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“Leading Together has all the 
critical features needed to 
become a model for school 
change: effective school 
leadership, positive adult 
relationships in schools, and 
relational trust.”

(Rimm-Kaufman, Leis & Paxton, 2104)

http://www.couragerenewal.org/PDFs/UVA_LeadingTogether_July_11_2
014_Final_Full_Report.pdf

http://www.couragerenewal.org/PDFs/UVA_LeadingTogether_July_11_2014_Final_Full_Report.pdf


Where we are heading this afternoon…
Relational trust -
what it is and why it 
matters.

Leading Together -
research and 
underpinnings of the 
approach.

Hands on experience -
protocols and activities 
for strengthening 
relational trust in your 
school.



Relational Trust – 4 ‘vital signs’

Respect: Do we acknowledge one 
another’s dignity and ideas? Do we 
interact in a courteous way? Do we
genuinely listen to each other?

Competence: Do we believe in each other’s 
ability and willingness to fulfill our 
responsibilities effectively?

Personal regard: Do we care about each 
other both professionally and personally?

Integrity: Can we trust each other to put 
the interests of our students first, 
especially when tough decisions have to be 
made?

From Bryk, A. S. and Schneider., B 
(2002) Trust in Schools: A Core Source for 
Improvement. New York: Russell Sage 
Foundation & Bryk, et. al. (2010) Organizing 
Schools for Improvement. Chicago: University 
of Chicago Press.

www.freeimages.com/photo/monitor-1-1242583



AITSL capacities of successful school 
principals

[They] foster trust and release creativity by 
developing leadership in others, building teams and 
working cooperatively to achieve school goals and 
build the capacity of the future workforce (Developing 
self and others) (AITSL, 2011, p. 9).

They are able to build trust across the school 
community and to create a positive learning 
atmosphere for students and staff and within the 
community in which they work (Personal qualities and 
social and interpersonal skills) (AITSL, 2011, p. 7)



“School leaders who are successful in 
developing a culture of trust make 
relationship-building a priority in their 
leadership. These relationships may be 
described as internal social capital, 
which brings together two different 
parties to the relationship.” (ESA/ AITSL, 2014)

http://www.curriculum.edu.au/leader/culture_of_trust,37542.html?issueID=12933 based 
on Literature review: a culture of trust enhances performance, prepared for the Australian 
Institute for Teaching and School Leadership (AITSL) by Dr Jessica Harris, Professor Brian 
Caldwell and Ms Fiona Longmuir. 

http://www.curriculum.edu.au/leader/culture_of_trust,37542.html?issueID=12933
http://www.aitsl.edu.au/docs/default-source/aitsl-research/insights/re00059_literature_review_a_culture_of_trust_enhances_performance_harris_et_al_jun_2013.pdf?sfvrsn=4


Relational Trust is an 
“Organisational Property”

“[I]ts constitutive elements are socially 
defined in the reciprocal exchanges 
among participants in a school 
community, and its presence (or 
absence) has important consequences for 
the functioning of the school” (Bryk & 
Schneider, 2002, p. 22). 
From Bryk, A. S. and Schneider., B (2002) Trust in Schools: A Core Source for 
Improvement. New York: Russell Sage



“[T]rust does not stand alone as a 
discrete capacity: it is the lifeblood of 
success in virtually every structure and 
process that involves the principal and 
other school leaders.” (ESA/ AITSL, 2014)

http://www.curriculum.edu.au/leader/culture_of_trust,37542.html?issueID=12933 based on Literature 
review: a culture of trust enhances performance, prepared for the Australian Institute for Teaching and 
School Leadership (AITSL) by Dr Jessica Harris, Professor Brian Caldwell and Ms Fiona Longmuir. 

http://www.curriculum.edu.au/leader/culture_of_trust,37542.html?issueID=12933
http://www.aitsl.edu.au/docs/default-source/aitsl-research/insights/re00059_literature_review_a_culture_of_trust_enhances_performance_harris_et_al_jun_2013.pdf?sfvrsn=4


And how does all this relate 
to the NSWSPC theme?



Key Relationships

School: Community 

Student: Teacher

Teacher: Teacher

Teacher: Principal



Outcomes of first pilot of Leading Together: 
Building Adult Community in Schools 
The Center for Courage & Renewal’s leadership program for K-12 educators

www.CourageRenewal.org/LeadingTogether

• Personal growth
• Improved capacity to share leadership
• Enhanced relational trust
• Increased professional capacity—

confidence in their collective ability to 
reach and motivate their students 

Rimm-Kaufman, S. E., Leis, M. & Paxton, C. L. C.(2014). “Innovating together to improve the adult 
community in schools: Results from a two-year study of the initial implementation of Leading Together.”
couragerenewal.org/PDFs/UVA_LeadingTogether_July_11_2014_Final_Full_Report.pdf



“Collective teacher efficacy (CTE) refers 
to the perceptions and judgments of a 
group of educators regarding their 
ability to positively influence student 
outcomes.” 
Jenni Donohoo

Donohoo, J. (2017) "Collective teacher efficacy research: implications for 
professional learning", Journal of Professional Capital and Community, 
Vol. 2 Issue: 2, pp.101-116 



John Hattie has 
found CTE (a subset 
of school leadership) 
to be a factor that 
correlates strongly
with student 
achievement, with 
an effect size of 1.57.

/

https://www.visiblelearningplus.com/sites/def
ault/files/250%20Influences.pdf

Hattie, J. (2016), “Mindframes and 
Maximizers”, Third Annual Visible Learning 
Conference, Washington, DC, July 11.   

See also: https://visible-
learning.org/2017/05/video-john-hattie-
collaborative-impact

Image source:  Hattie, J (2009) Visible 
learning : a synthesis of over 800 meta-
analyses relating to achievement.  New York: 
Routledge.

https://visible-learning.org/2017/05/video-john-hattie-collaborative-impact


Eells (2011) found that CTE was strongly 
and positively associated with student 
achievement “across subject areas, when 
using varied instruments, and in 
multiple locations” (p. 110). 

Eells, R. (2011), “Meta-analysis of the relationship between collective efficacy and student 
achievement”, Dissertation, Loyola University of Chicago, Chicago, IL. 



What teachers and principals 
say about Leading Together…



“I don’t think that kids can have academic 
learning unless they feel supported 
emotionally, and I think it’s really difficult for 
teachers to work together if they’re not in a 
good place emotionally. So I think if there’s a 
lot of stress and disagreements amongst the 
staff, that’s going to filter out eventually, to the 
students. I think if people can learn to really 
listen to each other and trust each other and 
try to understand others perspectives, that it 
can only open us up to new ideas and just a 
better way of working together, and that can 
only help our students.”  
Participating teacher in Leading Together (in Rimm-Kaufman et
al, 2014, p. 43)



One school principal found that as his 
teachers collaborated more with each 
other, they became more invigorated by 
their work, which resulted in more 
engaging and thought-provoking 
curriculum for the students. “They also 
connect better with their students,” he 
observed, “and they’re more sensitive to 
their students’ relational issues.”



A school leader at one of the high-poverty schools explained how 
she felt that LT was impacting teacher attrition and student 
outcomes: 
[LT] definitely has a positive impact, just because it helps keep 
adults in a good space mentally. If you’re happy where you work, 
then you will produce, you will have better results. When you 
start getting up in the morning and saying, “I don’t want to go to 
work. I hate the place that I work,” then you’re not going to 
produce and you’re not going to be invested in the students. And I 
think that our teachers are invested and they like being part of 
this community, and they don’t want to go anywhere else. And I 
see that with the turnovers. I see less turnover than in previous 
years. So I think definitely it does enhance how well the students 
perform. And we see it in the data, as well. Our students are 
performing better now, because their teachers are willing to learn 
and they’re willing to plug away with, with learning best practices 
and mastering those. So [the teachers] truly believe in the 
mission of our school, I feel. 

(Rimm-Kaufmann et al, 2014, pp44 – 45)



So what is the essence of this 
work?

What does Leading Together look 
like in practice?



“The question we most commonly ask is 
the ‘what’ question – what people or 
programs  shall we lead?

“When the conversation goes a bit 
deeper, we ask the ‘how’ question – what 
methods and techniques are required to 
lead well?

“Occasionally, when it goes deeper still, 
we ask the ‘why’ question – for what 
purposes and to what ends do we lead?”



“But seldom, if ever, do we ask the 
‘who’ question – who is the self that 
leads? How does the quality of my 
selfhood form – or deform – the way I 
relate to my family, my work, my 
colleagues, my world? 

—adapted from Parker J. Palmer, The Courage to Teach



“The 
unexamined

life is not worth
living.”

Socrates



“Is this person the same on the inside as he or she 
seems to be on the outside? Children ask this about 
their parents, students about their teachers, 
employees about their supervisors, patients about 
their physicians, and citizens about their political 
leaders. When the answer is yes, we relax, believing 
that we are in the presence of integrity and feeling 
secure enough to invest ourselves in the relationship 
and all that surrounds it."

Parker J. Palmer

Palmer, P.J. (2004) “A hidden wholeness: The journey toward an undivided life – Welcoming 
the soul and weaving community in a wounded world.”  San Francisco: John Wiley & Sons.



Circles of Trust

Reflective 
practice 

in community



Touchstones for creating safe 
space

http://www.couragerenewal.org/touchstones/



Touchstones for creating safe 
space

Put a star next to touchstones that:
• jump out at you, surprise you in some 

way.
• bring up some questions for you.
• you think you’ll find easy to do.
• you think will be more difficult.



Practicing deep listening
I invite you to share something about the 
touchstones you highlighted with a 
partner.

You will each have 1.5 minutes.  During 
that time, the listener only listens, 
without comments or questions.

I will sound the chime when it is time to 
swap.



“Your ability to excel as a leader depends on 
how well you know yourself.  The better you 
know yourself, the better you can make sense 
of the often incomprehensible and conflicting 
messages you receive daily.  Do this, do that.  
Support this, support that.  Decide this, decide 
that.  Change this, change that.  You need 
internal guidance to navigate the turmoil in 
today’s highly uncertain environment.”  

James Kouzes & Barry Posner 

Kouzes, J & Posner, B. (2002) The Leadership Challenge.
San FranciscoJossey-Bass, 2002



Choosing an image



What do you notice?
What drew you to your image?  
What kind of boat of is it?
What condition is it in?
What gives sit strength? 
What propels it?
How might this boat speak to you of your 
leadership? 



Third Things



The Contract by William Ayott

Poem source: http://williamayot.com/the-contract-2/
Image source: https://www.freeimages.com/photo/sailing-1439230

http://williamayot.com/the-contract-2/


Open and honest questions

What are they and 
how do we frame them?



“If I’ve learned nothing else, I’ve learned this: a 
question is a powerful thing, a mighty use of words.  
Questions elicit answers in their likeness. Answers 
mirror the questions they rise, or fall, or meet. So 
while a simple question can be precisely what’s needed 
to drive to the heart of the matter, it’s hard to meet a 
simplistic question with anything but a simplistic 
answer.  It’s hard to transcend a combative question.  
But it’s hard to resist a generous question.  We all have 
it in us to formulate questions that invite honesty, 
dignity, and revelation.”  

Krista Tippett

Tippett, K. (2016) Becoming Wise. London: Corsair



Walk and Talk



An invitation…

…to share your comments and
reflections on what you have 

experienced.



Upcoming workshops/courses
Leading Excellence: 1-2 August 2018, University of Sydney.  This 
is a NESA accredited professional learning program for NSW 
principals offered by the University of Sydney’s Widening 
Participation and Outreach unit.

The Courage Way: Living and Leading on Purpose: July 27 – 29, 
2018, Central Coast, NSW.  This is an open weekend workshop for 
people from diverse professional backgrounds wishing to 
experience the Courage & Renewal approach to reflective 
practice. http://www.couragerenewal.org/events/the-courage-
way-living-and-leading-on-purpose_18_aus/

The Bay of Fires Leadership Adventure: September 20 – 23, 
2018, Bay of Fires Lodge, Tasmania.  This is a leadership course 
incorporating daily hikes in the wilderness with reflective 
practice activities. http://www.primaladventures.com.au/bay-of-
fires-leadership-program/

http://www.couragerenewal.org/events/the-courage-way-living-and-leading-on-purpose_18_aus/
http://www.primaladventures.com.au/bay-of-fires-leadership-program/


Thank you
kirsty@kirstymcgeoch.com
www.kirstymcgeoch.com

mailto:kirsty@kirstymcgeoch.com
http://www.kirstymcgeoch.com/
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