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LDC Assignment 1 – Robyn Shears   November intake 
 

At the beginning of 2015, my school, Glenbrook Primary underwent a significant change. We 
had a turnover of seven out of ten class teachers and the Principal left with three days to go 
before the start of the year. While, for both myself and the other Assistant Principal Lysandra, 
this was a shock, it was also seen as an exciting opportunity to move our school forward with 
a critical evaluation of practices, and a redevelopment of our curriculum. In term one 
Lysandra was appointed Principal and I was made Deputy.  
 
Both Lysandra and I understand that as leaders in New Zealand education we need to be 
drivers of change. This year we have undertaken a huge amount of work to prepare teachers, 
students and our community for a school which is forward thinking, creative and ready to 
double in size due to a future housing development.  
 
An initiative that I led from it’s conception through to implementation was the introduction of 
‘Student Progress Meetings’. These meetings are based around a document which allows 
teachers to analyse their student data in Reading, Writing and Mathematics. It begins with a 
proforma on Google Docs (attached as Appendix 1) which can be copied and edited by each 
teacher. Teachers take their data from our student management system and use it to place 
students in relation to our school’s expected standards. They then reflect on why that student 
has succeeded, not made progress or regressed and think about what their deliberate acts of 
teaching will be to extend or support that student further over the next term. Teachers are 
able to discuss their actions and seek out new ideas for activities and interventions. Priority 
students are highlighted so teachers can hone in on targets which may be relevant to them.  
 
The intended outcome of this initiative is an improvement in student achievement specifically 
within the core subjects of Reading, Writing and Mathematics. The purpose of using the 
Student Progress Plan (SPP) is to give teachers the opportunity, with collegial support, to 
analyse their class data in a meaningful way and make them more accountable for their 
deliberate acts of teaching, rather than focussing on a deficit theory.  The physical outcome is 
a fluid document which can be constantly updated by all members of staff. The leadership 
team uses the comments system of Google Docs so that teachers can acknowledge and 
choose whether to accept suggested changes to their work. This document is also shared 
with the school Board of Trustees as part of our reporting of achievement data. A further, but 
perhaps secondary, outcome of this initiative has been the deliberate shared use of Google 
Docs. As a google school we aim to use it effectively in all aspects of school life.  
 
The leadership role within this initiative involved me bringing the initial proforma to senior 
leadership meetings to discuss the wording and what the purpose of the document would be. 
Once agreed, I led a staff meeting introducing the document. I was able to demonstrate on a 
google doc how to fill in the various sections and we engaged in an open dialogue about what 
type of comments should be entered. Initially teachers’ conversations on barriers to students’ 
achievement focussed on deficit theories. These consider a student's readiness for school, 
lack of interest from parents and whanau, cultural and overall lifestyle as the main reasons for 
school failure (Walker, 2011). My role through this initiative was to turn this thinking around 
and ask teachers ‘how will you, in your daily practice, increase the progress each child is 
making?’ and ‘can you turn a perceived deficit around to help motivate students within your 
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classroom?’ This type of questioning allows teachers time to think about their class, consider 
how much they know about each student and reflect on how this knowledge can be used in 
their teaching.  
 
Within the wider context of our school, teachers will take this concept of open dialogue with 
colleagues and build on it within syndicate and learning team meetings. They will use it as 
part of their weekly reflections and as the progress plans are revisited regularly they will 
continue to develop their own growth mindset in relation to their student’s abilities. By giving 
teachers support and a chance to discuss the strengths and interests of their students, they 
are able to design a curriculum and core subject lessons which will appeal and 
motivate.  Dweck (2010) states that “within a classroom culture that supports a growth 
mindset, teachers can design meaningful learning tasks and present them in a way that 
fosters students’ resilience and long-term achievement” (p. 19).  
 
Throughout this initiative I took direction from the transformational leadership theory. Burns 
(as cited in Zigarelli, 2014) identified two types of leadership theories, transformational and 
transactional. A leader who is using the transactional technique works on a system of positive 
rewards and negative feedback (Hater & Bass, 1988). There are two options for leadership 
within the transactional theory. One is that of contingent reward. If the followers complete their 
tasks, which lead to improved outcomes, they are rewarded. The second is called 
Management by Exception where the leader allows followers to carry on with what they are 
doing without the need for direction. Neither option would have worked for my initiative. To 
gain an improvement in academic outcomes the team needed to work together towards a 
goal so that their deliberate acts of teaching and reflections were genuine. The option of 
management by exception was not appropriate because as a team we were not on a steady 
course and needed direction.  
 
Transformational leadership uses relationships, encouragement and support which inspires 
followers towards a single vision.  
 
Franciosi (2012) discusses three main roles of the Transformational Leader. The first is that of 
the motivator. In a school setting the purpose is to motivate all staff (and in some cases the 
students) towards the goals explicit in the school charter and annual strategic aims. The 
leader must continue to focus and refocus staff towards these goals, finding new ways to 
motivate and achieve buy in. The second role is that of communicator. The daily role of the 
classroom teacher is so diverse and busy that they can often be distracted from the school 
vision. It is the leader's role to understand this, to monitor staff well-being, support where 
necessary, and look at ways to ensure that each teacher has the time they need to reflect on 
their practice and focus on activities which will create progress. The third role is the facilitator 
of communication. Within my initiative this involved designating and valuing regular times to 
discuss student progress and ideas so that teachers built trusting relationships and became 
more willing to learn from each other. This facilitation role then extends to involve the BOT, 
parents, community and students to ensure open dialogue and the sharing of ideas.  
 
Yukl (1999) suggests that whilst transformational theory itself does not identify possible 
negatives outcomes, other researchers have noted situations where they might occur. Where 
the intended outcome is to increase performance, favouritism towards certain stakeholders 
(BOT, Ministry) can occur at the expense of others (teachers, students) (Stephens, D’Intino, & 
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Victor, as cited in Yukl, 1999).   My initiative accounts for this by allowing for a balance 
between stakeholders. Although SPPs are primarily designed as a working document for 
teaching staff they are also provided to BOT so that they have a clear view of assessment 
processes. Harrison (as cited in Yukl, 1999) identified that followers can become so involved 
with the initiative that they can suffer from stress and burnout. Having been both deputy 
principal and a class teacher this year, I am very conscious of  burnout and the pitfalls of 
implementing too many new initiatives. As part of my introduction of this initiative, I further 
invested staff in the process by asking them about the usability of the document and for  
feedback on how often they felt it should be updated.  
           Leaders transform followers by making them more aware of the 

importance and values of task outcomes… followers feel trust and respect  
toward the leader, and they are motivated to do more than they originally  
expected to do. (Yukl, 1989, p. 272) 

 
Employing aspects of the transformational theory was appropriate as it allowed the vision of 
the school and leadership team to be shared with the teaching staff in a way that required 
them to engage and communicate with each other both in person and through technology. 
The use of Google Docs was an important factor in continuing to embrace technology within 
our classrooms. Franciosi (2012) states that leadership needs to cope with technology-driven 
changes and new developments by being more flexible. The intended outcome of ‘improving 
results across the three core subjects’ has yet to be analysed however whole school data 
continues to be in line with previous years and above national and regional data.  

‘as a leader of assessment Robyn is able to have focussed learning korero 
 around the needs of students and the capabilities of teachers. She is able 
 to identify steps for accelerating learning within a cohort…’   
(Baty, personal communication, October 25, 2015) 

 
The two leadership styles that I exhibited during the introduction of the SPPs were visionary 
and democratic (Goleman, 2000). I used the visionary leadership style when explaining the 
purpose of the student progress plan and what its role would be throughout the year. By being 
enthusiastic and refocusing teachers throughout the initial meeting and at subsequent 
planning days, they have been able to critically reflect on the significance of their deliberate 
acts of teaching. I followed the visionary motto of ‘come with me’ (Goleman, 2000) so that I 
could engage staff rather than simply telling them what to do. I was involved at every stage 
and reiterated that if any part of the plan didn’t work in practice or if staff wanted to make 
changes this was easy to accomplish. I displayed the visionary style of leadership by being 
confident in my initiative and selling it to others. I answered questions if they arose and asked 
questions of the teachers too, ensuring that they needed to engage critically and work with 
others.  
 
Using the visionary leadership style I focused on four Emotional Intelligence (EI) 
characteristics: inspirational, self confidence, empathy and self awareness. Empathy was 
crucial as I needed to engage all teachers within the school to share the same vision.  

The ability to sense how others feel and to understand their perspectives 
 means that leaders can articulate a truly inspirational vision. A leader  
who misreads people, on the other hand, simply can’t inspire them.  
(Goleman, 2002, p. 74)  
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Through the democratic leadership style I focussed on  the phrase ‘What do you think?’ and 
continually used this question to ensure teachers were reflecting and challenging their own 
thinking before seeking help (Goleman, 2000). I achieved this by asking them questions 
during sessions which I knew drew on their strengths and passions, and by encouraging 
collaboration between more and less experienced teachers. This leadership style has been 
invaluable not just in this initiative but throughout the year in helping to build a trusting, caring 
and purposeful school community. It is a style that has allowed me to gain further insight into 
the strengths of new staff and how they worked together. I ensured that the emotional 
intelligences of collaboration and teamwork were central to this initiative, working with staff 
from across the school and reflecting my confidence in the initiative and belief that every team 
member had something to offer (Goleman, 2002). 

Robyn has worked diligently to promote a positive team culture in order 
to develop shared understandings about teaching and learning at Glenbrook 
School. (Baty, personal communication, October 25, 2015) 

 
The student progress plan is an initiative that continues to evolve. For 2016 some teachers 
will try using Google Sheets as an alternative to Docs.  A further development will be a 
greater focus on the key competencies and reflecting on how these are affecting our students 
learning. Through this initiative I have successfully utilised a range of leadership styles to 
facilitate it’s implementation and develop a programme that is tailored to the needs of my 
school.  
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