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SOUTH AFRICA
“LEAVE A WHOLE, NOT A HOLE”
BY

Greetings everyone!!!
I trust you are all well and working
hard at your schools, with your staff
and your organisations.
I urge you all to forward the newsletters to your staff as they could
find some of the articles useful in
their classrooms.
I had hoped to receive more articles
for this edition. Thank you to those of
you who did submit articles. If you
would like to contribute articles for
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WILLIAM FOADEN,

SAPA EASTERN CAPE, 2011
DELIBERATELY THINKING ABOUT PROFESSIONAL AND LEADERSHIP
DEVELOPMENT
Outcome: After reading this short article, Principals should be motivated to initiate a process of putting together a long term strategic
plan which deals exclusively with professional and especially, leadership development, in their schools. Creating a plan is half way to
achieving great success in your school.
The day is sure to arrive, when you as Principal will retire, resign, die
or win the Lotto. Please don’t try to work out mathematically, which is
statistically more likely to occur. Once your Principal piece has been
moved off the educational chessboard, there need to be enough other
pieces on the board at your school, that can keep playing the game
to win (high level of learner achievement).
Professional Development is an activity that has as its goals, the development of skills, competencies and personal qualities that will provide the potential for better performance and satisfaction on the job.
Professional development activities must have either a direct or an
indirect student benefit. They must therefore contribute to learner
success in our schools, regardless of Grade or Province.
Leadership development is vital, if the effective Principal is going to
delegate tasks to competent members of his team.
By starting off with a SWOT analysis, you (the Principal) will ensure
that you meet the needs of all categories of employees- including
admin and support staff, Grade Heads, Phase Heads and more specifically members of your SMT. You will have to discuss the allocation
of resources and work this into your budget (now in term 3). Once
your plan is in place, you will need to build in a time for reflection for
accountability. We should always evaluate what we do and learn
from our evaluations. This includes evaluating previous programmes
and their effectiveness.
The Principal should nurture a climate where continued personal and
professional growth is valued and pursued by every employee. We
should provide a forum for explorative and open discussion of new
and innovative procedures and strategies. At my school we use assembly time for Best Practice (BP) Meetings, where staff share what
works. It encompasses grade teachers talking to each other, subject
geads and subject teachers sharing ideas and just subject heads trying to integrate their learning areas with each other. Time to meet is
critical. Without time for discussion many great ideas are lost. We
also need to support technology innovation and training- we have
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the next edition, the deadline is September 2012.
I am excited that SA (SAHISA &
SAPA) will have the opportunity to
host the next ICP Executive and
Council Meetings in August 2012. I
do hope that we will all be eager to
renew old acquaintances and network professionally and socially.

Edie

installed data projectors in many classrooms and are encouraging the
“chronologically challenged” teachers to “get into IT”. Margaret, who
retires this year, is now even using Skype to contact distant family
members. The SMT must develop and advertise a process of distributing information to staff on workshops, seminars and available resources.
Leadership in schools, can be divided into three levels:
- the Kings and Queens who are the strategic leaders like the
Principal, Deputy and SGB - the operational leaders who are the
SMT and HOD’s and - the team leaders.
Ensure you know the difference between strategic and operational
leadership.
Strategy also has 3 components:
1. Time: strategy is usually long term. It’s not about today. If it is short
term you are looking at, it will more likely be tactical, not strategic.
2. Importance: Strategy deals with the important stuff at school. The
urgent items on your agenda often try to take over, but the Principal
must control the aeroplane, not clean the windows, or serve chicken or
beef.
3. Multi-component: The magic of strategy is that it is made up of
many components.
Know the difference between management and leadership.
“The purpose of management in all areas of the school, is to enable
the creation and support of conditions under which high quality teaching and learning can take place” (DBE. 1996). The areas they speak
of here include; finance, staff, learner affairs, administration, physical
resources and relationships.
Leadership deals with the Principal’s ability to influence the actions of
individual teachers or groups. Leadership also encompasses the Principal’s vision and his ability to articulate it on a daily basis in order to
direct change in the school. It, therefore, also deals with personal and
professional values. Specific Leadership development should never
be over-looked.
Principals must realise that the best possible educational environment
for all learners, can be achieved when the school (and SGB) invests in
the professional skills, academic knowledge and even personal health
of all its employees. Therefore, under the creative initiative and guidance of the thinking Principal, all the stakeholders will come to accept
that continued professional development opportunities for all employees is essential for continued learner success.
References:
Adair,J. 2009. How to Grow Leaders.
Naidoo, A. et al 2008. Education Management and Leadership.
Maxwell, J. 1998. The 21 Irrefutable Laws of Leadership.
Noyes, R. 2003. The Art of Leading Yourself.
Schuitema, E. 1998. Leadership.
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SAUDI ARABIA
WHAT MAKES A SCHOOL GOOD? - THE ROLE OF PARENTS

Relationships

“What makes a school good?” is a question of particular significance,
due to the impact of education on every child and hence on the future of human civilisation. Therefore, the question needs to be dealt
with very meticulously. Parents, in particular, have a duty to study the
matter seriously and to make good decisions in terms of the environment that is provided for their children, both at school and in the
home.
Parents need to find a school for their children which they think best
educates in a holistic manner. This means that the academic programme is strong and is supported by robust achievement results. It
also means that programmes and activities support students’ social
and emotional growth and development. Ways to confirm the presence of these in a school could involve parents:
• making an appointment to speak with senior staff about the
school and to have all their queries answered;
• visiting the school while students are there and walking through
the corridors and grounds to gauge the general atmosphere and
observe interactions among students, teachers and staff, identifying whether there is a purposeful, working environment of respectful relations;
• looking for cleanliness and safety features including play areas,
and bathroom and cafeteria facilities;

Relationships
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• checking that there are

clearly defined rules and
regulations that protect the
interest of children and examining school literature to
ensure it emphasises the importance of families giving
priority to children’s learning
and supporting school decisions regarding attendance,
homework and discipline. A
good school adheres to its
rules and regulations and
applies them fairly and on an equal basis to all families, employees and students.
A good school will expect a partnership relationship with parents.
The main role of parents at home is to motivate their children, promote the value of learning and provide a suitable atmosphere conducive to learning. These are some ways parents can support the
work of the school in the education of their children:
• Start the day in a calm manner. This can be achieved by getting
up in good time, having breakfast together and ensuring bags
are packed with the day’s requirements before setting off for
school.
• Provide a healthy diet and teach healthy eating habits. This involves having regular, appropriate meal times and a balanced
diet consisting of plenty of fruit, vegetables, grains and water.
• Be organised in a household that has regular routines which are
established and practised.
• Operate consistent rules. Parents should establish clear rules and
operate these in a consistent and open manner, using good communication skills. They should have a number of consequences and
re-wards built-in to promote a mutually-respectful and happy
home.
• Encourage children to read daily. Parents are recommended to
supply suitable reading material and make sure their children
see them reading.
• Talk. Children benefit immensely from talking with their parents –
about their day, community issues – or reading books together.
• Seek knowledge together. If parents do not know the answers to
their children’s questions they could seek these together using
books, the internet or asking other people.
• Enhance children’s self-esteems by giving praise and encouragement to their children. Correction should only be done in private
by talking about the poor behaviour and not relating it to their
character.
• Limit time watching television and playing video games by being
selective regarding content and enforce limits on time spent in
these pursuits.
• Provide opportunities for family recreation. Play and do family
activities together, both at home and outside. Join clubs and enjoy each other’s company in a variety of different ways.
• Encourage use of the home computer with educational software
and provide guidance on the use of the internet.
Parents are advised to participate, if they are able,
when invited to school theme
days. They should strongly
consider also attending school
events such as shows, exhibitions and ceremonies in support and encouragement of
their children. They should
continually follow their children’s academic and personal
progress and promptly communicate with the school if
they have information, queries or concerns regarding their children’s
school matters.

CURRICULUM FOCUS ON PRIMARY SCIENCE AND
MATHS - MADAR INTERNATIONAL SCHOOL AL HAYER MATHEMATICS

The Primary Maths Curriculum reflects our belief that children enter
school with an intuitive, built-in informal knowledge of mathematics
that can serve as a basis for developing the first steps in formal
mathematics. It consists of different topic strands that are highly interconnected; however the main topics can be summarized as follows:
• The first important strand we introduce to our students is number
sense which helps them to represent and use numbers in a variety
of equivalent forms, to understand the meaning of operations
and how they relate to one another, and to compute various
numerical operations with speed and accuracy.
• In addition, primary students are introduced to patterns, functions,
and algebra relevant to their level. This helps students explore,
identify, and extend patterns in mathematical or other contextual
situations. It also allows them to articulate and represent number
and data relationships using words, graphs, rules, and equations.
They are taught to recognize and use algebraic symbols to
model certain situations as well as to analyze change in various
contexts.
• A further core concept is problem solving. This enables students to
link their knowledge to solve certain problems related to real life
situations. Solving problems is not only a goal in learning mathematics but also a major means of tackling complex situations. It
requires a significant amount of effort where students have the
opportunity to formulate, use appropriate problem solving tools
including real objects, models, pictures, counters, or any appropriate measuring instruments.
• Lastly, students use and apply geometric properties and relationships to describe the physical world, and identify and analyze
the characteristics of geometric figures.
In Term 2 the focus for our primary students has been to communicate
mathematical thinking and share their knowledge and ideas with
their classmates. This communication and discussion makes ideas become objects of reflection and permanence in their minds. When
students are challenged to communicate with others, they learn to be
clear and convincing in their explanations. It also helps them sharpen
their ability to reason, speculate, and make connections.
Sanaa Tabet Layal Mattar

HOD MATHS - MADAR AL AIN MATHS TEACHER MADAR AL HAYER SCIENCE
Primary students have studied a range of topics in science this term
largely in the general field of biology.
Grade 1 students have studied plants and animals, learning that they
are both organisms and learning to differentiate between the two.
They have also learnt that all objects are made from material which
can mean a single material of many materials. They have investigated the different colours, forms and textures of materials.
Through observing the lifecycles of plants and animals, Grade 2
students have learnt to differentiate between seeds and eggs. They
have also studied interacting objects and how this causes objects to
change their speed or direction.
Term 2 was full of outdoor adventure and experiments for Grade 3.
Within the topic of dispersal, they studied the different ways seeds
are spread by the wind. They made various concoctions and classified them as solutions or non-solutions, learnt how to separate salt
from a solution and how to separate solid particles through filtration.
Grade 4 learnt how changing variables such as light, water, and
temperature affected the growth of plants, and that some plants are
better adapted to certain conditions than others. Students also studied relative position and motion, focussed and blurred images, and
rectangular and grid coordinates.
Lauren Bates
Science Teacher - MADAR Al Hayer
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WHAT MAKES A SCHOOL GOOD? - THE IT DIMENSION

When it comes to making
decisions in schools, administrators, teachers, parents
and students rely on a
number of sources to base
such decisions. These include knowledge of the
issue through avail-able
information, previous responses to other similar
issues, short and long term
targets, and the possible
consequences of the decision for the people concerned. All parties
are usually over-whelmed, if not confused, by the abundance and
complexity of information at hand related to one student or a group
of students.
Some decisions are made as a reaction to an incident, result, or response. However, discovering the need for decisions is more difficult.

SINGAPORE
NEWSLETTER FROM THE
ACADEMY OF PRINCIPALS (SINGAPORE)

4TH GLOBAL EDUCATION CONFERENCE
The Academy of Principals (Singapore) will be celebrating its 10th
Anniversary in 2012 with a Global Education Conference from 1213 July 2012 at the Grand Copthorne Waterfront. The title of the
conference is “The ArtScience of School Leadership”, reflecting the
fine balance school leaders need to achieve between building the
structures in the organisation of the school and building the heart
and life of the community that is the school.
Keynote speakers include Jon Saphier on The Tasks and Skills of
School Leaders, Anabel Jensen on Change Makers and Leadership
and Chris Davison on Assessment as part of Curricular Leadership.
The Conference registration fee is USD 600 nett.
The Academy is inviting school leaders to contribute to concurrent
sessions under one of these strands
a) What works when leading people
b) What works when motivating students
c) What works when improving schools
d) What works when engaging stakeholders
School leaders whose papers are accepted will be granted free
registration.

In some cases, a proactive decision is needed based on the history of
similar tasks that are logged and analysed. Timing is usually as important
as the decision itself as it makes decisions useful, not useful or even harmful. All decisions in schools have a significant impact on students' education and well-being, and consequently their future. Therefore, the information on which important decisions are based should be accurate, objective, reliable, timely and of adequate sufficiency.
Most schools use different manual and semi-automated methods to provide information for decision-making. These tools are mostly not smart
enough to warn about the possible need for early intervention or even to
react when necessary; they are mainly passive-reporting tools. To circumvent the shortcomings of market-available tools and to build an integrated and intelligent system, a team of teachers, senior administrators
and executives from EDUGATES® International began designing new
student management system software. The Advanced Educational Management System (AEMS) is now being built by a team of programmers
under the direct leader-ship of EDUGATES®. Phase one of the project
has been completed and additional modules are being introduced as
they are developed.
by Michael Burchell and Jennifer Robin was one such review. Here’s
an extract from their book :
INTRODUCTION : THE VALUE OF CREATING GREAT WORKPLACES
Ninety-five percent of my assets drive out the front gate every evening.
It’s my job to bring them back.
-JIM GOODNIGHT, CEO AND FOUNDER OF SAS
What makes a great workplace?
It’s not what you do. It’s how you do it.
If you are a leader, you must communicate, make decisions, and interact with people, just as leaders in all companies do. You may
carry out your job description very well. But to be a leader in a
great workplace, you need to not only execute your role but also
instil certain beliefs in people as you are doing it.
A great workplace is one where people trust the people they work for,
take pride in what they do, and enjoy the people they work with.
As a leader, you are the one to create and reinforce these beliefs
with every communication, every decision, every interaction. To create a great workplace, you’ll need to do your job differently. It
requires a mindshift; it requires viewing your employees like Jim
Goodnight suggests in the quote that opens this chapter. You’ll need
to do your job realising that how you do what you do makes a world
of difference to employees.
Figure 1.1 The Great Place to Work Model

Details can be found at www.aps.sg

Dimensions of a Great Place to Work®

SEASPF IV in Bangkok
The fourth South East Asian School Principals Forum took place in
Bangkok from 12 to 13 October 2011. Principals from Brunei,
Indonesia, Kampuchea, Lao, Malaysia and Singapore attended
this forum with a paper from each country sharing best practices
ranging from vision building and teacher development to classroom practices that significantly made a difference to learning.

CREDIBILITY

Integrity : Integrity in carrying out vision with consistency

RESPECT

Support : Supporting professional development & showing appreciation
Collaborating : Collaboration with employees in relevant decisions
Caring : Caring for employees as individuals with personal lives

FAIRNESS

Equity : Balanced treatment for all in terms of rewards
Impartiality : Absence of favouritism in hiring & promotions
Justice : Lack of discrimination and process for appeals

PRIDE

Personal Job : In personal job, individual contributions
Team : In work produced by one’s team or work group
Company : In the organisation’s products & standing in the community

CAMARADERIE

Intimacy : Ability to be oneself
Hospitality : Socially friendly and welcoming atmosphere
Community : Sense of “family” or “team”

The Great Workplace
The Academy reviews an article pertaining to educational or organisational issues weekly for its members. The Great Workplace

Communication : Communications are open and accessible
Competence : Competence in coordinating human and material
resources

T
R
U
S
T
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CANADA
ICP 2011 WORLD CONVENTION
LEADING STUDENT ACHIEVEMENT: AN INTERNATIONAL ODYSSEY

TORONTO AUGUST 15 – 18, 2011
The Ontario Principals Council, in partnership with the Ministry of
Education and colleagues from the Catholic Principals Council and the
Francophone Principals Council, had the privilege of hosting the 2011
World Convention.
A world convention is an exciting opportunity for leaders in education
to come together to learn, share and celebrate. Toronto is an ideal
city to host an international convention because of its welcoming nature and multicultural setting. The ICP 2011 greeted over 2000 participants from more than 40 countries and it was genuinely an international odyssey!
The planning for such a huge event takes a coordinated effort by
throngs of people from the host organization. The results are astounding and appear to be seamless and effortless but those involved know that the image of a smoothly floating duck on the water
requires legs and feet below the surface to be paddling furiously in
a synchronized effort. The OPC teams created that image!
The inspirational keynote speakers brought heightened awareness of
the importance of education and leadership to the well-being of our
students and our countries. A global consensus that confirms the
power of an education system to transform economies, cultures and
future prospects was evident at ICP 2011.
Stephen Lewis reminded us that the world is shrinking and our responsibilities reach beyond our own borders. Jennifer James helped
us understand cultural intelligence and the value of diversity. Ontario’s own Michael Fullan, with melodic associate Andy Hargreaves,
inspired us to embrace change on behalf of students and learning.
And this list goes on …. Sir Michael Barber from U.K., Elena Lenskaya from Moscow and Juliette Powell from New York brought
global insights into the trusted responsibilities of school leaders.
Our national expertise was highlighted by Roger Martin from the
Rotman School of Business, Lesra Martin from Vancouver, Avis Glaze
who has led the significant student achievement progress in Ontario
and Jim Gibbons from Calgary.
A gathering of over 2000 educators from 41 countries was also a
unique opportunity to bring together the most current thinking on
educational issues that affect students around the world. One of the
workshop options at Leading Student Achievement: An international
odyssey, was for participants to engage in roundtable conversations
on five issues: Gender-Based Literacy; The Leadership Void: Getting
the Right People on the Bus; To Test Or Not To Test; Accommodating
Special Needs; and Governance and Funding.
The dialogue was enriched by initially gathering demographic data
using the ‘clicker’ technology provided through Curriculum Services
Canada. Information such as the number of representative countries,
the candidates’ role in education, the gender and age range of the
participants, and the type of schools in each country was valuable
and could be shared immediately with the group. Further quantitative
data specific to each topic was also accessed through the ‘clickers’.
The bulk of time at each session was spent in facilitated table discussions with an Ontario volunteer principal recording the highlights from
the participants’ conversation.
The International Dialogue sessions were one of the features of the
ICP that distinguished the Toronto event from others in the past. The
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power of gathering information with participants from so many
countries assembled in one room was inspiring. The synergy of a
focused conversation on a topic that impacts students around the
world was a unique experience for most of the participants and
they commented very favourably about the opportunity.
Full reports are posted on the OPC website under and anyone is
welcome to read the results.
Some of the most notable conclusions are highlighted in the following paragraphs:
With respect to gender-based literacy issues a group that represented
seven countries with mainly publicly funded education systems, and
77% of the group being female school leaders concluded that the
greatest challenges include girls being more literate universally, but
cultural norms limit their potential, especially in Uganda and India
which also faces an urban/rural discrepancy. Also there are too few
male literacy role models in all cultures. In most places mothers are
better models because they are more likely to be present and more
likely to read.
The group of leaders from five countries that discussed the leadership
void recommend that this is a job for those who can create and will
value good relationships with others. A more positive outlook about
the job of ‘principal’ is required. Specific suggestions were to increase
pay, improve mentoring programs, and offer the freedom to return
to teaching. Some jurisdictions have relaxed rules regarding a
“teacher in charge” role which allows for many to sample administrative life.
The topic of ‘to test or not to test’ attracted 48 participants from
eight countries, with 73% between the ages of 41 and 60. Very rich
conversations regarding the types of testing and the benefits and
challenges of standardized testing ensued. The personal opinions of
the registrants were perhaps the most interesting: there is far too
much emphasis on testing; testing leads to parents shopping schools;
testing is wrongly used for political purposes; and school administrators are secretly penalized.
The discussions around accommodating special needs students revealed universal challenges concerning remote and rural locations
(South Africa, Australia), Indigenous populations everywhere lacking
service, the lack of teacher specialists, severely handicapped requiring more resources than are available, mixed jurisdictions having with
mental health professionals, the length of time for identification, and
availability of educational assistants.
The fifth session on governance and funding attracted participants
from Australia, Kenya, USA, Ireland, UAE, South Africa, New Zealand and Ontario. The conclusions about governance and funding in
each jurisdiction are available on the website
Each of the five sessions was facilitated by an Ontario expert on
the topic. The lead facilitators brought a depth and intensity to the
dialogue that was an unforeseen, but greatly appreciated. As a
result of the success of the International Dialogue sessions at ICP,
the 2012 conference hosted by OPC will take a fresh perspective
similar to the ICP sessions on a larger scale. The power of bringing
passionate and knowledgeable educators together to focus on
global issues such as human rights in education, is worth exploring
and will provide valuable perspectives that can be shared universally.
As the plans for the 2013 World Convention in Australia get underway, it is rewarding to reflect on what we’ve learned in 2011
and nurture the relationships that will help all of us grow together.
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IRELAND
LEADING 4 LEARNINGCHANGING THE ARCHITECTURE IRISH
EDUCATION
Derek West, Arts & Education Officer of NAPD, reports
on the process thus far, with additional material by
Barry O’Callaghan, former Principal of Dun Laoghaire
Senior College.

Members of NAPD, and some associates, have been engaged over
the last year in work to shape the Association’s policy to develop
Principals and Deputies as leaders of learning.
Since last May, a group of Principals and Deputies, academics and
NAPD officers, have been meeting, to explore how best to create a
new culture of learning within schools; to place learning and teaching
high on the agenda; to influence the assessment procedures in order
to place the main emphasis on assessment for learning, rather than
assessment of learning; above all, to start a genuine conversation
about what is takes to be a learner.
As the emphasis of the second-level curriculum shifts to numeracy,
literacy, the Junior Cycle and the viability of the current Leaving
Certificate, the time is ripe for change and innovation, in the face of
recession and retirements and low morale – quite a challenge!
NAPD sees a need now to radically change the outmoded concept of
teaching as data transmission, with the teacher-at-the-top as expert
and the learner as the passive recipient, to one centered on learner
activity, learning for understanding, collaborative learning and, critically, one which incorporates the key elements of Learning to Learn.
The underlying philosophy is about learning together, in line with the
Japanese proverb that says: ‘None of us is as wise as all of us!’ We
live in groups, play in groups, socialise in groups, so why do we
mainly learn alone and not in groups? This philosophy refers not only
to collaborative learner engagement but also, critically, to teachers
within schools and to schools networking with other schools.
This philosophy of collaborative learning has been central to the
success of the Finnish education system. In Ireland, we're reasonably
good at identifying the WHAT needs to be done, but less good at
identifying the HOW – the specific, easily-understood actions that
need to take place. We need to focus on learning policies, practical
follow-up, collaboration, resilience, resourcefulness. Our focus needs
to be graphic and concise, practical and accessible.
The implementation of a new philosophy of learning could be contentious. There is a current head of anxiety about proposed changes to
the Junior Cycle and the questioning of whether the Leaving Cert. is fit
for purpose. We see this as an opportunity for positive change. We
need to educate the staffs – and without undue delay. If we leave a
gap, a mentality of fear and uncertainty could creep in. We need to
challenge current widespread mythologies around education. We
have to educate ‘the mammies & daddies’ as well as the trade unions, inspectorate, politicians, fellow educators, the media and others.
The new Junior Certificate, to commence in 2014, will bring about a
sea-change in what happens in Irish classrooms. The main focus will
be on student learning, the quality of that learning and the respective
roles of teachers and students in that process. Teachers will be challenged to discover and use ways of better facilitating student learning.
Teachers will also be challenged to adapt their classrooms to become places where less teaching but more learning takes place.
This is good news – teachers often express great frustration that they
are the ones doing all the hard work in the classrooms (this might,
indeed, be an opportunity to begin to replace the word “work” with
all its connotations of drudgery and boredom, with language that
better describes the richness of learning). Teachers’ energies can be
far better used in facilitating student learning, instead of standing at
the top of the classroom transmitting content which is available at the
click of a mouse.

The new Junior Certificate will present teachers with opportunities to
work differently with their students and to build their professional capacity and competence. Above all this, there will be opportunities for
teachers and students to rediscover the profound innate pleasure in
learning: engagement, exploration, discovery, learning for understanding, collaboration and challenge.
The new Certificate will encourage innovation and creative learning in
classrooms. Students will be expected to learn much more than course
content. There will be less emphasis on learning content by rote and
more on using content as a vehicle for learning to learn. The NCCA is
very clear about this – “The course is no longer an entity to be covered.
Rather it becomes the focus and resource for learning”. Students will be
required to become aware of not only what they have learnt, but also
how they have learnt. In this, they will build key personal capacities
around Learning to Learn (L2L).
Learning and teaching practices in the new Junior Certificate will be
very different than those of today. Among teachers, as well as Principals and Deputies, there is understandable concern about what this will
all mean. All change involves leaving comfort zones to face the unknown.
Albert Einstein defined insanity as doing the same thing over and over
and expecting different results. We cannot expect our not-fit-forpurpose schooling system to produce different outcomes if we do nothing or merely tweak it at the edges.
There is a moral imperative to change how we organise our schools and
our classrooms. The new Junior Certificate presents a once-in-a-lifetime
opportunity to do this. If it fails, it might well be another generation
before it comes back to the table.
We, as professional school leaders, must commit ourselves to ensure the
success of this reform.

Portlaoise in May
Last May, when a small group of school leaders gathered in Portlaoise [a small town 100km south of Dublin] the exploration of Leading
4 Learning got underway in earnest. A wide-ranging discussion produced some valuable contributions from those present.

Confusion about role of Principal:
One Principal spoke about the confusion that exists, among Boards of
Management, about the role of the Principal. There are conflicting
opinions and sometimes no concept at all of what the role of a Principal should be. Concerns about the nature or quality of education, or
instructional leadership, are in danger of being pushed to the bottom
of the pile, dismissed as ‘‘nice light stuff’.
There are conflicting expectations of teachers. As our education system is dominated by a ‘tight exam system’ some people hold the
view that there’s no time to be ‘going around the world.’ You can’t
ignore the goal posts; you have to cover the Leaving Cert. [the high
stakes terminal exam. that marks the end-point of secondary schooling.] She contended that we need to educate the other partners –
trustees, management bodies et al.

The ordinary won’t wash:
Another Principal described how his school has evolved over 15
years from ‘an ordinary vocational school’ to a Further Education
College. He admitted that it’s a struggle to focus on Teaching/
Learning as opposed to all the other distractions that are the Principal’s lot. He is working to lead a staff from whom he is learning. The
staff members are trying different approaches to their work, ‘trying
their utmost’. There is a great willingness to try new things – simply
because, as he says, ‘the ordinary won’t wash.’

Getting to the critical questions:
A third member of the group expressed her interest in leading the
Teaching & Learning in her school, but she was conscious of the dominance of the ‘shadowlands’ in the work of the Principal and how
Teaching and Learning are relegated to being peripheral. She asked
key questions about teaching: ‘How do we know Principals are good
teachers?’ ‘How do we know about the good teachers?’

Relationships
You find out by accident that they are gems, almost by way of a
peep show. We don’t get to see good teachers teaching. The culture
of the closed door is still strong.’
However, the doors are starting to open. Change is afoot. With the
evolving role of the Inspectorate and with MLL [Management, Leadership, Learning], there is ‘a thaw’. It still isn’t working as it should, but
necessity will drive change and with the growth of committees, subject groupings in schools, a start has been made to the sharing of
ideas.
We are only starting to look at the question ‘HOW do you teach?’
and, for the Principal, the supplementary questions: ‘HOW do you
lead that? HOW [in the middle of that busy schedule] do you manage
that?’ It’s not a matter of the Principal knowing more than the teachers, it’s having an open mind’ knowing how to lead and how to create a situation for sharing the wealth of experience and talent that is
there; drawing that out.
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teacher [the ‘non-fit’ can produce so many problems], the need for
teachers to work ‘outside the box’, the need for risk-taking.
The Principal needs to be on top of this process and that involves
‘going in’ to the classroom [‘Otherwise you get a false view of what’s
happening’]. This will require the building of good interpersonal relationships and trust between the Principal and the teacher. [She reiterated her shock at discovering how fearful some Principals are of
going into a classroom; her concept of the ‘happy school’ is one
where teaching/learning are prominent].

The discussion identified four key factors in developing Instructional
Leadership:
‘Evidence-based’ practice shatters a lot of theories. It is important to ask the teachers to provide the evidence.
The problem of engaging staff
The problem of changing the culture in schools
The basic fact that you won’t change everyone!!

She identified three things that are required:
A philosophical basis for the teacher’s work, arising from research
A willingness and readiness to ask students constantly if they
understand what is happening.
A willingness in teachers to share their knowledge and practices with others
Policies on learning, on homework are vital. They need high status in
the ‘scheme of things’. There is an interconnection between knowledge, theory and leadership. She reported on her observations in
Japan, where there is a high level of collaboration and sharing between teachers, working with others, passing the knowledge on. They
are very open about having other in the classroom to observe. There
is trust and rapport – wonderful! Dr. Swan emphasised that time for
reflection is a vital part of the process, particularly for the curriculum
leader, who is, in effect, the instructional leader in the classroom.

Questioning the assumptions:

Be creative not obedient!

The four key factors:

Professor John Heywood, who has been exploring the concept of
Instructional Leadership for a considerable time, asserted that a
genuine learning organisation is one that always questions the assumptions upon which it is based. This is very important. Schools make
assumptions all the time that are perpetuated by the ‘teacher in the
castle’ of the classroom. There’s a need to break in, to start questioning the assumptions. By way of example, there was a discussion of
learning styles [via the Kolb learning style inventory], of the existence
of alternative ways of teaching, of the need for a variety of approaches. With a ‘closed door’ culture we don’t know what other
teachers are doing. This raises the question: do we get benefit if we
know what the learning styles of our pupils are?

Critical Thinking and the Blocks:
This in turn led to a consideration of Critical Thinking. What do you
mean by critical thinking? If you’re not thinking critically, what are
you going to do about it? Implicit in this was the need to foster Critical Thinking and to identify the blocks that exist:
The subject-identity of teachers;
The timetable;
The exams;
Lack of time for reflection, for exploring concepts.
At the heart of instructional leadership is group learning, engaging
staff, the creation of a community of learners. All learning is research, the classroom is a laboratory, the teacher is a researcher. The
teacher become responsible for the learning - checking if targets are
reached, analysing the outcomes, seeing what needs to be done.

Getting to grips with existing research:
To foster this raises a question of skills for the Principal. The first skill
is to engage the staff in asking the questions. What knowledge is
required to lead the teachers, to create the culture? The wisdom is
out there. We need to get to grips with what is happening in research. There are hundreds of theses, laden with possible answers,
idling on bookshelves in colleges and universities. We need to exploit
this resource.

The teacher, the curriculum & the student:
Another speaker, Dr. Verity Swan, asserted that Instructional leadership is the key to optimum teaching/learning and that central factor
is the relationship between the teacher, the curriculum and the student
in the classroom, something that motivates and encourages the student to learn. She talked about the ‘fit’ between the school and the

Michael Murray’s general perception that ‘We’re in a new world, we
have to be creative, not obedient’ has application to education. He
was critical of where we are – ‘obedient about the exams... going
against the grain of the brain.’ There’s a new consciousness and we
have to be engaged in being creative, solving problems and getting
the children to pay attention to the NOW, to live in the NOW.
He asked if schools are agencies of education. Are they ‘doing learning’ at all? Are they making people competent? He maintained that
teachers' ‘giving out knowledge’ is a waste of time. There are plenty
of ways of accessing knowledge. The teaching of skills is far more
important – making the students into ‘self-starters’. He referred to
Bloom’s Taxonomy. There is a new consciousness of the fundamental
question, Who am I? Education should reflect values, have a philosophical backbone.

Obligatory feed-back
Mary Nihill, a Principal in the West of Ireland, spoke of how virtual
communication would enable the group to explore the knowledge
base and share it. The core value, the fundamental one, is communication. We’re then talking of a process of coaching and mentoring,
of exploration and discussion of leading for learning in an Irish context. We need to learn the techniques.
A colleague saw great potential in working as a group, finding a
common structure across the schools, identifying the support structures.
We need to identify clearly our overall intention. She made a number of suggestions:
Use the nine NAPD regional groups [which are deployed across the
country]
Look at the concepts in an Irish context
Use practical tools, i.e. the tool of coaching
Work at different levels - whole-school, subject departments, and
individuals
Communicate in a safe place
Identify the strategies
Develop in-house team structures
Use an action-research approach
Let the voices be heard
Show the value of the Instructional Leadership approach
Give more time to clarifying our concepts
Look at our own schools to find the evidence of good practice
We need to link Instructional and Curriculum leadership. It’s about
helping people to get students to learn. Principals have to have a

Relationships

Page 8

philosophy of curriculum and it needs to be organised and structured
to inter-relate exams, teaching and aims.

NAPD initial response:
Clive Byrne, NAPD Director, listened intently to this discussion, and
when he spoke it was to offer a positive way forward. He said that
the Association is looking to move it into schools, to help create an
atmosphere where leading for learning becomes the norm, and
would support the running of a pilot scheme, through covering expenses etc. It was agreed that this had been a very useful session.

Portlaoise September
A second major meeting was held in September, also in Portlaoise
and, after some initial hesitancy, a series of goals and actions
emerged.
The group saw the need for an advisory group within NAPD, working
under the aegis of the National Executive, to bring forward the concept of the Principal and Deputy as leaders of learning. The perception of the school as a learning community is becoming a key issue, in
the light of proposed curriculum change. The function of such a group
would be to act as a think-tank; to access the research material and
disseminate it; to offer guidance to the Director and executive of
NAPD, to help in the shaping of policy.
The group considered its potential role as a provider of in-service,
but felt that this was not to be within its immediate remit. There is a
need to make provision of the ‘nuts and bolts’ of instructional leadership at school level, but the over-riding concern of NAPD is about the
bigger picture, as a Policy Forum, with its actions based on research
and the reported experience of practitioners in the schools. The practical function of the group would be to organise and structure the
dissemination of knowledge to members, collating and condensing
the research, offering help and advice from a knowledge-base.
Instructional Leadership does not yield its meaning easily. Indeed the
very term ‘Instructional’ was challenged and it was agreed to operate henceforth under the heading ‘Leading 4 Learning’. The group
was conscious of a disjoint between theory and practice and of the
need to work at the level of the school, to take Leading for Learning
to the Principals where they are, so that they can ‘receive it without
making huge sacrifices in terms, of time, travel, reading etc.’
Beyond this lies to critical need to impact on the teacher in the classroom and to build knowledge on the basis of school-based research.
The learner, be it the teacher or the student is at the centre of the
process and the vital point is that the learner is engaged.
Anthony Doogan, one of the group members, gave a PowerPoint
presentation of the practices he was developing in his school. The
principle is one of trickle-down dissemination of knowledge and
practices, whereby the ‘upskilled’ individual passes on the skills to
colleagues, by a cascade effect, and over time a professional discourse builds up within the school. The Principal will have a key role
as the leader of the learning, not as pedagogue but as facilitator.
His/her role is to be flexible and to be reflective. The implementation
process is seen a simple, starting small, perhaps with subject departments, but with structures and with genuine support coming from the
Principal.
Barry O’Callaghan [See head of article] also made a PowerPoint
presentation that ranged through teaching and learning strategies in
considerable detail. The moral imperative he sees is to put the
learner at the centre of the education process. He distinguished three
kinds of learning: Learning by being taught; learning as an individual
to ‘make sense of things’ and learning by building knowledge in
collaboration with others.
Barry summed up the thrust of this initiative by stating, ‘Great teaching will always involve spontaneity, creativity and flexibility.What
emerged from this September meeting was a series of proposals
based on four areas:
A consultancy – both John Heywood and Verity Swan are willing to
act in an advisory capacity, to meet participants, to visit schools, to
play out a listening, responding role. They also have access to a
body of research based on the work of M.Ed. students and the Society for Management in Education in Ireland [SMEI].

Presenters – a number of members are already experienced presenters in the area of this form of leadership and the backbone of
developing Leading for Learning will depend upon them and their
interaction with the regions
Access to in-service – .The group was aware of the work being
done by other bodies in the area of training and professional development. The in-service courses are attracting large numbers from all
sectors and it was recognised that this would form a most useful complement to the work of NAPD.
NAPD As outlined at the top of this account, the group identified
the need for a Leadership 4 Learning Advisory Group, to work with
the National Executive of the Association and with key educational
agencies.

Dublin November
At the November meeting, the Key Issues were about developing a
policy for leading and learning and implementing it – what NAPD
can, and cannot, do. It was reinforced that Principals and Deputies
have to be engaged in this process. The need to stimulate discourse
and dialogue was recognised. With new initiatives – Literacy and
Numeracy, Junior Cycle, League tables – this move was seen as
timely.
Professor Heywood stressed the vital importance of using research as
a basis for development and pointed out that there existed already
a large body of research material. He saw the interdependence of
curriculum, learning, assessment and instruction; there is a need to
develop the professionalism of the teacher, particularly with regards
to research.
One Principal endorsed this ‘Schools are very far away from talking
about leadership and learning’. This needs to be implemented
through teacher education. Another spoke of the anxiety of Principals
and Deputies, who don’t have the confidence to communicate issues
about learning to learn to their staffs. The challenge is to open the
door of the classroom, to manage conversations and realistic expectations. Principals baulk at this. They need a lot of support if they are
to raise the bar.
A third contributor spoke of learning policies and the need to engage parents in the conversation about learning. He raised some key
points:
• The need for a debate about the quality of leadership re.
teaching and learning
• The question of the input by NAPD into national policy
• If we get the reform of the Junior Cycle [Years 1-3 at postprimary level] wrong, it could be the end of curricular reform in
our generation.
• The Finns see most of curricular reform happening at school
level, for teachers and students
• NAPD needs to be at the heart of the discussion about the
eradication of the Leaving Certificate [the terminal examination,
which recently has been the subject of widespread criticism]
• The crucial need for leadership.
Clive Byrne once again responded in positive fashion. ‘We have the
basis of a way forward.’ He listed significant changes in key educational structures and saw room for manoeuvre. The current Minister
for Education is amenable to change. There’s hope that Principals will
have a voice on the Teaching Council and at the National Council for
Curriculum and Assessment. NAPD needs to be on the core committees.
Clive sees that, as Director of NAPD, that the National Executive is
well disposed towards the initiatives that are being shaped in the
area of Leading for Learning.

Post-Script
The discussions, reported above, culminated in January, with the decision by the National executive to form the Advisory Group. Since
then the Group has shaped up to implement the policies, in the first
instance, through a National Symposium on ‘Leading 4 Learning’,
which will be followed by a series of initiatives across the country.

