŬ�ĂŶĚ�ŚŽǁ�ƚŚĞǇ�ƐĞĞ�ƚŚĞ�ǁŽƌůĚ͘� 
�Ğ�ŐĞŶƵŝŶĞůǇ�ĐƵƌŝŽƵƐ�ƚŽ�ĮŶĚ�ŽƵƚ�ƚŚĞŝƌ�ŽƉŝŶŝŽŶƐ͘

Ϯ͘� �ƉƉƌĞĐŝĂƚĞ  

EŽƟĐĞ�ĂŶĚ�ƚĂůŬ�ǁŝƚŚ�ǇŽƵƌ�ĐŽůůĞĂŐƵĞƐ�ĂďŽƵƚ�ǁŚĂƚ�ǇŽƵ�
ĂƉƉƌĞĐŝĂƚĞ�ĂďŽƵƚ�ƚŚĞŵ͘

ϯ͘� �Ěŵŝƚ  
�Ěŵŝƚ�ǁŚĞŶ�ǇŽƵ ƌ͛Ğ�ǁƌŽŶŐ�ʹ�ĂŶĚ�ŚŽǁ�ǇŽƵ͛ǀĞ�ůĞĂƌŶƚ�Žƌ�
ĂƌĞ�ůĞĂƌŶŝŶŐ�ĨƌŽŵ�ŝƚ͘

ϰ͘� �ǀŽůǀĞ  

'Ğƚ� ƌŝĚ�ŽĨ�ďůĂŵĞ�ĂŶĚ� ũƵƐƟĮĐĂƟŽŶ� ůĂŶŐƵĂŐĞ�ǁŚĞŶ�ǇŽƵ�
ƐƉĞĂŬ�ǁŝƚŚ�ŽƚŚĞƌƐ͘�dĂŬĞ�ƌĞƐƉŽŶƐŝďŝůŝƚǇ� ĨŽƌ�ǇŽƵƌ�ĂĐƟŽŶƐ�
ĂŶĚ�ĂƉƉƌŽĂĐŚĞƐ͘

ϱ͘� �ůŝŐŶ 
�Ž�ǁŚĂƚ�ǇŽƵ�ƐĂǇ�ǇŽƵ�ǁŝůů�ĚŽ.
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&ŝŐƵƌĞ�ϳ�ʹ��ŽůůĂďŽƌĂƟŽŶ��ŽŶƟŶƵƵŵ
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COMPELLING ENVIRONMENTS ARE COLLABORATIVE

�ŽŶ͛ƚ�DŝƐƚĂŬĞ��ŽŽƌĚŝŶĂƟŽŶ�ǁŝƚŚ��ŽůůĂďŽƌĂƟŽŶ

Teachers with a rich professional development culture understand that 

collaboration doesn’t just happen in meetings. Collaboration occurs in peer 

observation, peer feedback and critical observation when there is a teasing 
out of approaches and beliefs about student learning. There is collaboration 

when a number of people involved in a student’s learning talk together and 
learn from each other about the best course of action to assist the student’s 
growth and wellbeing. Collaboration is not just the sharing of knowledge; it 

is the creation of something more.

Figure 7 outlines a framework for you to assess how expansive your 

collaboration is. It ranges from co-existence through to collective capacity 
and shows where the underlying focus lies – is it to maintain the current 
state, to produce output, or to design and evolve practice?

^ĞĞ�ZŽĂĚďůŽĐŬƐ�ĂƐ�KƉƉŽƌƚƵŶŝƚǇ�ĨŽƌ��ŽůůĂďŽƌĂƟŽŶ

Divergence of opinion and ideas is critical for new and 
inspiring ways of thinking and working. Professionals 

���� ������ ���� ������������ ��� �������� ���� ��ϐ�����
on past learning, their needs and possible future 

directions.

Sometimes in education we are too nice. There is 
often a preference to ‘play nice’, to maintain the surface harmony, so we put 
the perceived roadblocks in the too-hard basket. Growth mindset, however, 

���������������������������������������������������ǡ�����Ǧϐ�������������������
can achieve in discussing and solving problems the more we learn. This helps 

us evolve our ways of thinking and working. Enabling this evolution requires 
processes that explore our perspectives and ideas, help us design and 
develop solutions, and clarify our future direction. We also need to see it as 

an opportunity rather than something to be avoided for the sake of harmony.

I remember reading an article years ago by a principal in an educational 

magazine asking the rhetorical question: ‘Is there something not quite right 
about 500 teachers in an auditorium sitting and listening for a whole day 

about differentiating learning?’ Often our default position in meetings is 

one person talking and directing the meeting, with everyone else listening. 
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It’s a one-way, didactic interaction – a download of information that doesn’t 

necessarily progress ideas or understanding. We don’t do that in the 
classroom – or shouldn’t – so why do we do it to ourselves as professional 

learners? Dynamic professional learning communities have a real buzz – the 

conversations are energetic, engaging and dynamic. The energy in the room 

crackles and the input is robust and empowering. People are asked critical 
questions and the emergent thinking is captured through various processes.

Trialing new ways of working in these times of increasing speed and 
complexity, requires us to be able to ‘fail fast’ and not see failure as a road 

block. To do this, we have to access feedback and evaluate as we go along. 

Just as we are moving to more formative assessment in the classroom, so 
too should we be testing our actions regularly, rather than waiting until the 

end of the implementation phase. A strong feedback loop through the ‘design’ 
��������������������������������������������������������������������ϐ��������
approach to trying innovative ideas.

CREATE YOUR OWN MASTER STOCK��

If you are a lover of Asian foods, you may have eaten dishes created through 

the use of a master stock. A master stock is a luscious, rich concoction full 

������������ǡ��������������������� ϐ�������� ��������������������������������
hours. Ingredients such as star anise, cassia bark, Szechuan peppers, garlic 

and ginger are put into a huge pot with soy, water and cooking wine. It is used 

for poaching meat or poultry.

The secret to the most amazing master stock is not to throw it out when it has 
been used, but to carefully store it and use it as the basis of the next master 

stock. After it has been used it is boiled, skimmed and strained, then cooled 

quickly. Some master stocks have been handed down through generations in 

�����������ǡ�����������������������ϐ��������������������������������Ǩ

A few years ago I had the good fortune to work for a number of years in my 
brother-in-law Teage’s restaurant, as business manager. During this time I 

���� ϐ�������������������������������� ����������������������ǡ�������������
spice, aromatics and liquid. This master stock, which is the foundation of 

a number of the dishes the restaurant is famous for, was started when the 

restaurant opened 15 years ago. Teage’s perspective on the master stock 
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is that you have to get to know it to know how to improve it. The process 

requires patience and nurturing. He sees it as a living and working organism 
that never sleeps. 

Collaboration in schools is like creating a master stock. The skills, experiences 

and ‘school memory’ of the staff who have been in the school for a long time 

are the foundation of the stock. For collaboration to be meaningful and fruitful 
there should be real valuing of what’s gone before and how the journey of 

the school has created the now. But just as important, and adding to the 
complexity, is the addition of new staff, new experiences and expertise. Along 

with this comes new thinking by all involved. Artful leaders understand how 

to carefully and lovingly stir these into the existing culture and build the 
depth and strength of the professional community.

A wise group of teachers working through their collaborative practices in a 
workshop recently noted that just as it was crucial to know their students 

individually – to be providing high quality, targeted teaching and learning – it 

was also important to know each other in an expansive and deep way. This 
knowing leads to a more authentic use of each other’s skills and taps into the 

beliefs driving their work together.

The other great quality about such a richness and depth to your professional 

learning group is that if you happen to add one wrong ingredient the strength 

of the others will make sure it doesn’t affect the whole dish.

For collaboration to work, we need to believe that collaborating is a better 

than individuals plugging away at tasks on their own. If people collaborate 
on solving a shared problem or creating a new way of doing something, the 

solution is far more likely to succeed and the commitment to apply it will be 

more evident. Collaboration creates a wave of momentum that seeks to solve 
�������������������ϐ��������������������������������������������������������������Ǥ

A synergy happens when people’s voices are heard. Great ideas are picked up 
and piggy-backed on; there is a willingness to try, to see if something works, 

and a commitment as a group to monitor the effectiveness. Some assumptions 

that help with this belief are:

Ȉ� People want to solve the problem

Ȉ� There is goodwill in the room

Ȉ� We have the right processes to get us to our desired outcomes.
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Even though the assumptions might not be completely true at the outset, 

they allow for us to be on the lookout for behaviours that will help create the 
environment we are after.

COLLABORATIVE TOOLS

Excellent collaborative processes such as World Café and Open Space 
Technology are deliberatively designed to cut through the usual barriers 

to fruitful discussion. The way to use these dynamic processes is well 
documented on websites such as worldcafe.org, openspaceworld.org and in 

Open Space Technology by Harrison Owen. These processes set up groups to 

explore different opinions and approaches to issues, rather than seeing them 

as roadblocks. 

World Café is based on asking critical and relevant open-ended questions, 
which are then explored by the group through a series of conversations. Open 

Space is more radical and is a process I love to be a part of. An over-arching 

question or statement is posed – for example, ‘Our School in 2025’ or ‘How 
Do we Achieve our Vision?’ The agenda for the time together is then created 

through individual people posting session discussions they’d like to explore 
�����������������������������������Ǥ�������������Ǧϐ����������������������������
that has amazing and surprising outcomes. There is ceremony to it and an 

honouring of all the participants in the room. In my experience it is not used 
much in education in Australia, which is a pity as it taps into the passions, 

energy and internal momentum of a group, which is so much more effective 

���������������������ϐ�����������Ǥ

sŝƐƵĂů��ŽůůĂďŽƌĂƟǀĞ�dŽŽůƐ

John Medina, in Brain Rules: 12 Principles for Surviving and Thriving at Work, 
Home, and School, talks about the ability of the brain to remember 65 per 

cent of information when it is presented with images and words, compared 
to a paltry 13 per cent with just words. Of his 12 principles for surviving 

and thriving, Rule No. 10 is Vision trumps all senses. Medina takes us through 

the way the brain uses visual receptors to make sense of the world. He also 

outlines the importance of visual input for memory: 

Put simply, the more visual the input becomes, the more likely it is to be 
recognized – and recalled. The phenomenon is so pervasive, it has been 
given its own name: the pictorial superiority effect, or PSE.
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In the average team and staff meeting, 

how much time do you spend using visual 
language to help deepen the understanding 

or the learning? Imagine the shift simply by 

doing more of this. Infographics are a great 

example of capturing interesting information 
in a dynamic and engaging way. There are 

some great websites and apps templates for 
dropping in data and information to suit your 

needs. School resource areas are usually full 

of a range of thinking tools that can be used 
to guide and focus discussion and direction 

during professional dialogue.

In the Sir Ken Robinson Changing Education 
Paradigms YouTube video with RAS Animate, his speech is overlaid onto an 

animated visual journey that unfolds as he speaks. There have been over 
twelve-and-a-half million views of this clip, many of them to a room full of 

education staff. Graphic recording or facilitating in an education setting is 
always a hit. And for the record, if you’re wondering, the Sir Ken Robinson 

animation was not done in real time, but created in the studio with a camera. 

The main point of course is the impact of this type of learning. It taps into the 
way our brains take on and retain information. Visual information remains in 

our memory for a far greater length of time than just words.

As a graphic facilitator I use visuals, either images or templates, to capture 

the learning while a group is working. The important parts of the discussion 

or learning models are caught and not passed by or avoided. Not only that, 
they are put up for all to see. This also means that important images and 

metaphors are used visually rather than just in speech. The infographic 
charts are often revisited in later sessions, which means the learning is not 

lost and the commitment to action is right in front of people.

���������� �������� ��� �� ������ ȋ�Ǥ�Ǥ� ���� ����� ������ ������ ����� ����� ����� ��
steep road, but we are over the top of the mountain now; we’re really taking 
�����������������ǡ������������������������������Ȍ�����������������������
resonance and can enhance the language around a commitment to a course 

of action. The meaning a group attributes to a metaphor can unlock a very 

rich conversation in which deeper meaning and understanding is accessed 

and explored. 

Asking a group or individual to ‘tell me more’ unearths perspectives not 

Even though the assumptions might not be completely true at the outset, 

they allow for us to be on the lookout for behaviours that will help create the 
environment we are after.

COLLABORATIVE TOOLS

Excellent collaborative processes such as World Café and Open Space 
Technology are deliberatively designed to cut through the usual barriers 

to fruitful discussion. The way to use these dynamic processes is well 
documented on websites such as worldcafe.org, openspaceworld.org and in 

Open Space Technology by Harrison Owen. These processes set up groups to 

explore different opinions and approaches to issues, rather than seeing them 

as roadblocks. 

World Café is based on asking critical and relevant open-ended questions, 
which are then explored by the group through a series of conversations. Open 

Space is more radical and is a process I love to be a part of. An over-arching 

question or statement is posed – for example, ‘Our School in 2025’ or ‘How 
Do we Achieve our Vision?’ The agenda for the time together is then created 

through individual people posting session discussions they’d like to explore 
�����������������������������������Ǥ�������������Ǧϐ����������������������������
that has amazing and surprising outcomes. There is ceremony to it and an 

honouring of all the participants in the room. In my experience it is not used 
much in education in Australia, which is a pity as it taps into the passions, 

energy and internal momentum of a group, which is so much more effective 

���������������������ϐ�����������Ǥ

sŝƐƵĂů��ŽůůĂďŽƌĂƟǀĞ�dŽŽůƐ

John Medina, in Brain Rules: 12 Principles for Surviving and Thriving at Work, 
Home, and School, talks about the ability of the brain to remember 65 per 

cent of information when it is presented with images and words, compared 
to a paltry 13 per cent with just words. Of his 12 principles for surviving 

and thriving, Rule No. 10 is Vision trumps all senses. Medina takes us through 

the way the brain uses visual receptors to make sense of the world. He also 

outlines the importance of visual input for memory: 

Put simply, the more visual the input becomes, the more likely it is to be 
recognized – and recalled. The phenomenon is so pervasive, it has been 
given its own name: the pictorial superiority effect, or PSE.
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�������������������������������������������������������ϐ�������������������
group forward in a motivated and focused way. Some images and metaphors 
stay with staff groups for years, as they see them as a touchstone for a new 

direction in their journey. 

Sam Kaner is a highly regarded facilitation expert who works globally with 
all types of groups. His perspective on public commitment is, ‘I can’t believe a 

group of people can come to a decision that is not written out and displayed in 
a public way’. The sign shown here was drawn by Lynn Carruthers, President 

of the International Forum of Visual Practitioners at the IFVP conference in 

New York in 2013. Large action plans and roadmaps showing the milestones 
for implementing new programs or initiatives on the staffroom wall remind 
everyone of what they have committed to.

Whenever I work with groups – small or large – I use visual collaborative 

tools. They’re an easily created tool, especially in a school environment where 

paper, whiteboards and markers are within easy reach. So many teachers are 

incredibly creative, there is usually someone who will pick up a marker and 
start off.

&ŝŐƵƌĞ�ϴ�ʹ�^Ăŵ�<ĂŶĞƌ



��KDW�>>/E'��Es/ZKED�Ed

79

Visuals also help simplify the complex. Often, while using large visual 

templates to capture discussion, a point arises when the whole group will 

‘see’ exactly what they need to be focusing on, because it has come out so 
strongly through the process. This is especially true when great dialogue 
occurs through the process, allowing for patterns to emerge and deeper 

articulation of perspectives.

Visual collaborative tools help us move away from linear learning to integrative 
learning. They provide us with pointers to frame our thinking. Well-crafted 

questions then allow for positive, robust discussion. They give permission for 
strengths to be highlighted as well as challenges to be discussed in a useful, 

accountable way rather than a ‘whinge-fest’.

Our need for strong collaboration to increase student outcomes has never 

been more pressing. Increasing complexity in the world demands that we 

be more innovative in the way we work and mindful that the way we work 
is having an impact on student outcomes. We need to be relentless in our 

����������� ϐ������������������������������������������������������ǡ������ǡ�
design and plan what we do in schools.

�������������������������������������������������������ϐ�������������������
group forward in a motivated and focused way. Some images and metaphors 
stay with staff groups for years, as they see them as a touchstone for a new 

direction in their journey. 

Sam Kaner is a highly regarded facilitation expert who works globally with 
all types of groups. His perspective on public commitment is, ‘I can’t believe a 

group of people can come to a decision that is not written out and displayed in 
a public way’. The sign shown here was drawn by Lynn Carruthers, President 

of the International Forum of Visual Practitioners at the IFVP conference in 

New York in 2013. Large action plans and roadmaps showing the milestones 
for implementing new programs or initiatives on the staffroom wall remind 
everyone of what they have committed to.

Whenever I work with groups – small or large – I use visual collaborative 

tools. They’re an easily created tool, especially in a school environment where 

paper, whiteboards and markers are within easy reach. So many teachers are 

incredibly creative, there is usually someone who will pick up a marker and 
start off.

&ŝŐƵƌĞ�ϴ�ʹ�^Ăŵ�<ĂŶĞƌ

&ŝŐƵƌĞ�ϵ�ʹ�tŚǇ�tŽƌŬ�sŝƐƵĂůůǇ͍
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A Note on PowerPoint Purgatory

Picture a room full of people waiting to be illuminated by the expert at the 

front of the room. The expert starts speaking by launching into a detailed 
analysis of their favourite subject, turning at a 45-degree angle between the 

audience and the screen. Up on the screen are slides and slides of … words … 

���ʹʹǦ�����������ȋ�������ǡ�Ǯ���������ǯ�������������ϐ�����ǨȌǤ��������������ǯ�������
turns further towards the screen to read. Ten slides later, up pops a graph 

ȋǮ�������ǡǯ����������Ǥ�Ǯ���������ǨǯȌǤ����ǡ���Ǥ����������������ǣ�Ǯ��������������ǯ��
read this, but it basically says … ’ and the droning continues.

What a waste! If you have to use PowerPoint, use it to engage. Use meaningful 
visuals and impactful segues in your presentation. We are becoming more 

and more enlightened as to how to use PowerPoint effectively. Steve Jobs was 
an expert, and there are many other useful examples. TED Talks are a great 

way to see highly effective use of PowerPoint or Keynote. Seth Godin and 
Malcolm Gladwell use them particularly well.

Donna McGeorge, an expert in training educators and trainers in facilitating 

dynamic sessions, has written a book called The Pen Is Mightier Than The 
Slide�������������������������������������������������ϐ�����������������������
to co-create with the people in the room. The title says it all about the main 
idea of the book. If you are addicted to PowerPoint, see donnamcgeorge.com 

for a dose of inspiration.



��KDW�>>/E'��Es/ZKED�Ed

81

Graphic Recording

Another visual dimension of my work that I love is graphic recording. I 

stand at the side or back of a room and ‘record’ the essence of a speaker’s 
presentation or the discussion in the room. Not recording with a microphone, 

but drawing and writing on a large sheet of paper. The idea is that I capture 

the main points and ‘a-ha’ moments in the room in a visual, dynamic and 

engaging way. The thing I love most about recording is the number of people 

who come up and say, ‘Oh, that is just how I learn best. You’ve captured what 
I heard.’

I was privileged to graphically record John Medina when he was the keynote 

�������� ��� ���� ���������� �������� ��� ������������ �������� ȋ����Ȍ� ���������
conference in 2014 in Melbourne. He was speaking on bringing the science of 

learning together with the practice of learning. He has a strong message for 
increased learning. He presented research and, in his inimitable, fabulous, 
����������������ǡ�����������ǡ�Ǯ
��������������������������������������ǯǤ�ȋ��������
him if you haven’t seen him – he has highly relevant research and approaches 

��������������������������������������������ǤȌ�

Research shows that exercise impacts our executive function, particularly the 
self-regulation and cognitive control area of our brain. Exercise is one of the 
biggest indicators of success in learning, business and life. If you want to see 

his presentation as a graphic chart, done in real time on the stage as John was 

presenting, go to my website: traceyezard.com.

I have worked with a number of schools that have started graphically 

capturing whatever is being presented to them. Many teachers have jumped 
at the chance to use colour and form to represent the ideas in a different 

way from just using ballpoint and lists. One of my colleagues in the US, Lynn 
Kearny, calls using visuals ‘increasing the size of the mental desktop’. Let’s 
face it, with life as fast and complex as it is, any help is gratefully accepted.

Figure 10 gives an example of the capture of a keynote address by Richard 
Gerver talking on edupreneurship at the ACEL national conference.
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More Tools

On the following pages are a few examples of collaborative tools you can use 

��� ���� �������� ������ ������ �������� ������ ȋ����ǡ������ǡ� �����������Ȍ� �����ǡ�
De Bono’s Thinking Hats and SWOT analysis. When you look at them, you 
will notice at least one thing. They are incredibly simple yet serve to take 

���� ����������� ���� ��ϐ�������� ������� ����� ���� �������� ���������� ������ ����
caught up in. The tools can also provide a process to guide you through the 

discussion rather than meandering all over the place. You can use them A3 

size on a table, or on the wall or whiteboard large scale. Use your professional 

judgment when deciding whether to have smaller or large group discussions, 
or a combination.

&ŝŐƵƌĞ�ϭϬ�ʹ�ZŝĐŚĂƌĚ�'ĞƌǀĞƌ͕ ����>��ŽŶĨĞƌĞŶĐĞ�ϮϬϭϰ
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Journey Map
Use this as a fun way to share the story of the school in small groups. Put 
the maps up on the walls and do a gallery walk around them at the end to 

discuss differing perspectives, key events, major themes. Print them on A2 or 

bigger, or draw them yourself on large paper. Encourage further discussion 

������ϐ�������Ǥ������������������������������������������������������������Ǥ

�ƌŝƟĐĂů�/ŶĐŝĚĞŶƚ�DĂŶĂŐĞŵĞŶƚ�&ůŽǁĐŚĂƌƚ
This is an example of how you can map an issue to plan your approach. Any 

����������������������������������������������������������������������������ϐ���ǡ�
depending on what you want out of the conversation. ‘Present state’ allows you 
to discuss with your team the realities of the now with the ‘desired state’ being 

the place to capture what would be in evidence if you reached your vision.

DĞ�ʹ��ƵŝůĚŝŶŐ��ŽŶŶĞĐƟŽŶ
Use this in a newly formed team situation to deepen understanding, empathy 

and knowledge of skills and motivation. Every person creates a large poster 
��� ����������� ����� ���� ��������� ������� ȋ������� ����������ǨȌǤ� ������������
then share this with the group. The group asks questions of the individual 

that further unpack the chart. This activity is also great for getting people to 
value each other more and appreciate skills. 

�ĞƐŝŐŶ�dŚŝŶŬŝŶŐ
This basic template is simply about bringing people’s thinking into the 

light and articulating it clearly through the ideation process. It can be used 

individually, in small groups or as a large template. Include words and images. 
There is nothing rocket science-y about this approach – just a way for us to 
���������������������������ϐ����������������������������������������Ǥ

WƌŽũĞĐƚ�WůĂŶŶŝŶŐ
This template allows everyone to see at a glance the purpose of your project, 

who’s involved and your key steps. Create this large scale as a blank canvas 

and co-create your plan together. Keep it visible during the project; add 
comments and insights along the way to keep it living.

dĞĂŵDĂŶŝĨĞƐƚŽ�
��������������������������������������������������������Ǥ���ϐ������������������������
goes into these types of documentation far richer than a list of boring ‘we wills…’
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&ŝŐƵƌĞ�ϭϮʹ��ƌŝƟĐĂů�/ŶĐŝĚĞŶƚ&ŝŐƵƌĞ�ϭϭ�ʹ�:ŽƵƌŶĞǇ�DĂƉ
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&ŝŐƵƌĞ�ϭϮʹ��ƌŝƟĐĂů�/ŶĐŝĚĞŶƚ&ŝŐƵƌĞ�ϭϭ�ʹ�:ŽƵƌŶĞǇ�DĂƉ
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&ŝŐƵƌĞ�ϭϯ�ʹ�DĞ &ŝŐƵƌĞ�ϭϰ�ʹ��ĞƐŝŐŶ�dŚŝŶŬŝŶŐ
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&ŝŐƵƌĞ�ϭϯ�ʹ�DĞ &ŝŐƵƌĞ�ϭϰ�ʹ��ĞƐŝŐŶ�dŚŝŶŬŝŶŐ
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&ŝŐƵƌĞ�ϭϲ�ʹ�dĞĂŵ�DĂŶŝĨĞƐƚŽ&ŝŐƵƌĞ�ϭϱ�ʹ�WƌŽũĞĐƚ�WůĂŶŶŝŶŐ
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&ŝŐƵƌĞ�ϭϲ�ʹ�dĞĂŵ�DĂŶŝĨĞƐƚŽ&ŝŐƵƌĞ�ϭϱ�ʹ�WƌŽũĞĐƚ�WůĂŶŶŝŶŐ
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&ŝŐƵƌĞ�ϭϳ�ʹ�dĞĂŵ��ŐƌĞĞŵĞŶƚ
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^,�<��/d�hW�ʹ��KDW�>>/E'��Es/ZKED�Ed^�,�s��s�Z/�dz

How many meetings have you been stuck in that you either felt like throwing 

something in frustration or falling asleep through boredom?

Meetings don’t need to be boring or frustrating but will continue to be unless 

they are run differently. Meetings in schools with the buzz are different for a 

whole range of reasons sprinkled throughout this book. There are so many 

easy ways to keep your colleagues awake and engaged. Here are some:

Doodle���

The action of doodling is incredibly inspiring for many people. 

Encourage it by putting out paper and coloured textas. Research 

has shown that people who doodle when they are listening are 

more able to recall the information they are listening to. If you 
are a doodler, I am sure you have been at the receiving end of 

a withering look from the person running the meeting. Doodle on! I say. And 

perhaps educate them as to the latest research that shows you are taking in 
perhaps even more information than others. 

Many teachers love colour and love having a marker in their hands. It’s a 
great way to mix up a meeting or session. It’s inspiring when people who love 
making models or metaphors get a hold of a good bunch of coloured markers.

Move

Use the kinaesthetic mode. Get up and work together on the walls or on the 
�������ȋ�����������������������ǨȌǤ������������������ϐ������������������������ǡ�
go for a wander around the school and school grounds in pairs or threes for 

10 minutes, discussing it and coming back with your thoughts ready to be 

articulated. If it’s a beautiful day, have your meeting outside.

Engage your Brain

Juggling balls are a great way to get your brain going 

when it’s stuck. Brain Gym is another great way to get 

the neurons moving. One of my favourites to get people’s 

brains moving is to get them to stand, put their left foot out 

in the air slightly, and raise their left hand. I get them to 
draw a six from the top in the air with their hand and then 
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turn their foot in a clockwise direction. It’s a bit like rubbing your stomach in 

a circle while tapping your head, but more fun. This just helps to shake things 
up a bit and generally increases the resourcefulness in the room if the energy 

is a bit low.

Use the Space

Use the space and the bodies in the room to indicate levels of agreement or 

commitment. Here’s an example:

‘Let’s make a physical line in the room – put yourself on the end if you feel 

completely ready to go ahead with this direction, in the middle if you still 

need some convincing or at the start if you are dead against it.’ 

�������������������������������������������������������Ǥ���ϐ����������������
have quite deep, powerful and transparent discussions when they are 
standing and articulating the reasons for their positions – and there is a 

distinct amount of trust and honesty displayed. For some reason the energy 

standing and discussing in an informal way helps to create the safety for 
exploration.

I was running a leadership program in a secondary school a few years ago. 
After a few sessions we moved out of our usual classroom, which was in the 

ϐ�������Ǧ��������������������ǡ��������������������������������Ǥ

���������������ǡ�����������������������������������ϐ�������������������	������ͳͺ.  

&ŝŐƵƌĞ�ϭϴ�ʹ��ŽŶĚƵĐŝǀĞ�ƚŽ��ŽůůĂďŽƌĂƟǀĞ�>ĞĂƌŶŝŶŐ͍�
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Thinking the room was set up for some pretty head-down, individual skill- or 

�������Ǧ��������������������ϐ�������ǡ�������������������������������������������
���������ϐ���������Ǥ�������� ���� �������������ǡ� Ǯ����� ��� ������ ������� ���������
regular maths faculty meeting’.

I was a bit gobsmacked! Apparently the maths faculty head always wanted it 

set up this way. He would come in and sit at the front, facing everyone, speak 
�������ǡ���������������ǡ������������������ȋ������������������������������
����������������������Ȍ��������������������������������Ǥ���������������������
members sat up the back on their laptops doing work – or something. The 

diagram of the table setup shown is not conducive to strong collaborative or 

robust discussion! And I bet there was little or none of that going on. 

It would be really interesting to unpack the mindset and beliefs the faculty 

head has about professional, collegiate learning. In your own setups, have 
another look at the space then think about how to create a collaborative, 

thriving, professional team. Go from there.
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Changing the Environment 

tŚĞŶ�ŝƚ�ĐŽŵĞƐ�ƚŽ�ĐŚĂŶŐŝŶŐ�ƚŚĞ�ĞŶǀŝƌŽŶŵĞŶƚ�ĨŽƌ�ǇŽƵƌ�ŵĞĞƟŶŐƐ͕�ƚŚĞƌĞ�ĂƌĞ�Ă�ĨĞǁ�
ĞĂƐǇ�ƚŚŝŶŐƐ�ƚŽ�ƉƵƚ�ŝŶ�ƉůĂĐĞ͗

ͻ� DŽǀĞ�ǀĞŶƵĞƐ�

hƐĞ� ƉůĂĐĞƐ� ƚŚĂƚ�ǁŝůů� ĞŶĐŽƵƌĂŐĞ� ƋƵĞƐƟŽŶƐ� ĂďŽƵƚ� ůĞĂƌŶŝŶŐ� ŝŶ� ƚŚĂƚ� ƐƉĂĐĞ�
ʹ� ŝƚ͛Ɛ�Ă�ŐƌĞĂƚ�ĚŝĂůŽŐƵĞ�ĞŶŚĂŶĐĞƌ͘ ��ŽŶ͛ƚ�ŐĞƚ�ƐƚƵĐŬ�ŚŽůĚŝŶŐ� ŝƚ� ŝŶ�ƚŚĞ�ƚĞĂŵ�
ůĞĂĚĞƌ�Žƌ�ĨĂĐƵůƚǇ�ŚĞĂĚ͛Ɛ�ƐƉĂĐĞ͘�'Ž�ƚŽ�ƚŚĞ�ůŽĐĂů�ĐŽīĞĞ�ƐŚŽƉ�ĨŽƌ�ĂŶ�ĞĂƌůǇͲ
ŵŽƌŶŝŶŐ�ŵĞĞƟŶŐ�Žƌ�ĂŌĞƌ�ƐĐŚŽŽů͘

ͻ� ^Ğƚ�ƵƉ

^Ğƚ� ƵƉ� ƚŚĞ� ĨƵƌŶŝƚƵƌĞ� ƐŽ� ǇŽƵ� ĐĂŶ� ĞĂƐŝůǇ� ĐŽŶǀĞƌƐĞ� ŝŶ� Ă� ŶŽŶͲŚŝĞƌĂƌĐŚŝĐĂů�
ŵĂŶŶĞƌ͘

ͻ� �ƌŝŶŐ�ĨŽŽĚ͊

�ŌĞƌ�Ă�ůŽŶŐ�ĚĂǇ�ŽĨ�ƚĞĂĐŚŝŶŐ͕�Ă�ƉŝĐŬͲŵĞͲƵƉ�ŝƐ�ĂůǁĂǇƐ�ŐŽŽĚ͘�dƌǇ�ĨŽƌ�ŶƵƚƌŝƟŽƵƐ�
ƐŶĂĐŬƐ�ƌĂƚŚĞƌ�ƚŚĂŶ�Ă�ƐƵŐĂƌ�ĨĞƐƚ͕�ƚŚŽƵŐŚ͘�^ƵŐĂƌǇ�ĨŽŽĚƐ�ƚĞŶĚ�ƚŽ�ůĞĂǀĞ�ǇŽƵ�
ǁĂŶƟŶŐ�ŝŶ�ϯϬ�ŵŝŶƵƚĞƐ�Žƌ�ƐŽ͘

ͻ� WƌŽĐĞƐƐĞƐ

'Ğƚ� ƉĞŽƉůĞ� ǁŽƌŬŝŶŐ� ŝŶ� ƐŵĂůůĞƌ� ŐƌŽƵƉƐ� Žƌ� ĞŶĐŽƵƌĂŐĞ� ƚŚŝŶŬŝŶŐ� ďǇ� ƵƐŝŶŐ�
ƉƌŽĐĞƐƐĞƐ� ůŝŬĞ� ͚dŚŝŶŬ͘� WĂŝƌ͘ � ^ŚĂƌĞ͛͘ � ^ĞĞ� ƐƵŐŐĞƐƟŽŶƐ� ĨŽƌ� ĐŽůůĂďŽƌĂƟǀĞ�
ƉƌŽĐĞƐƐĞƐ�ŝŶ�ƚŚŝƐ�ƐĞĐƟŽŶ�ƚŽ�ŐĞƚ�ƐŽŵĞ�ŵŽƌĞ�ŝĚĞĂƐ͘
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Processes for Agendas

ͻ� >ŽŽŬ�Ăƚ�ǇŽƵƌ�ĂŐĞŶĚĂ͘�/Ĩ�ǇŽƵ�ŚĂǀĞ�ƐƚƵĐŬ�ǁŝƚŚ�ƚŚĞ�ƐĂŵĞ�ĂŐĞŶĚĂ�ĨŽƌ�Ă�ǁŚŝůĞ͕�
ŝƚ�ŵĂǇ�ďĞ�ŐĞƫŶŐ�ƐƚƵĐŬ͕�ƉƌĞĚŝĐƚĂďůĞ�ĂŶĚ�ĐŽŵĨŽƌƚĂďůĞ͘�Dŝǆ�ŝƚ�ƵƉ͘

ͻ� /Ĩ�ǇŽƵƌ�ŵĞĞƟŶŐƐ�ĂƌĞ�ĨƵůů�ŽĨ�ĂĚŵŝŶŝƐƚƌŝǀŝĂ͕�ŐĞƚ�ƌŝĚ�ŽĨ�ĂƐ�ŵƵĐŚ�ŽĨ�ŝƚ�ĂƐ�ǇŽƵ�ĐĂŶ͘�
hƐĞ�ƚĞĐŚŶŽůŽŐǇ͕�ǁŚŝƚĞďŽĂƌĚƐ�Žƌ�ďƵůůĞƟŶƐ�ƚŽ�ĞǆĐŚĂŶŐĞ�ƐƚĂƟĐ�ŝŶĨŽƌŵĂƟŽŶ�
ĂŶĚ�ŬĞĞƉ�ĂƐ�ŵƵĐŚ�ƟŵĞ�ĂƐ�ƉŽƐƐŝďůĞ�ĐůĞĂƌ�ĨŽƌ�ĚŝĂůŽŐƵĞ͘

ͻ� �Ğ� ĐůĞĂƌ�ǁŝƚŚ� ĞĂĐŚ�ŽƚŚĞƌ� ĂƐ� ƚŽ� ŝƚĞŵƐ� ƚŚĂƚ� ƌĞƋƵŝƌĞ� ĂůůͲŝŶ� ĚŝƐĐƵƐƐŝŽŶ� ĂŶĚ�
ƚŚŽƐĞ�Ă�ƚĞĂŵ�ŵĞŵďĞƌ�ĐĂŶ�ďĞ�ƌĞƐƉŽŶƐŝďůĞ�ĨŽƌ͘ �/Ĩ�ǇŽƵƌ�ƚĞĂŵ�ƚĞŶĚƐ�ƚŽ�ǁĂŶƚ�
ƚŽ�ŚĂǀĞ�Ă�ŚĂŶĚ�ŝŶ�ĞǀĞƌǇ�ĚĞĐŝƐŝŽŶ͕�ĐŚĂŶĐĞƐ�ĂƌĞ�ǇŽƵ�ĂƌĞ�ĞǆĞƌƟŶŐ�ƚŽŽ�ŵƵĐŚ�
ĞŶĞƌŐǇ�ŝŶ�ƚŚŝƐ�ƐƉĂĐĞ͘�tĞ�ŶĞĞĚ�ƚŽ�ƚƌƵƐƚ�ŽƵƌ�ĐŽůůĞĂŐƵĞƐ�ĂŶĚ�ůĞƚ�ƚŚĞŵ�ŵĂŬĞ�
ĚĞĐŝƐŝŽŶƐ͘�EŽƚ�Ăůů�ĚĞĐŝƐŝŽŶƐ�ŶĞĞĚ�ƚŽ�ďĞ�ĐŽůůĂďŽƌĂƟǀĞ�Žƌ�ďǇ�ĐŽŵŵŝƩĞĞ͘�dŚŝƐ�
ůĞĂĚƐ�ƚŽ�ƉĂƌĂůǇƐŝƐ�ĂŶĚ�Ă�ƐĞŶƐĞ�ŽĨ�ĨƌƵƐƚƌĂƟŽŶ͘

ͻ� ,ĂǀĞ�ĚŝīĞƌĞŶƚ�ƉĞŽƉůĞ�ƌƵŶ�ƚŚĞ�ŵĞĞƟŶŐƐ͘

ͻ� hƐĞ�Ă�ǀĂƌŝĞƚǇ�ŽĨ�ŵŽĚĞƐ�ƐƵĐŚ�ĂƐ�ǀŝƐƵĂů͕�ĂƵĚŝƚŽƌǇ͕�ŬŝŶĂĞƐƚŚĞƟĐ͘� /ƚ�ĚŽĞƐŶ͛ƚ�
ŚĂǀĞ�ƚŽ�ďĞ�ĨƵůů�ŽŶ͕�ũƵƐƚ�Ă�ƌĞŐƵůĂƌ�ŽĐĐƵƌƌĞŶĐĞ͘

ͻ� �ŝƐĐƵƐƐ�ŵĞĞƟŶŐ�ƉƌŽƚŽĐŽůƐ�Ăƚ�ƚŚĞ�ƐƚĂƌƚ�ŽĨ�ƚŚĞ�ƐĐŚŽŽů�ǇĞĂƌ͘ �/͛ŵ�ŶŽƚ�Ă�ƐƟĐŬůĞƌ�
ĨŽƌ�ƚŚŝƐ�ŽŶĞ�ʹ�ƐŽŵĞ�ŐƌŽƵƉƐ�ŚĂǀĞ�ƚŚĞ�ĂďŝůŝƚǇ�ƚŽ�ǁŽƌŬ�ĨĂďƵůŽƵƐůǇ�ƚŽŐĞƚŚĞƌ�
ǁŝƚŚŽƵƚ� ƉƌŽƚŽĐŽů͘� zŽƵ� ŬŶŽǁ� ǇŽƵƌ� ƚĞĂŵ� ʹ� ƵƐĞ� ǇŽƵƌ� ũƵĚŐŵĞŶƚ͘� /Ĩ� ƐŽŵĞ�
ƉĞŽƉůĞ�ĂƌĞŶ͛ƚ�ĐůĞĂƌ�ŽŶ�ƉƌŽĨĞƐƐŝŽŶĂů�ĞǆƉĞĐƚĂƟŽŶƐ�ƚŚĞŶ�ŝƚ�ŵĂǇ�ďĞ�ǁŝƐĞ�ƚŽ�
ƵƐĞ�ƉƌŽƚŽĐŽůƐ͘��ŶŽƚŚĞƌ�ĂƉƉƌŽĂĐŚ�ŝƐ�ƚŽ�ĐƌĞĂƚĞ�Ă�ĐŽŵŵŝƚŵĞŶƚ�ĐŽĚĞ�Žƌ�ƚĞĂŵ�
ŵĂŶŝĨĞƐƚŽ�ʹ�Ă�ǁĂǇ�ƚŽ�ĐĂƉƚƵƌĞ�Ă�ƌŝĐŚ�ĚŝƐĐƵƐƐŝŽŶ�ĂďŽƵƚ�ǁŚĂƚ�ǁĞ�ĞǆƉĞĐƚ�ŽĨ�
ĞĂĐŚ�ŽƚŚĞƌ͘ �

o �Ğ�ĐůĞĂƌ�ŽŶ�ƉƵƌƉŽƐĞ͘



96

o �ŶĐŽƵƌĂŐĞ�ƟŵĞ�ǁŚĞŶ�ǇŽƵ�ĚŽŶ͛ƚ�ƵƐĞ�ƚĂďůĞƚƐ�Žƌ�ůĂƉƚŽƉƐ͕�ĞƐƉĞĐŝĂůůǇ�
ǁŚĞŶ�ǇŽƵ�ĂƌĞ�ŚĂǀŝŶŐ�Ă�ƌŝŐŽƌŽƵƐ�ĚĞďĂƚĞ͘��ĞĐŝĚĞ�ĂƐ�Ă�ŐƌŽƵƉ�ŚŽǁ�
ǇŽƵ�ǁŝůů�ƵƐĞ�ƚĞĐŚŶŽůŽŐǇ͘

o ^Ğƚ�ƵƉ�ďĞůŝĞĨƐ�ĂďŽƵƚ�ǁŚĂƚ�ŝƐ�ŝŵƉŽƌƚĂŶƚ�ƚŽ�ǇŽƵ�ĂƐ�Ă�ŐƌŽƵƉ�ĂŶĚ�ŚŽǁ�
ǇŽƵ�ƚƵƌŶ�ƵƉ�ǁŚĞŶ�ǇŽƵ�ĐŽŵĞ�ƚŽ�ŵĞĞƟŶŐƐ͕�ĂƐ�ǁĞůů�ĂƐ�ǇŽƵƌ�ŚŝŐŚĞƌ�
ƉƵƌƉŽƐĞ͘

AITSL Frameworks

�����������������������������������������������������������ȋ�����Ȍ����������
instrumental in helping schools focus on building the learning intelligence of 

staff to increase teaching quality through the creation of national standards 
and frameworks. AITSL was formed as a commitment of the state and federal 

governments to promote excellence in the profession of teaching and school 
leadership and is funded by the Commonwealth. AITSL’s focus is on practicing 

teachers and principals, and initial teacher education. Its theory of action is 
knowledge + commitment = effective implementation.

AITSL has rigorously co-created these frameworks and standards in 

conjunction with educators throughout Australia. A huge amount of 
consultation and co-creation has helped to design and continue to develop 
high quality support for systems, schools and teachers. 

The website has access to many tools that will help create a plan for building 

your professional learning. There are frameworks and tools for observation 

and evaluation, professional learning, self-assessment and coaching. It 
also has great resources to increase your collaborative learning processes. 
There are links to design-thinking tools for educators. One I particularly 

recommend to help ideate, design and experience things using a variety of 

modes is ‘Bootcamp Bootleg’.
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5. AUTHENTIC DIALOGUE

When the professional learning community in a school is focused on 

improving quality teaching and learning, the educational literature tells us 
that we can really impact what is happening in the classroom. Continually 

improving authentic dialogue that is rigorously and unashamedly based 
on collaborative teaching and learning in the classroom is the main game. 

Respectful, dynamic and exciting conversations between educators – always 

focused on learning how to provide the highest standard of teaching and 

learning for students – are contagious.

Parry Graham in his 2007 article, ‘The Role of Conversation, Contention, and 
Commitment in a Professional Learning Community, poses:

���� ��� ���� ϐ����� ������ ����� �� ������� ������� ������ ��� ����� ��� ���������
a professional learning community is to encourage purposeful 
conversations. Modeling these types of conversations is one strategy in 
this direction; a leader who actively engages others in purposeful dialogue 
focused around teaching and learning sends a message that this type of 
dialogue is important and valued. Another strategy is to set organisational 
expectations that encourage, or even require, purposeful conversations. 
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>ĞĂĚĞƌƐŚŝƉ�dĞĂŵ�ZĞŇĞĐƟŽŶ

ϭ͘� tŚĂƚ� ŵŽĚĞůŝŶŐ� ŽĨ� ĂƵƚŚĞŶƟĐ͕� ƉƵƌƉŽƐĞĨƵů� ĐŽŶǀĞƌƐĂƟŽŶƐ� ŝƐ� ǇŽƵƌ� ůĞĂĚĞƌƐŚŝƉ�
ƚĞĂŵ�ĐŽŶƚƌŝďƵƟŶŐ�ƚŽ�ĂŶĚ�ůĞĂĚŝŶŐ͍�dĂŬĞ�ƐŽŵĞ�ƟŵĞ�ƚŽ�ƌĞŇĞĐƚ�ĂƐ�Ă�ůĞĂĚĞƌƐŚŝƉ�
ƚĞĂŵ�ŽŶ�ǇŽƵƌ�ŽǁŶ�ĐŽŶǀĞƌƐĂƟŽŶƐ͘�

Ϯ͘� /Ɛ�ƚŚĞƌĞ�Ă�ĐůĞĂƌ�ǀŝƐŝŽŶ�ĨŽƌ�ǁŚŽ�ǇŽƵ�ĂƌĞ�ĂŶĚ�ǁŚĂƚ�ǇŽƵ�ƐƚĂŶĚ�ĨŽƌ͍�

ϯ͘� tŚĂƚ� ĂƌĞ� ǇŽƵƌ� ĂƐƐƵŵƉƟŽŶƐ� ŽĨ� ĞĂĐŚ� ŽƚŚĞƌ� ĂŶĚ� ǇŽƵƌ� ƌŽůĞƐ� ŝŶ� ůĞĂĚŝŶŐ� ƚŚĞ�
ƐĐŚŽŽů͍�

ϰ͘� tŚĂƚĞǀĞƌ�ƚŚĞ�ůĞĂĚĞƌƐŚŝƉ�ƐƚƌƵĐƚƵƌĞ�ŝŶ�ǇŽƵƌ�ƐĐŚŽŽů͕�ĂƌĞ�ǇŽƵ�ĐĞƌƚĂŝŶ�ŚŽǁ�ǇŽƵ�
ůĞĂĚ�ŝƚ͍�

ϱ͘� �ƌĞ�ǇŽƵ�Ăůů�ĐůĞĂƌ�ŽŶ�ǇŽƵƌ�ĐŽůůĞĐƟǀĞ�ŐŽĂůƐ�ĂŶĚ�ƚŚĞ�ŽƵƚĐŽŵĞƐ�ǇŽƵ�ǁĂŶƚ͍�,ĂǀĞ�
ǇŽƵ�ĂƐŬĞĚ�ǇŽƵƌƐĞůǀĞƐ͗�ǁŚĂƚ�ĚŽĞƐ�ƐƵĐĐĞƐƐ�ůŽŽŬ�ůŝŬĞ�ŝŶ�ŽƵƌ�ƐĐŚŽŽů͍�

dŚĞƐĞ�ĂƵƚŚĞŶƟĐ�ĚŝĂůŽŐƵĞ�ĐŽŶǀĞƌƐĂƟŽŶƐ�ĐĂŶ�ďĞ�Ă�ǁĂƚĞƌƐŚĞĚ�ŵŽŵĞŶƚ�ŝŶ�ƚŚĞ�ůŝĨĞ�ŽĨ�
Ă�ƐĐŚŽŽů�ŽŶ�ƚŚĞ�ũŽƵƌŶĞǇ�ƚŽ�ŝŵƉƌŽǀĞŵĞŶƚ͘
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E�s�Z��^^hD��ʹ�WhZWK^�&h>��/�>K'h�

����� ������ �� ���ǡ����������������� ���� ���� ��� ���� ��� ���� ϐ����� �����������
security control rooms, which controlled back-to-base alarms. It was a big 
deal. Electronic security was in its infancy, and my dad was one of the pioneers 

of the technology and systems. I loved hanging out in the control room. 

CASE STUDY

As the principal of Warracknabeal Secondary, Tony Fowler was 

committed to challenging assumptions in his school and increasing 

conversations about teaching and learning. He and his staff rigorously 
peeled back the layers of their assumptions about students, including 

their abilities, what works and what hasn’t worked, pedagogy and 

behaviour management.

Fowler’s focus for the school was to build the strength of the 

professional learning community and leadership, and use the Curiosity 
���� ��������� ��������� ȋ���Ȍ� ��������� ���� ������� �����������Ǥ� ����
is based on building instructional and leadership capacity. It focuses 
on leaders promoting and participating in professional learning that 

enhances teacher capacity, while reducing variation within schools.

The school’s dialogue has become focused on teaching, learning 

and multiple feedback sources and is yielding great improvement in 

organisational climate. As a result, responses on student and staff 
surveys have improved in all areas.

In the three years that the school has been on this journey, it has 

achieved great improvement in student learning outcomes. This has 

included achievement in a number of their cohorts to more than twice 

the expected level of growth in numeracy and three times the expected 
level in writing.

Fowler and his team have been relentless in their focus on creating 

a collaborative professional learning community where informal 
and formal discussions about teaching and learning are the norm. 

An important part of their discussions has been to unpack their 

assumptions.
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There were screens everywhere showing camera views, and … computers! 

I’m talking the late 1970s here. It was a magical thing to be able to sit at 
�� ������� ���ǡ� ������������ ȋ����������� ��� ���� ����� ����Ȍǡ� �����Colossal 
Cave Adventure, which was a kind of precursor to Dungeons and Dragons. 

There were no graphics, you just typed in commands and had to make it to 

the treasure before you were eaten by a troll or killed by a knife-throwing 
dwarf. The game had to be given explicit commands: ‘Turn left at the rock’. 

One bad command and you were dead. You got feedback straight away. The 
next line would tell you exactly what happened when your command had 

been executed.

The computer made only one assumption: exactly what you said should 
be done would be done. There was no grey and no ‘sort of, kind of, maybe’. 

Binary response = success or failure. After a while, we were able to learn 
the commands needed and the responses they’d bring – our assumptions 

became beliefs as we got more experience with different commands. I knew 

that if I picked up the knife at a certain point in the game I would then have it 
to kill the dwarf around the corner of the next rock.

But as soon as we put the human element into play, assumptions rule our 
world. Grey is everywhere. Ambiguity and uncertainty are more prevalent 

than ever before. Working with a huge range of people, one of the joys in 

my job is tapping into the divergent thinking, and understanding people’s 
perceptions more. 

The challenge of strong collaborative communities is to understand the 
assumptions being made, then articulate them, examine them and test them. 

It takes time, but the clarity that comes from those discussions leads to 

greater levels of understanding, empathy and alignment.

Funnily enough, the standing order manual that Dad wrote and had in his 

�����������������������������������������������ϐ���������ǣ

Standing Order Number One – Never Assume. 
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DOUBLE-LOOP LEARNING

One of the strategies that Tony Fowler and the team at Warracknabeal 

Secondary College use as part of the Curiosity and Powerful Learning 
approach is to revisit their assumptions through application of the Double-

Loop Learning model. He used this double-loop learning model to relay the 

way they have gone about things differently.

The Double-Loop Learning Model was coined by Professor Chris Argyris, a 
global leader in business theories of change and organisational development. 

It is outlined thoroughly in Peter Senge’s The Fifth Discipline Fieldbook. 
Argyris was a Professor Emeritus at Harvard Business School and gave the 

world some of the best thinking around assumptions and learning. Double-
Loop Learning shows us that to solve complex problems and continually 

improve, we need to get beyond simply ‘problem solving’. This model reveals 

the importance of the mindset aspect of learning intelligence. It’s about 
looking beneath what we do or have done to ask why we are doing it. Argyris 

calls this part of the learning loop the ‘theory of action’.

&ŝŐƵƌĞ�ϭϵ�ʹ��ŽƵďůĞ�>ŽŽƉ�>ĞĂƌŶŝŶŐ
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dĞƐƟŶŐ��ƐƐƵŵƉƟŽŶƐ�WĂƌƚ��

ϭ͘� >ŝƐƚ�ƐŽŵĞ�ŽĨ�ƚŚĞ�ĂƐƐƵŵƉƟŽŶƐ�ǇŽƵ�ŵĂŬĞ�ƚŚĂƚ�ǇŽƵ�ƐŚŽƵůĚ�ƚĞƐƚ͘�^ŽŵĞ�ƐŝŵƉůĞ�
ƋƵĞƐƟŽŶƐ�ƚŽ�ƚĞĂƐĞ�ŽƵƚ�ĂƐƐƵŵƉƟŽŶƐ�ĂŶĚ�ŚĂǀĞ�ĂƵƚŚĞŶƟĐ�ĚŝĂůŽŐƵĞ�ĂďŽƵƚ�ĂŶ�
ŝƐƐƵĞ�ŵŝŐŚƚ�ďĞ͗

ͻ� tŚǇ�ĚŽ�ǁĞ�ƚŚŝŶŬ�ƉƌŽĨĞƐƐŝŽŶĂů�ůĞĂƌŶŝŶŐ�ĐŽŵŵƵŶŝƟĞƐ�ǁŝůů�ŝŵƉƌŽǀĞ�ƐƚƵĚĞŶƚ�
ůĞĂƌŶŝŶŐ͍�

ͻ� ,Žǁ�ǁŝůů�ĂĚŽƉƟŶŐ�Ă�ŐĞŶƌĞͲǁƌŝƟŶŐ�ƉƌŽŐƌĂŵ�ŐƌŽǁ�ƐƚƌŽŶŐĞƌ�ǁƌŝƚĞƌƐ͍

ͻ� tŚǇ�ĂƌĞ�ǁĞ�ŝŵƉůĞŵĞŶƟŶŐ�ƐĞůĨͲĂƐƐĞƐƐŵĞŶƚ�ƌƵďƌŝĐƐ�ĨŽƌ�ƐƚƵĚĞŶƚƐ͍

ͻ� ,Žǁ�ǁŝůů�ĨŽƌŵĂƟǀĞ�ĂƐƐĞƐƐŵĞŶƚ�ĂīĞĐƚ�ŽƵƌ�ƚĞĂĐŚŝŶŐ�ĂŶĚ�ƐƚƵĚĞŶƚ�ůĞĂƌŶŝŶŐ͍

/ƚ� ŵĂŬĞƐ� ƐĞŶƐĞ� ƚŽ� ĐĂƌĞĨƵůůǇ� ƚŚŝŶŬ� ƚŚƌŽƵŐŚ� ƚŚĞ� ĚĞĐŝƐŝŽŶƐ� ǇŽƵ� ĂƌĞ� ŵĂŬŝŶŐ� ďǇ�
ĂƌƟĐƵůĂƟŶŐ�ƉƵďůŝĐůǇ� ʹ�ǁŝƚŚ�ĂƵƚŚĞŶƟĐ�ĚŝĂůŽŐƵĞ�ʹ� ƚŚĞ� ƌĂƟŽŶĂůĞ� ďĞŝŶŐ�ƵƐĞĚ�ĂŶĚ�
ĐŚĞĐŬŝŶŐ�ƚŚĞ�ĂƐƐƵŵƉƟŽŶƐ�ďĞŝŶŐ�ŵĂĚĞ͘

THE LADDER OF INFERENCE

Another useful model for testing our beliefs explicitly through dialogue again 

comes from Professor Argyris: the Ladder of Inference.

The model takes us up the stages we go through to reach a belief, which then 

drives our actions. The less attractive part of this in humans is when we jump 
very quickly to an erroneous belief that harms ourselves or others. This 

sometimes occurs in the blink of the eye – our brain has received a scrap of 

�������������������������������������������Ȁ���ϐ����������������Ǥ

&ŝŐƵƌĞ�ϮϬ�ʹ��>ĂĚĚĞƌ�ŽĨ�/ŶĨĞƌĞŶĐĞ



�hd,�Ed/���/�>K'h�

103

dĞƐƟŶŐ��ƐƐƵŵƉƟŽŶƐ�WĂƌƚ��

ϭ͘� >ŝƐƚ�ƐŽŵĞ�ŽĨ�ƚŚĞ�ĂƐƐƵŵƉƟŽŶƐ�ǇŽƵ�ŵĂŬĞ�ƚŚĂƚ�ǇŽƵ�ƐŚŽƵůĚ�ƚĞƐƚ͘�^ŽŵĞ�ƐŝŵƉůĞ�
ƋƵĞƐƟŽŶƐ�ƚŽ�ƚĞĂƐĞ�ŽƵƚ�ĂƐƐƵŵƉƟŽŶƐ�ĂŶĚ�ŚĂǀĞ�ĂƵƚŚĞŶƟĐ�ĚŝĂůŽŐƵĞ�ĂďŽƵƚ�ĂŶ�
ŝƐƐƵĞ�ŵŝŐŚƚ�ďĞ͗

ͻ� tŚǇ�ĚŽ�ǁĞ�ƚŚŝŶŬ�ƉƌŽĨĞƐƐŝŽŶĂů�ůĞĂƌŶŝŶŐ�ĐŽŵŵƵŶŝƟĞƐ�ǁŝůů�ŝŵƉƌŽǀĞ�ƐƚƵĚĞŶƚ�
ůĞĂƌŶŝŶŐ͍�

ͻ� ,Žǁ�ǁŝůů�ĂĚŽƉƟŶŐ�Ă�ŐĞŶƌĞͲǁƌŝƟŶŐ�ƉƌŽŐƌĂŵ�ŐƌŽǁ�ƐƚƌŽŶŐĞƌ�ǁƌŝƚĞƌƐ͍

ͻ� tŚǇ�ĂƌĞ�ǁĞ�ŝŵƉůĞŵĞŶƟŶŐ�ƐĞůĨͲĂƐƐĞƐƐŵĞŶƚ�ƌƵďƌŝĐƐ�ĨŽƌ�ƐƚƵĚĞŶƚƐ͍

ͻ� ,Žǁ�ǁŝůů�ĨŽƌŵĂƟǀĞ�ĂƐƐĞƐƐŵĞŶƚ�ĂīĞĐƚ�ŽƵƌ�ƚĞĂĐŚŝŶŐ�ĂŶĚ�ƐƚƵĚĞŶƚ�ůĞĂƌŶŝŶŐ͍

/ƚ� ŵĂŬĞƐ� ƐĞŶƐĞ� ƚŽ� ĐĂƌĞĨƵůůǇ� ƚŚŝŶŬ� ƚŚƌŽƵŐŚ� ƚŚĞ� ĚĞĐŝƐŝŽŶƐ� ǇŽƵ� ĂƌĞ� ŵĂŬŝŶŐ� ďǇ�
ĂƌƟĐƵůĂƟŶŐ�ƉƵďůŝĐůǇ� ʹ�ǁŝƚŚ�ĂƵƚŚĞŶƟĐ�ĚŝĂůŽŐƵĞ�ʹ� ƚŚĞ� ƌĂƟŽŶĂůĞ� ďĞŝŶŐ�ƵƐĞĚ�ĂŶĚ�
ĐŚĞĐŬŝŶŐ�ƚŚĞ�ĂƐƐƵŵƉƟŽŶƐ�ďĞŝŶŐ�ŵĂĚĞ͘

THE LADDER OF INFERENCE

Another useful model for testing our beliefs explicitly through dialogue again 

comes from Professor Argyris: the Ladder of Inference.

The model takes us up the stages we go through to reach a belief, which then 

drives our actions. The less attractive part of this in humans is when we jump 
very quickly to an erroneous belief that harms ourselves or others. This 

sometimes occurs in the blink of the eye – our brain has received a scrap of 

�������������������������������������������Ȁ���ϐ����������������Ǥ

&ŝŐƵƌĞ�ϮϬ�ʹ��>ĂĚĚĞƌ�ŽĨ�/ŶĨĞƌĞŶĐĞ

Helping us to become aware of these assumptions, the Ladder of Inference 
model alerts us to the dangers of this ��ϔ�����������.

���������� ��� ����� ����� ϐ����� �������� ����� ��� ����� ������ ���� ����� �����
supports those beliefs. The beauty of this model is that it can remind us to test 
our assumptions. Usually they are something we do not question because 
they’re so aligned with our beliefs we don’t test them out.

Stephen Covey, in his worldwide bestseller, The 7 Habits of Highly Effective 
People, tells the story of being in the New York subway one Sunday afternoon 

when a man and his noisy children burst into the carriage and totally changed 

the quiet dynamic in the train. While the man sat silently next to Stephen, the 
children ran amok. After a time of people becoming increasingly frustrated 

with the children, Stephen mentioned quietly to the man that he thought the 

children were upsetting people on the train. The man woke up as out of a 
reverie, mentioned that they had come from the hospital where his wife had 

just died, and that he and the children didn’t know how to handle it.
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Stephen Covey called it a ‘mini paradigm shift’. It is a poignant example of the 

Ladder of Inference in action. With the newfound data, the people on the 
train were able to access compassion and empathy for the father and the 

children, where before there had been a growing frustration.

dĞƐƟŶŐ��ƐƐƵŵƉƟŽŶƐ�WĂƌƚ��

dĂŬĞ�Ă�ďĞůŝĞĨ�ǇŽƵ�ŚĂǀĞ�ĂďŽƵƚ�Ă�ƉĞƌƐŽŶ͕�ĂŶ�ĂƉƉƌŽĂĐŚ�ƚŽ�ƚĞĂĐŚŝŶŐ�ĂŶĚ�ůĞĂƌŶŝŶŐ͕�Žƌ�
ƉĞƌŚĂƉƐ�Ă�ƐƚĂƚĞŵĞŶƚ�ƚŚĂƚ�ŚĂƐ�ĐŽŵĞ�ŽƵƚ�ŽĨ�ƚŚĞ�ƚĞƐƟŶŐͲĂƐƐƵŵƉƟŽŶƐ�ĂĐƟǀŝƚǇ͕�ƐƵĐŚ�
ĂƐ͗�,Žǁ�ĚŽĞƐ�ĨŽƌŵĂƟǀĞ�ĂƐƐĞƐƐŵĞŶƚ�ŝŵƉƌŽǀĞ�ůĞĂƌŶŝŶŐ͍

�ǆĂŵŝŶĞ�ƚŚĞ�ďĞůŝĞĨ͘�,Žǁ�ĚŽĞƐ�ŝƚ�ĚƌŝǀĞ�ǇŽƵƌ�ďĞŚĂǀŝŽƵƌ͍�tĂůŬ�ǇŽƵƌƐĞůĨ�ĚŽǁŶ�ƚŚĞ�
ůĂĚĚĞƌ�ĨƌŽŵ�ƚŚĞ�ďĞůŝĞĨ͘ �tŚĞƌĞ�ĚŽĞƐ�ƚŚĂƚ�ďĞůŝĞĨ�ĐŽŵĞ�ĨƌŽŵ͍�&ƌŽŵ�ǁŚĂƚ�ĚĂƚĂ�ŚĂǀĞ�
ǇŽƵ� ĚƌĂǁŶ� ǇŽƵƌ� ĐŽŶĐůƵƐŝŽŶƐ͍�tŚĂƚ� ĂƐƐƵŵƉƟŽŶƐ� ŚĂǀĞ� ǇŽƵ�ŵĂĚĞ͍� ,Žǁ�ŵƵĐŚ�
ŽďƐĞƌǀĂďůĞ�ĚĂƚĂ�ĚŽ�ǇŽƵ�ŚĂǀĞ�ƚŚĂƚ�ƐƵƉƉŽƌƚƐ�ƚŚĞ�ďĞůŝĞĨ͍�/Ɛ�ƚŚĞƌĞ�ĂŶǇ�ŽƚŚĞƌ�ĚĂƚĂ�ǇŽƵ�
ĐŽƵůĚ�ĂĐĐĞƐƐ�ƚŽ�ƌĞĂůůǇ�ĐŚĞĐŬ�ĂŶĚ�ƚƌĂĐŬ�ǇŽƵƌ�ďĞůŝĞĨ�ĂƌŽƵŶĚ�ŝƚ͍

EXPLICIT EXPECTATIONS

Many misunderstandings between colleagues arise as a result of assumptions 

in expectations. Rather than avoid explicit discussions about expectations of 

each other, thriving collaborative teams clarify acceptable team behaviours 
and accountability. Roles and responsibilities are clear and the direction 

and vision of the team is articulated and committed to. Figure 16 on page 

89 is an example of a team manifesto that demonstrates how some of these 
conversations may result.
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SLAY THE ELEPHANTS IN THE ROOM

A bit violent perhaps, but how many initiatives get blocked because people 

are not actually talking about the issue? By nature we tend to avoid the 
���ϐ�����Ǥ������������������������������������������������������ǣ�Ǯ���ǯ�������
that can of worms’ and ‘It’s the elephant in the room’ or ‘We know why this 

will never happen, don’t we?’ There is a particular energy in a room that is 

held to ransom by the unsaid. People shift in their seats, break eye contact, or 

look to other members with a knowing glance. Some don’t say a word. Others 
express their comments in the corridor after the meeting.

QUESTIONS, QUESTIONS, QUESTIONS

To create a thriving learning community we need to be obsessed with 

questions and then listen keenly to the answers. There is magic when 
an essential question is asked with layers of perspectives and ideas being 

explored.

Arm yourself with some great questions before a meeting or crucial 

conversation. Or simply be more mindful about asking open, explorative 

questions to create dialogue that is designed to explore rather than close, 
ϐ�������ǡ�������������������Ǥ

What questions do you ask the group you are working with beyond the 
knowledge level of Bloom’s Taxonomy? How do you get comprehension, 

application, analysis, synthesis and evaluation? These levels are used 

constantly from a teaching point of view; we should also be using them from 
a teacher point of view. Perhaps in your compelling environment you put 

up some of the more complex questions on the walls to encourage deeper 
questions and help grow the learning intelligence.

In general, we know that open-ended questions are the key to authentic 

two-way dialogue. Past- and present-type questions I call backward-facing 

���������Ǥ� ȋ�Ǥ�Ǥ������ ���ǫ� ���� ����ǫȌ� 	�����Ǧ������� ���������� ����� ��� ���
thinking about what comes next or further in the future. We are exploring 

����������������������������������������Ǥ�ȋ�����������ǫ����������ǫ������
����ǫȌ

Encourage discussion leaders to be judicious in their choice of backward-

facing questions. Present and past tense questioning can lead to being stuck 



THE BUZZ

106

�������������������ϐ������������������������������Ǥ���������������������������
occurrences and learnings is important, we need to know when to turn our 
faces towards the future. What will we do next time? What might it look like 
if we do it again? Where will we make the most change? Looking forward 
��� ������������ ���� �������� ��� ������������ �����ϐ�������� ������� ��� ��������
the future – and the future is sometimes a far more optimistic and action-
oriented place to focus.

When we have a growth mindset, questions about the past and future tap 

into wonder and curiosity, as well as possibility and learning. They allow us 
����������������������ǡ���ϐ�����������������������������������������������������
������Ǥ���������������������ϐ����ǡ���������������������������������������������
and a strong anchor to the ‘way things were before’.

Listening to the types of questions we ask ourselves and each other can give 

great insight into the space we are coming from – one of possibility and new 
thinking, or status quo and same thinking.
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�ǆƉůŽƌŝŶŐ�ƚŚƌŽƵŐŚ�YƵĞƐƟŽŶŝŶŐ�

ϭ͘� dŚĞ�ŬĞǇ�ƚŽ�ĞǆƉůŽƌĂƟŽŶ�ŝƐ�ŐƌĞĂƚ�ƋƵĞƐƟŽŶŝŶŐ͘��ƐŬ�ƉƌŽďŝŶŐ�ƋƵĞƐƟŽŶƐ�ƚŽ�ƌĞŇĞĐƚ�
ŽŶ� ƚŚĞ� ƉĂƐƚ͘� /ƚ� ĂůůŽǁƐ� ĨŽƌ� ƚŚĞ� ŇŽǁ� ŽĨ� ƚŚĞ� ĐŽŶǀĞƌƐĂƟŽŶ� ƚŽ� ďĞ� ĞǆƉůŽƌĂƟǀĞ͕�
ĞǆƉĂŶƐŝǀĞ�ĂŶĚ�ŶŽŶͲũƵĚŐŵĞŶƚĂů͘�hƐĞ�ƋƵĞƐƟŽŶƐ�ƐƵĐŚ�ĂƐ͗�

ͻ� tŚĂƚ�ǁĞƌĞ�ƚŚĞ�ƌĞĂƐŽŶƐ�ďĞŚŝŶĚ�ƚŚĂƚ�ĚĞĐŝƐŝŽŶ͍

ͻ� tŚĂƚ�ůĞĂƌŶŝŶŐ�ĐĂŵĞ�ŽƵƚ�ŽĨ�ƚŚĂƚ�ĞǆƉĞƌŝĞŶĐĞ͍

ͻ� �ŝĚ�ĂŶǇŽŶĞ�ĞůƐĞ�ŚĂǀĞ�Ă�ĚŝīĞƌĞŶƚ�ƉĞƌƐƉĞĐƟǀĞ�ŽŶ�ƚŚĂƚ�ƐŝƚƵĂƟŽŶ͍

Ϯ͘� YƵĞƐƟŽŶƐ�ƚŚĂƚ�ůŽŽŬ�ƚŽ�ƚŚĞ�ĨƵƚƵƌĞ�ƐŚŽƵůĚ�ĐŚĂůůĞŶŐĞ͕�ǇĞƚ�ĂƐƐƵŵĞ�ƉŽƐƐŝďŝůŝƚǇ�ĂŶĚ�
ŽƉƉŽƌƚƵŶŝƚǇ͗

ͻ� tŚĂƚ͛Ɛ�ƚŚĞ�ŵŽƐƚ�ŝŵƉŽƌƚĂŶƚ�ƉƌŝŽƌŝƚǇ�ĨŽƌ�ƵƐ�ƐƚƌĂŝŐŚƚ�ĂǁĂǇ͍

ͻ� KƵƚ�ŽĨ�Ăůů�ŽĨ�ƚŚĞƐĞ�ŽƉƟŽŶƐ͕�ǁŚŝĐŚ�ŝƐ�ŵŽƐƚ�ĐůŽƐĞůǇ�ĂůŝŐŶĞĚ�ƚŽ�ǁŚĂƚ�ǁĞ�ƚŚŝŶŬ�
ǁŽƵůĚ�ŵŽƐƚ�ďĞŶĞĮƚ�ƚŽ�ƚŚŝƐ�ŐƌŽƵƉ�ŽĨ�ƐƚƵĚĞŶƚƐ͍

ͻ� ,Žǁ�ĂƌĞ�ǁĞ�ŐŝǀŝŶŐ�ƚŚĞ�ƐƚƵĚĞŶƚƐ�Ă�ǀŽŝĐĞ�ŝŶ�ƚŚŝƐ�ĚĞĐŝƐŝŽŶ�ƉƌŽĐĞƐƐ͍

ͻ� tŚĂƚ�ǁŝůů� ǁĞ� ŶĞĞĚ� ƚŽ� ďĞ�ŵŝŶĚĨƵů� ŽĨ� ĂƐ� ǁĞ� ŝŵƉůĞŵĞŶƚ� ƚŚŝƐ� ĂĐƌŽƐƐ� ƚŚĞ�
ƐĐŚŽŽů͍

ͻ� tŚĂƚ�ĚŽĞƐ�ŽƵƌ�ĐŽŵŵƵŶŝƚǇ�ĞǆƉĞĐƚ�ŽĨ�ƵƐ͍



THE BUZZ

108

The Five Whys

There are lots of clever ways in which process-driven organisations delve 

����� ������ ����������� ��� ϐ���� ���� ������ ��� ���� �����Ǥ� ����� ������ ���������
is one such approach that originated in the more mechanical world of 

manufacturing, engineering and similar industries. It has useful application 

when clear and logical analysis is required. However, the premise can still 

help us have authentic dialogue that searches for the real cause rather than 

symptoms. Therefore the solution can be found and applied at the level the 
problem exists, rather than at the consequences of that problem. Often these 
‘consequences’ are blamed for far more than they should be. Each step of the 

why needs to be grounded in fact before you move on.

��^��^dh�z�ʹ�dŚĞ�&/s��t,z^

At a workshop I was running with a school in review time – exploring 

where they had been and where they were heading – we were having 

an in-depth conversation about what they needed to let go of. Much of 
what was happening in the school occurred because ‘That’s what we’ve 

always done’ or ‘Susan’s been running that program for years and we 
are all really attached to it’.

One group was exploring how they could simplify the timetable to gain 

streamlined time for the curriculum rather than ‘stuff’. One of the grade 
teachers said, ‘We need to change choir time out of the timetable into 

a lunchtime.’

Why do we need to change choir time?

Because we don’t have enough class time with our students.

Why don’t we have enough class time with our students?

They are often out with specialists and when we do get them, some are 
still out at special programs.

Why are they often out with specialists?

We were given an extra hour allocation to put peer observation in place 

a couple of years ago via the specialist program.
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�ŽŶ͛ƚ�:ƵƐƚ�>ŝƐƚĞŶ�ĨŽƌ�ƚŚĞ�'ĂƉ

Of course, clever questioning has to be coupled with clever listening. 

When we are talking about something around which there are a 
number of high stakes, often the default position is to simply listen 

for the gap rather than carefully and mindfully understanding what 

the person is saying then asking clarifying questions, or linking what they are 

saying to the way we see things. Not hearing people and just jumping into the 
gap with our questions can be a blind spot in our unconscious competence. 
Mindfully listening can actually be a hard habit to catch!

Why are you given that amount of preparation time?

It was to support us trying something new in our professional growth.

Why is this support still in place?

We haven’t reviewed or evaluated the peer observation program to 

understand whether the support is still needed.

After more in-depth discussion, it was clear to everyone that the 
amount of preparation time was no longer required, as the staff were 

committed to using a certain number of hours per term to continue 

their development in this area. In actual fact, choir was not the issue 
regarding the lack of contact time, it was a more random consequence 

of not reviewing something that had been put in place and was now 
not needed.
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INCREASING DIALOGUE THROUGH STORYTELLING

Personal Storytelling

Storytelling is a powerful way of sharing perspectives and increasing our 

understanding of each other. If you are leading any type of collaborative 

work, artful storytelling is a powerful way of using auditory learning to its 
greatest advantage. One of my favourite things to do with a bunch of teachers 

just back from holidays is to get them telling stories to one another from their 
holidays.  I give them a group of words to choose from: ‘luscious’, ‘obscure’, 
‘hysterical’, ‘awkward’ and they share vignettes from their holidays that are 

perfect examples. A lot of laughter and keen listening goes on as the stories 

ϐ���Ǥ���ǯ������������human connection.

Leaders can inspire and motivate their staff through storytelling. Everyday 
stories can link to something pertinent to a way of thinking you might like 
������������ϐ�������Ǥ������������������������������������������������������ϐ������
phase in her organisation began the workshop by recalling a time when one 

of her children became very ill while travelling overseas. She went on to talk 

about the reaction of all the people who knew her son. There were calls made 
to people nearby to visit him in hospital. Others in the country organised to 
be there when translation was needed. The leader telling the story was able 

���ϐ��������������������������������������������ǡ��������������������������
had pitched in to look after children and pets and cook dinners. The son came 

home and was hospitalised for quite a long time. 

���������������������������ǡ�����������������������������������ǣ�Ǯ�������ϐ�����
��� ���� �������� ���� ��� ��� ����������ǡ� ���� �������ϐ������ ��� ��� ������ ���ǡ� ��
think about the things that got me through that time with my son. It was the 
rallying of people who cared for us, who were prepared to put in because that 

is what you do when times are tough – you help each other be better than 

you were able to be by yourself.’ The impact was immediate and heartfelt. 
The collaboration and honest conversation was due very much to the leader’s 

courage and the story she chose to share.

I encourage you to build your storytelling skills. Schools are full of so many 

great stories that, when used with purpose, can bring out authentic dialogue 

and full engagement. Hooked: How Leaders Connect, Engage and Inspire with 
Storytelling, by two Melbourne thought leaders – Gabrielle Dolan and Yamini 

Naidu – is a great source of practical tips and tools to hone your storytelling 

skills.
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KƌŐĂŶŝƐĂƟŽŶĂů�^ƚŽƌǇƚĞůůŝŶŐ

One of my favourite collaborative question/listen processes for school teams 

is to have them tell the story of the school, either in small groups or as a 
whole team. People highlight the goals and strategies the school has been 

working on, the key events, people and achievements of the students, and 

the community involvement. These are captured visually on either A1- or A2-

sized sheets for group work, or on a large, long chart on the wall. It is a very 

rich exercise, with people sharing perspectives and feelings. It weaves the 
tale of the school through dialogue and questions. The values of the school 
and the professional learning philosophy come to the surface, as do the key 

������������������������������������������������������Ǥ���ϐ����������������������
method from Grove Consulting in the United States. This global company 

uses visual strategy templates and high quality facilitation processes to help 
organisations identify their strategies for success.

I had the privilege of learning from the founder of Grove, David Sibbet, in 

ʹͲͳͶ����������Ǥ�	������������������������������������������������Ǧ���Ǧ���ϐ���
����������������������������������Ǧ��ϐ��������������������������������������Ǥ�
His teaching was peppered with insightful perspectives into how human 
beings work and how to frame collaborative discussions around possibility. 
Groves’s term for the journey process, Graphic History, reminds us of the 

importance of all the steps in exploring hindsight, foresight and insight when 

planning for the future. Whenever I work with an organisation on strategy, 

we go to all three of these places and explore deeply to ensure we have had 
authentic conversations about what they tell us.
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>�s�>�hW�ʹ�>�d�'K�K&���/E'�Z/',d

Judith Glaser, the originator of Conversational Intelligence, has created a 

powerful way to look at the quality of our conversations. Based on research 
that looks at the brain responses to threat situations, the conversational 

����������������������������������������������������������������ϐ������������
�������������ȋ������ͳȌ�����������������������������������������������������ǡ�
how to communicate effectively and ‘move people to a higher level of greatness’.

Her levels of communication are:

������ͳǣ����ϐ��������������������Ǥ����Ȁ����

Level 2: Defending what you know. Inquire/Advocate

Level 3: Exploring what you don’t know. Share/Discover

To move up the levels we need to let go of being right and the conversations 

being ‘all about me’. We also need to trust others and increase our willingness 
��������ϐ�����������������������������Ǥ��������������������������������������
intelligence approach, which poses that congruent authentic dialogue is 

critical to building a strong collaborative learning culture, where co-creation 

and a ‘we’ approach are the drivers.

Glaser’s book, Conversational Intelligence, is a must-read for those interested 
��� �������� ����Ǧ��ϐ�������� ��� ����� ������������� ������ ���� ���� ������� ���
your work and your life. It is full of useful and highly effective tips to help 

you identify your areas of strength and areas to develop. Conversational 
Intelligence has been built with the very latest research on how the way we 
hold conversations affects our brain chemistry and our threat responses.

t,�d͛^�/E�/d�&KZ�D�͍��E'�'/E'�W�KW>��/E��/�>K'h�

No one needs to tell educators that life is busy. There are not many industries 

that can take the mantle from education of the ‘Many Hats Award’: teacher, 

��������ǡ� ����������ǡ� ���������������ǡ� ϐ����� ���� ������ǡ� ������ ������� ������ǡ�
wellbeing advocate, subject specialist, pedagogical expert, administrator and 
collaborator! So we are pretty busy and there has to be a pretty good reason 

���������Ǥ�ȋ����������������������������������������������������������������
���������������������������ǨȌ 
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Humans are driven by those things that motivate them. Of course, the trick is 

to identify and understand those things. Leaders who inspire and engage 
people, guiding their teams through a strong connection and an understanding 

���������������������ǡ�������ϐ�������������������������Ǥ

Teams that inspire each other ask questions that uncover how the team can 
������������������������������������ϐ����������������Ǥ�����������������ǣ�

Will [insert name here] help me to achieve a goal that I have? 

Is this meaningful for the things I think are important?

Will this make my life and my work more:

Ȉ� Interesting?

Ȉ� Easy?

Ȉ� Effective?

Ȉ� ��ϐ������ǫ

Ȉ� Engaging?

Ȉ� Exciting?

Ȉ� 	��ϐ������ǫ

Will this make me a more effective teacher?

Think about the people in your professional learning teams – what motivates 

them? When you know this, you can engage people more thoroughly in 
conversations. Authentic dialogue is the key to these conversations – and 

knowing your people.
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A FINAL REFLECTION

��������ǯ�� ϐ��������������������������������������������������������������
your current situation. Just as we hope that all educators take time to pause 

����������������������������������������������������ǡ������ϐ��������������
how to trial or embed their learning, I would hope that we expect the same 
of ourselves. 

My hope is that if you are reading this and you have a staff learning culture 
that doesn’t have a buzz, or the learning intelligence is just not as sharp as it 

needs to be, you’ll be inspired to take action. 

Or perhaps the collaboration in your school is strong but could be pushed 
to even greater heights, to maximise the collective capacity and tap into the 

enormous talent, creativity and innovation in the individuals on staff? In this 
case I hope you have found value in The Buzz and will encourage and enable 

your high-performing team to strive further.

Our schools are full of positive and amazing educators, and many quality 
leaders who understand their role in focusing on the reason for their 

school’s existence: the whole student and their learning. By building learning 

intelligence in your school you are arming all of your educators with the skills 
and beliefs that create a strong, cohesive and effective professional learning 
culture focused on growth and quality. 

6.
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&ŝŐƵƌĞ�Ϯϭ�ŝƐ�Ă�ƚĞŵƉůĂƚĞ�ĨŽƌ�ĮŶĂů�ƌĞŇĞĐƟŽŶƐ͘�/�ĞŶĐŽƵƌĂŐĞ�ǇŽƵ�ƚŽ�ƚĂŬĞ�ƚŚŝƐ�ƚĞŵƉůĂƚĞ�
ĂŶĚ�Ɛŝƚ�ĚŽǁŶ�ǁŝƚŚ�Ă�ŐŽŽĚ�ŐůĂƐƐ�ŽĨ�ǁŚĂƚĞǀĞƌ�ƌĞĨƌĞƐŚŝŶŐ�ůŝƋƵŝĚ�ƚĂŬĞƐ�ǇŽƵƌ�ĨĂŶĐǇ͕�
ĞŝƚŚĞƌ�ďǇ�ǇŽƵƌƐĞůĨ�Žƌ�ǁŝƚŚ�ĂŶŽƚŚĞƌ�ƉĞƌƐŽŶ�ǁŝƚŚ�ǁŚŽŵ�ǇŽƵ�ĐĂŶ�ĚŝƐĐƵƐƐ�ĂŶĚ�ĞǆƉůŽƌĞ�
ǇŽƵƌ�ŝŶƐŝŐŚƚƐ͘�dŚŝŶŬ�ǁŝƚŚ�ǇŽƵƌ�ŵŝŶĚ͕�ǇŽƵƌ�ŚĞĂƌƚ�ĂŶĚ�ǇŽƵƌ�ŐƵƚ�ĂďŽƵƚ�ǇŽƵƌ�ǀŝƐŝŽŶ�ĨŽƌ�
ƚŚĞ�ůĞĂƌŶŝŶŐ�ŝŶƚĞůůŝŐĞŶĐĞ�ŝŶ�ǇŽƵƌ�ƐĐŚŽŽů͘�

ϭ͘� sŝƐŝŽŶ

ͻ� tŚĂƚ�ǁŽƵůĚ�ďĞ�ĂƉƉĂƌĞŶƚ�ŝĨ�ůĞĂƌŶŝŶŐ�ŝŶƚĞůůŝŐĞŶĐĞ�ǁĞƌĞ�ƌĞĂůŝƐĞĚ͍�

ͻ� ,Žǁ�ǁŽƵůĚ�ƚŚĞ�ďƵǌǌ�ĐŽŵĞ�ƚŽ�ůŝĨĞ͍�

ͻ� �ĞƐĐƌŝďĞ�ƚŚĞ�ŵŝŶĚƐĞƚƐ�ĂŶĚ�ƚŚĞ�ĚŝĂůŽŐƵĞ͘�

ͻ� tŚĂƚ�ƐŽƌƚ�ŽĨ�ĐŽŵƉĞůůŝŶŐ�ĞŶǀŝƌŽŶŵĞŶƚ�ǁŽƵůĚ�ǇŽƵ�ƐĞĞ͍�

ͻ� tŚĂƚ�ǁŽƵůĚ�ƉĞŽƉůĞ�ĚŽ�ĂŶĚ�ŚŽǁ�ǁŽƵůĚ�ƚŚĞǇ�ĨĞĞů͍�

ͻ� �ĞƐĐƌŝďĞ�ƚŚĞ�ŝŵƉĂĐƚ�ŽŶ�ůĞĂƌŶŝŶŐ͕�ŽŶ�ŝŶĚŝǀŝĚƵĂů�ƐƚƵĚĞŶƚƐ�ĂŶĚ�ŽŶ�ƚŚĞ�ǁŚŽůĞ�
ĐŽŵŵƵŶŝƚǇ͍�

�Ğ�ƐƉĞĐŝĮĐ͘�>ŽŽŬ�ǁŝƚŚ�ŽƉƟŵŝƐŵ�ĂŶĚ�ƉŽƐƐŝďŝůŝƚǇ͘�hƐĞ�ďƌŝŐŚƚ�ĐŽůŽƵƌƐ�ĂŶĚ�ŽƵƚĐŽŵĞ�
ƐƚĂƚĞŵĞŶƚƐ�ƚŚĂƚ�ĂƌĞ�ŝŶ�ƚŚĞŵƐĞůǀĞƐ�ĐŽŵƉĞůůŝŶŐ͘

Ϯ͘� WƌĞƐĞŶƚ�ƐƚĂƚĞ

ͻ� /ĚĞŶƟĨǇ�ƚŚĞ�ŐƌĞĂƚ�ĂƐƉĞĐƚƐ�ŽĨ�ǇŽƵƌ�ƐĐŚŽŽů
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ͻ� /ĚĞŶƟĨǇ�ƚŚŽƐĞ�ĂƐƉĞĐƚƐ�ƚŚĂƚ�ĂƌĞ�ŶŽƚ�ƐŽ�ǁŽŶĚĞƌĨƵů͘

ͻ� �hƐĞ�ƚŚĞ�ůĞŶƐ�ŽĨ�ŐƌŽǁƚŚ�ŵŝŶĚƐĞƚ͕�ĐŽŵƉĞůůŝŶŐ�ĞŶǀŝƌŽŶŵĞŶƚ�ĂŶĚ�ĂƵƚŚĞŶƟĐ�
ĚŝĂůŽŐƵĞ�ƚŽ�ŚĞůƉ�ǇŽƵ�ĨŽĐƵƐ�ŽŶ�ƚŚĞ�ĚĂŶĐĞ�ŇŽŽƌ�ŽĨ�ǇŽƵƌ�ƐĐŚŽŽů͘�hƐĞ�ǀŝƐƵĂů�
ŝŵĂŐĞƐ�ĂŶĚ�ǁŽƌĚƐ�ƚŽ�ĚĞƐĐƌŝďĞ�ŝƚ͘��Ğ�ƐƵƌĞ�ƚŽ�ŝŶĐůƵĚĞ�ǇŽƵƌ�ŽǁŶ�ĐŽŶƚƌŝďƵƟŽŶƐ�
ƐŽ�ĨĂƌ͘

ϯ͘� �ƌĂŌ�ǇŽƵƌ�ƉůĂŶ

ͻ� tŚĂƚ�ǁŝůů�ŵĂŬĞ� ƚŚĞ�ďŝŐŐĞƐƚ�ĚŝīĞƌĞŶĐĞ� ŝŶ�ŵŽǀŝŶŐ� ƚŽǁĂƌĚƐ�ǇŽƵƌ�ĚĞƐŝƌĞĚ�
ƐƚĂƚĞ͍�

ͻ� tŚŽ�ĚŽ�ǇŽƵ�ŶĞĞĚ�ƚŽ�ďƌŝŶŐ�ŝŶƚŽ�ƚŚĞ�ũŽƵƌŶĞǇ�ƐƚƌĂŝŐŚƚ�ĂǁĂǇ͍�

ͻ� tŚĂƚ�ĚŽ�ǇŽƵ�ŶĞĞĚ�ƚŽ�ďƵŝůĚ�Žƌ�ĨŽĐƵƐ�ŽŶ�ĮƌƐƚ͍�

These may be quite small steps or they may be big bold steps. The size of the 

step doesn’t matter. Just make sure you identify those steps that will take you 

towards the buzz.

I wish you all the best for co-creating the buzz with your staff. I would love 
to hear your stories as you build your school’s learning intelligence through:

Ȉ� A growth mindset

Ȉ� A compelling environment

Ȉ� Authentic dialogue. 
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As educators we should be active, engaged 

learners.

Differing beliefs and perspectives give us great 

opportunities to learn.

Professional collegiate relationships are greatly enhanced when we believe 
we can learn from one another.

Every interaction is an opportunity to learn something if we wish.

������������������������������Ȃ����������������������������������ȋ�����������ǡ�
�����ǡ���������ǡ�������������Ȍ�������������������������Ǥ

Deliberate curiosity is a foundational mindset of professional learning.

Everyone can develop skills, thinking, mindset, and attitudes.

As adults, our ability to see mistakes as learning opportunities has diminished 

over time.

As adults, we are pretty rubbish at being okay at making mistakes.

If we learn and apply continually, we develop a growth mindset as opposed 

�����ϐ������������Ǥ

It can be easier to sit in the comfort zone of our thinking.

Risk of failure can keep us in our comfort zone.

Collaborative professional learning and teamwork gives better outcomes for 
students and staff.

If we use collaborative tools with staff, we get better engagement and 
commitment.

Highly effective learners have a strong intrinsic motivation and internal locus 
of control.
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Thriving learning environments are great places to hang out!

Seeing the possibility in things does not mean I don’t know the challenges –  
I just seize the opportunity in them.

Cynicism is the enemy of growth.

Great teachers are as committed to their own learning as their students are 

to theirs.

Great schools are as committed to teachers’ learning as to their students’ 

learning. 
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