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Provocation
"Staff don’t need pizza days to feel better.
 They need to feel like the work they do matters—and that they are growing while doing it."
 🔹 Is our model of wellbeing built on treats or trust?
 🔹 Do staff feel energised by the work itself, or merely distracted from how drained they 
are?
 🔹 Are we making time for passion, inquiry and professional purpose—or just offering quick 
fixes?
 🔹 Do things like lesson study, spirals of inquiry, and growth plans feel like bureaucracy—or 
belonging?

🧭 As leaders, we must ask:
• What if wellbeing isn’t an add-on, but the byproduct of meaningful work?
• How can we protect time for teacher-led inquiry, reflection, and growth?
• Do our staff feel like co-creators of improvement, or passengers on someone else’s ride?
• What would school feel like if accomplishment, curiosity and connection were the core offer?

✴ The opposite of burnout isn’t bubble baths—it’s purpose. Build schools where the work lifts 
people up, not wears them down.



My Belief
If we want classrooms where:
 
**children are at the centre of learning
**dialogic talk, debate, criticality, and 
articulate thought are valued
**collaboration, co-construction, enquiry 
and problem solving are key elements of 
learning
**pupils have voice, agency, and genuine 
ownership over their work and learning



My Belief
...our adults need to be in 
that same kind of 
environment FIRST.

There is no 'well pupil' 
without a 'well 
school/teacher/leader' 
first.



Provocation
"What if the most powerful driver of improvement isn’t scrutiny—but culture?"

🔹 Does our instructional leadership build trust, expertise, and autonomy?
🔹 Have we confused monitoring for improvement with monitoring for control?
🔹 Are we supporting teachers as professionals, or managing them as risks?
🔹 Could a culture of collaborative inquiry make constant formal observations obsolete?

🧭 As leaders, we must ask:
•What message does our current model of monitoring send?
•Do our leadership practices reduce anxiety—or create it?
•How do we invest in capacity, not just compliance?
•What would school feel like if growth, not judgement, drove our culture?

✴ Instructional leadership done well doesn't watch from above—it walks 
alongside.



There is Another Way
• Know Thyself (and thy 

school & community)

• Instructional Leadership 
(build systems)

• Improvement through 
Collaborative & Connected 
Teacher Led Leadership 
(improve systems)

• Focus on Developing 
People & People 
Developing Themselves



Know Thyself (and thy 
school & community)



There is Another Way
Instructional 
Leadership
• Know what works - lead 

learning
• Lots of Ways: Pepsi & 

Spaghetti sauce
• Build Systems: Go Away & 

Have a Play
• Visit & Learn: Lethal mutations



There is Another Way
Improvement through Collaborative 
& Connected Teacher Led Leadership 
• Why do we monitor: performance, 

consistency, standards, CPD
• Conditions for growth
• Soil People
• LS, TRGs, Spirals
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Provocation
"Could the answers to school improvement already live within the questions 
teachers are asking each other?"
🔹 Do we create space for teacher-led inquiry—or crowd it out with top-down 
initiatives?
 🔹 Are we nurturing a culture where learning is communal, not just individual?
 🔹 Do structures like lesson study and inquiry groups feel empowering—or extra?
 🔹 What happens to staff morale and expertise when collaboration replaces 
compliance?

🧭 As leaders, we must ask:
• Are teachers seen as drivers of change, or simply implementers?
• How do we make collaborative learning a habit—not a task?
• What systems and schedules actively support this kind of work?
• What might be possible if we truly trusted teachers to lead learning?
✴ When teachers inquire together, schools become places of possibility—not just 
performance.



Focus on Developing 
People & People 
Developing Themselves
• Focus on 

Collaborative 
Development & 
Collective 
Responsibility

• Annual Growth Plans
• Micro Research
• Lines of Enquiry / 

Passion Projects
• Learning IS the work

There is Another Way



The Challenges

Working against the system

Emotional fatigue of leading differently

Early scepticism: ‘too soft’, ‘too idealistic’, ‘not 
sustainable’



The Learning
Culture isn’t a 
programme — 
it’s an aligned 
practice

It’s not built in policies 
— it’s built in 
relationships



“The medium is 
the message.”

The way we lead is the 
wellbeing work.




