Increasing the Effectiveness of School
Leadership and Teams:
Impact of High Performance Developmental
Conversations
Michael E. Bernard, Ph.D.
Professor, Michael E. Bernard
Melbourne Graduate School of Education
University of Melbourne

A project supported by the Bastow Institute of Educational Leadership,
North Melbourne, Victoria, Australia

June, 2015
The Bernard Group	
  
ABN 18 610 825 410
Tel: +61 3 9415 8327
Fax: +61 3 9419 5993
enquiries@workmindset.com.au
www.workmindset.com.au	
  

	
  

Impact of High Performance Developmental Conversations

Acknowledgments
Bruce Armstrong, Executive Director, Department of Education and Training, Division of
Leadership, Professional Practice and Accountability, for his support of this ‘high workplace
performance’ project and his ongoing desire to make a difference in impacting the professional work
of school leaders, school teams and, ultimately, young people of all ages.
Matthew Timble, Bastow Institute course manager, who from the commencement to the completion
of this project, provided ongoing support in the form of recruitment and selection of course
participants, preparing literature for participants on all aspects of the course including use of Adobe
Connect. His high-level professionalism helped to make the course a success.
Ron Issko, behaviour organisational consultant and coach, for his expertise in webinar-based
learning and his ability to organise the technical aspects of all of the Adobe Connect blended
learning sessions.

About Michael E. Bernard, Ph.D.
Michael E, Bernard, Ph.D., is a Professorial Fellow and Psychologist, Melbourne Graduate School
of Education, University of Melbourne, and also has the appointment as an Emeritus Professor,
California State University, Long Beach.
He is the author/editor of over 50 books, 15 book chapters, and 30 journal articles in areas
associated with peak performance, resilience, parenting, mental health, and school improvement.
He is an international consultant to universities, organisations, educational authorities, and
governments. He is the Founder of You Can Do It! Education (www.youcandoiteducation.com;
www.youcandoitparents.com), a program for promoting student social-emotional well-being and
achievement that is being used in over 6,000 schools in Australia, New Zealand, Singapore,
England, Romania, and North America.
Nota Bene: The views, opinions, conclusions and recommendations expressed in this document
are the sole responsibility of the author.

For more information on the High Performance Mindset at Work program, visit:
www.workmindset.com.au
Contact: The Bernard Group, PO Box 405 East Melbourne Vic 8002
AUSTRALIA TEL: +61 3 9415 8327
enquiries@workmindset.com.au
	
  

ii

	
  

	
  

Impact of High Performance Developmental Conversations

iii

	
  

	
  

Impact of High Performance Developmental Conversations
Contents

Acknowledgments .................................................................................................................................. ii
About Michael E. Bernard, Ph.D. ........................................................................................................... ii
Executive Summary ................................................................................................................................ 5
Impact of HPMW Course on Participants’ High Performance Mindset ..................................................... 5
Impact of HPMW Course on Participants’ Effectiveness in Tough Situations .......................................... 5
Impact of HPMW Course on Participants’ Team Leadership Behaviour .................................................. 5
Participant Evaluation of Effectiveness of Different High Performance Conversations ............................ 7
Context ...................................................................................................................................................... 9
Highly Effective School Principals ........................................................................................................... 10
PART A. SCHOOL LEADERS LEARN ABOUT AND APPLY THE HIGH PERFORMANCE
MINDSET ................................................................................................................................................ 18
Goals ....................................................................................................................................................... 18
Recruitment and Participants .................................................................................................................. 18
Measurement and Evaluation Surveys ................................................................................................... 22
Part A: Findings .................................................................................................................................... 24
Impact of HPMW Course on Participants’ High Performance Mindset ................................................... 24
Impact of HPMW Course on Participants’ Stress and Effectiveness in Tough Situations ...................... 24
Impact of HPMW Course on Participants’ Team Leadership Behaviour ................................................ 29
Conclusions: Impact of HPMW Course (Part A) on Participants ............................................................ 31
PART B. SCHOOL LEADERS EMPLOY THE HIGH PERFORMANCE CONVERSATIONS
FRAMEWORK ........................................................................................................................................ 32
Goals ....................................................................................................................................................... 32
Participants ............................................................................................................................................. 32
Evaluation Survey (Part B) ...................................................................................................................... 34
Part B: Findings .................................................................................................................................... 40
Conclusions: Impact of HPMW Course (Part B) on Participants ............................................................ 47
Recommendations ................................................................................................................................ 48
References ............................................................................................................................................. 49

Figures
Figure 1. The High Performance Mindset Capability Framework .................................................... 14	
  
Tables
Table 1. “High Impact’ School Leadership Behaviour: Leading Teams ........................................... 16	
  
Table 2. ‘High Impact’ Team Member Behaviour: High Performing Teams .................................... 17	
  
Table 3. Example of a Blackboard Collaborate Webinar Small Group Activity ................................ 20	
  
Table 4. Survey of High Performance Mindset at Work ................................................................... 26	
  
Table 5. Inventory of Tough Situations ............................................................................................ 28	
  
Table 6. Inventory of Tough Situations (Participant Identified Situations) ....................................... 29	
  
Table 7. “Improvement” in Performance of High Impact’ School Leadership Behaviours” .............. 30	
  
Table 8.The High Performance Conversations Framework ............................................................. 35	
  
Table 9. High Performance Conversations Framework Blended Learning: Session 1 .................... 36	
  
Table 10. Final HPMW Workshop Content (Part B): Taking Stock, Moving Forward ...................... 38	
  

iv

	
  

	
  

Impact of High Performance Developmental Conversations

Executive Summary
1.

The central proposition underpinning this project is that by strengthening the capacity of
school leaders as well as members of school teams through high performance mindset
training and high performance conversations, individual and team effectiveness will be
enhanced bringing about greater school effectiveness including positive student outcomes.

2.

This project follows on from a highly successful pilot project conducted at the Bastow Institute
where 24 senior school leaders participated in an eight-week blended learning high
performance mindset training program (face-to-face workshops, weekly engagement with the
High Performance Mindset at Work E-learning course and weekly interactive webinars). This
program resulted in significant gains in participant engagement in high performance
leadership skills as well as effectiveness in challenging work situations.

3.

Part A of the present project which took place in Term 4 of school year 2014 involved high
performance mindset training for a group of senior school leaders. Interest was in determining
the impact of this training on their mindset, high performance team leadership behaviours
(skillset) and their ability to be calm and effective in situations identified at the beginning of
the project as challenging and stressful. Additionally, such professional learning was seen as
necessary in order for this group of school leaders to strengthen the high performance
mindset of members of their leadership team as well the quality of their interactions in team
meetings.
22 participants participated in two half-day workshops, engaged with the six module, High
Performance Mindset Elearning course and three bi-weekly hour-long webinars conducted by
Professor Michael Bernard, University of Melbourne and behaviour consultant, Ron Issko.

4.

Findings (Part A)
Impact of HPMW Course on Participants’ High Performance Mindset
Statistical results reveal there was a strengthening of participants’ high performance mindset
in the domain of Commitment (success, others, self). The impact of the program was
revealed in the strengthening of three work beliefs associated with a Commitment to
Others, namely, Acceptance of Others, Empathy and Respect. As well, the beliefs of
Authenticity and Self-Acceptance that underpin the Commitment to Self were also developed
as a result of course participation. A benefit of the HPMW course was a reduction in the
intensity/frequency of the internal work performance blocker of Feeling Down as a result of
work adversity. No changes were observed in any of the five behavioural strengths.
Impact of HPMW Course on Participants’ Effectiveness in Tough Situations
Participants indicated they were more effective after HPMW course completion in the
following tough situations: (1) Having to give feedback to a staff member, (2) Behaviour of a
member of leadership team or a teacher is negative, (3) Department of Education does not
provide important information in a timely fashion, (4) (Authentically) speaking to staff about
how they feel about school policy or practice, and (5) Having to support and
communicate with a difficult member of staff. Participants also indicated reductions in stress
and an increase in effectiveness in three of their most significant tough situations participants
identified at the beginning of the course.

	
  

Impact of HPMW Course on Participants’ Team Leadership Behaviour
	
  Participants indicated a positive impact of the HPMW course on their team leadership behaviour.
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Overall, 15 of 20 high impact team leadership behaviours were positively effected as a result
of participant involvement in the HPMW course, including:	
  

+
+
+
+
+
+
+
+
5.

Talking with their team about the hard and tough things that are interfering with team
performance.
When introducing new project and activities, communicating goals for a team that are clearly
aligned with a vision for their organisation’s future.
Encouraging interdependency so that team members come to rely on each other to achieve a
solution.
Communicating to team members praise to negative comments’ ratio of 3:1.
Asking for more information and clarification when someone else is talking to draw out
reasons for another’s point of view.
Listening to others without thinking what they are going to say while someone else is
speaking.
In addressing problems, the focus of team leader is on what’s working well (rather than just
wrong) and what’s exceptional in individuals, teams and your organisation.
Leadership on a team is decided by who is best suited to lead an activity rather than by
seniority or who is seen as the leader.
Conclusions: Impact of HPMW Course (Part A) on Participants
By the completion of Part A, participants were conversant in the elements of the high
performance mindset and could see that by strengthening individual elements of their own
mindset, their performance in tough situations and when leading teams was enhanced.
Participants were prepared to engage in Part B of this project.

6.

Part B of this project which took place several months after the completion of Part A during
Term 1 of the 2015 school year involved school leaders using a high performance
conversation framework to interact with their teams and individually with team members
about high performance.
Training in the use of the High Performance Conversations Framework, participants attended
three workshops (one hour; two half-day) and three hour-long webinars conducted by
Professor Michael Bernard, University of Melbourne and behaviour consultant, Ron Issko.

7.

Findings (Part B)
Impact of High Performance Mindset Training Program on Participants’ Leadership
The impact of the HPMW program can be seen in participant awareness, self-reflection and
application of the high performance mindset to their leadership. A significant number of
participants reported as a result of course participation increased ability to calmly, confidently
and effectively deal with tough leadership situations. In addition to development of
professional capacity, a majority of participants noted increased effectiveness in their
developmental conversations with teams and Individuals.
Impact of HPMW Course on Participant Affective Response to School Leadership
Participants indicated the followed impact of the course:
Overall confidence to lead: 82% agree
Increased self-awareness: 100% agree
Positivity: 82% agree
Calmness: 91% agree
Ability to cope in tough situations: 100%

© 2015. The Bernard Group
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Extent to which Participants applied HPMW Course Content to their Role as School
Leader
A vast majority of participants indicated they were able to apply what they learned in the
HPMW course to their work setting – with significant benefits.
Effectiveness of Different High Performance Conversations

	
  

For each type of developmental conversation between leaders and team/team members,
effectiveness was rated as follows:
Conversation. What high performance looks like: 73%
Conversation. High performance mindset at work: 73%
Conversation. High performance team behaviour: 73%
Conversation. Handling tough situations at work: 82%
Effectiveness of High Performance Conversations with School Teams

	
  

A majority of participants who introduced all four conversations reported a positive response
of team members. A few participants indicated that effects were uneven and depended on
how busy the team was and the relative receptivity of a team member to the language being
used in the high performance conversations framework.
A majority of participants judged the collective response to the high performance
conversations initiative as enthusiastic, interested and positive.
Effectiveness of High Performance Conversations with Individual Team Members
A number of participants found that conversations with individual members of their teams
had a greater impact than discussions at team level because of the opportunity to drill down
to specific issues of individuals. Several participants made the point that the ethos for
discussions of high performance at their school suited team rather than individual
discussions.
Participant Evaluation of Course Teaching Methodologies
Participants expressed appreciation of the High Performance Mindset ELearning course and
the face-to-face workshops. Largely due to technical difficulties, webinar sessions were not
viewed as helpful.
Conclusions: Impact of HPMW Course (Part B) on Participants
From participants’ evaluations, it seems clear that the high performance conversations
initiative is a promising approach. As well, members of school teams were receptive to
participating in conversations concerning workplace performance lead by school leaders both
at team and individual level.
As school culture typically supports workplace performance discussion at team level rather
than in developmental discussions with individuals, it is noteworthy that a majority of
participants who engaged in such conversations with individual members of their teams
found them productive,
Conducted in a positive spirit of senior school leaders supporting team members and
teaching staff, these developmental conversations which are infrequent today seem to hold
great promise for improving team and individual performance and, ultimately, enhancing
student learning outcomes.

© 2015. The Bernard Group
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Based on the positive impact of the HPMW course, the following recommendations are
offered.
a. As more is expected of senior school leadership and the performance of members of
school leadership teams, school leadership programs should incorporate high
performance mindset training to help develop capacity of individuals to lead.
b. School leaders need opportunities to become aware of and develop research-based
‘high impact’ behaviours for leading teams and individuals. While participants in the
HPMW course were familiar with different styles of leadership, they were not familiar
with specific leadership behaviours.
c. In building high performing school teams, team members will need to become
acquainted with ‘best practice’ behaviour of team members of high performing teams.
Participants in this course indicated that this induction was not typically a part of
forming new school teams nor introduced to junior members of staff.
d. Developmental conversations between school leaders and members of school teams
as well as teaching staff should become accepted as a norm to improve school
performance and productivity of teams and individuals. These conversations should
not be reserved for resolving problems and issues.

© 2015. The Bernard Group
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The central proposition underpinning this project is that by strengthening the capacity of
school leaders as well as members of school teams through high performance mindset
training and high performance conversations, individual and team effectiveness will be
enhanced bringing about greater school effectiveness including positive student outcomes.

Context
Interest in improving school effectiveness and student outcomes continues to focus on school
leadership and the role of principals1. There has been an extensive range of studies worldwide
seeking to determine what exactly makes a high performing school leader2. The fruits of these
investigations have lead to diverse professional development efforts to enable aspiring and current
principals to develop these characteristics.
An extensive review of research3 into the intrinsic characteristics of high performing individuals
reveal four types of assets or capital: economic (what you have –financial), human (what you knoweducational background, job skills), social (who you know – relationships, networks) and
psychological (who you are – resilience, optimism).
Recently4, the terms skillset and mindset have been used to describe different aspects of work
capability needed for high levels of work and leadership performance. A high performance skillset
describes high level, highly effective behaviours frequently and effectively employed. The factor that
enables high performing skillsets is a high performance mindset defined as:
Firmly established commitments consisting of work beliefs actioned on a regular basis
as well as behavioural strengths that enable top performers to respond positively and
effectively to tough situations as well as to demonstrate ‘high impact’ work
performance behaviour and leadership capability5.
The effectiveness of school leadership teams has attracted interest in the school improvement
literature. There is growing evidence that distributed leadership positively impacts student
outcomes6. School leadership teams can be seen as a vehicle for the implementation of distributed
leadership7. It is recognised that senior school leadership can help establish and develop high
performing teams
This project follows on from a successful pilot project conducted at the Bastow Institute where
28 senior school leaders participated in an eight-week blended learning high performance
mindset training program (face-to-face workshops, weekly engagement with the High
Performance Mindset at Work E-learning course and weekly interactive webinars). This
program resulted in impressive gains in participant engagement in high performance
leadership skills (e.g., providing performance feedback to staff) and ability to stay calm and
effective in tough leadership situations8.
This project was divided in two parts:
Part A that took place in Term 4 of school year 2014, involved high performance mindset
training for a group of senior school leaders. Interest was in determining the impact of this
training on their mindset, high performance team leadership behaviours (skillset) and their
ability to be calm and effective in situations identified at the beginning of the project as
challenging and stressful. Additionally, such professional learning was seen as necessary in
order for this group of school leaders to strengthen the high performance mindset of
members of their leadership team as well the quality of their interactions in team meetings.
Part B which took place several months after the completion of Part A during Term 1 of the
2015 school year involved school leaders using a high performance conversation framework developed by the principal investigator in collaboration with an international leader in
performance management and review- to have conversations with their teams and
© 2015. The Bernard Group
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individually with team members about the high performance mindset as well as high impact
team behaviour.

Highly Effective School Principals

	
  
(http://www.bernardgroup.e-news.net.au/news/wp-content/uploads/2014/12/CEO-Dec14_Mindset.pdf)

High Performing Skillset
The skillset of high performing school leaders revolves around ways in which principals utilise the
economic, human, and social capital available at their school sites to establish orderly, safe, and
effective teaching practices in order to maximize the achievement and well-being of all students.
Examples of research-based effective leadership styles reflected in the high-performance skillset of
school principals include:

+
+
+
+

distributive leadership9 – sharing of leadership among two or more people
transformational leadership10 - leader identifies the needed change, creates a vision to
guide the change through inspiration
authentic leadership11 – leader who is self-aware, who openly and honestly shares beliefs,
who has a fair-minded consideration of opposing viewpoints, and who has a positive
ethical foundation as a basis for decision making that is resistant to outside pressures
instructional leadership12 – positive action that a leader takes to promote effective
teaching and student learning

A 2010 report (Capturing the Leadership Premium) commissioned by McKinsey and Company13 into
the characteristics of high performing school leaders found the following aspects of their high
performance skillset:

+
+
+
+
+
+
+
+
+
+
+
+

build a shared vision and sense of purpose
set high performance expectations
role-model the behaviour and practices they desire
design and manage the teaching and learning program
establish effective teams and distribute leadership among school staff
understand and develop people
protect teachers from issues that distract them from their work
establish school routines and norms of behaviour
monitor performance
connect the school to parents and the community
recognise and reward achievement
focus on student achievement and put children ahead of personal or political interests.

© 2015. The Bernard Group
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While much is known about what effective school leadership looks like, less is known about the
psychological capital (traits, attitudes, and beliefs) that helps school leaders and schools go from
good to great.
High Performing Mindset
The research on school leadership does show that ‘personal traits explain a high proportion of the
variation in leadership effectiveness’14. Studies of leaders’ efforts to improve low-performing schools
have found that under challenging circumstances, the most successful school leaders are15: openminded and ready to learn from others, flexible rather than dogmatic in their thinking within a system
of core values, persistent (e.g. in pursuit of high expectations of staff motivation, commitment,
learning, and achievement for all), resilient, and optimistic.
The McKinsey Report on school leadership found the following personal attributes as contributing to
highly effective school leadership16: resilience, persistence and adaptability, deep understanding of
people and context, risk taking, and willingness to challenge accepted beliefs and behaviour, selfawareness, lifelong learners, optimism and enthusiasm.
The emerging field of positive psychology17 and positive organisational behaviour18 has identified a
range of psychological capital associated with positive individual and organisational work
performance.
The results of an extensive review and analysis of over 30 years of published research has
illuminated the psychological capabilities of people, including leaders who excel in their fields of
endeavor19. These psychological capabilities develop across one’s life span through experience and
from educational and professional development programs. Some of the major contributors to our
understanding of the mindset of high performance include (see Figure 1):

+
+
+
+
+
+
+
+
+

Maddi and Kobasa20 who discovered that as a group, top performers display hardiness
(commitment, control, challenge).
Goleman21 who found strong relationships between social and emotional competence
(emotional intelligence) and work performance.
Luthans22 who discovered that well-developed psychological capital (optimism, hope, selfefficacy, resilience) contributes to a variety of positive work outcomes (work satisfaction,
productivity, engagement).
Judge23 who found top performers to have positive core self-evaluations (emotional
stability, high self-esteem, self-efficacy, internal locus of control).
Peterson and Seligman24 who described different, universal character traits (e.g. integrity,
creativity, zest, good judgment, gratitude, and bravery) that contributes to happiness,
accomplishment, and other indicators of flourishing.
The Gallup Organization25 uncovered through extensive interviews leadership strengths
such as focus, ideation, connectedness, positivity, and discipline.
Kabat-Zinn26 who propounded the benefits of mindfulness to health and coping with the
stresses of modern-day living.
Ellis27 who proposed rational beliefs (high frustration tolerance, acceptance of others, and
self-acceptance) as the cornerstone of work effectiveness and efficiency.
Dweck28 who illuminated what she calls a growth mindset that allows for and drives
continued learning and success.

Additional research has identified aspects of the mental make-up of high performers and leaders
including: authenticity29, goal setting30, self-efficacy31, confidence32, optimism33, positive self-regard34,
creativity35, respect36, support37, providing performance feedback38, positivity versus negativity bias39
and organisation/time management40.

© 2015. The Bernard Group
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Whether presented in a list or in a diagram, the different types and number of positive psychological
capabilities appear overwhelming and difficult to keep track of. These psychological capabilities into
a high performance capability framework 41 (see Figure 1).
Category 1 ‘Commitments’ are deeply ingrained, habitual attitudes that represent what high
performers stand for and believe in.
Research reveals that today’s high performer has three paramount commitments or foundational
purposes in life:

+
+
+

Commitment to Success – self-directed, optimistic, growth (life long learning), creative,
tolerant of high frustration
Commitment to Others – acceptance of others, empathic, respectful, supportive, feedback
(provided constructively)
Commitment to Self – self-accepting, positive self-regard, authentic, positive focus
(including gratitude to others), healthy life style

These three commitments do not always develop at the same time. For some people, the
commitment to success emerges first, while later in life commitments to others and to self become
more important.
Category 2 ‘Behavioural Strengths’ are well-developed, habitual, patterns of behaviour that high
performers employ when faced with challenging tasks and demanding people. They are:

+
+
+
+
+

Self-Management – in highly demanding situations and with difficult people, awareness,
control of emotions and behaviours;
Confidence – prepared to attempt very difficult tasks without fear of failure or criticism by
others in order to learn from experience and improve;
Persistence – complete highly frustrating and time-consuming work activities;
Organisation – long-term goals big, short-term goal realistic, daily goals specific; system
for keeping track of information; effective time management and task analysis skills;
Getting Along – work supportively and collaboratively with others, ability to form
relationships and to network, conflict resolution and to relate positively to difficult people.

An evaluation was conducted of the High Performance Mindset Training conducted at the Bastow
Institute last year with 24 school leaders working in Victorian schools. The eight-week HPMW course
consisted of:

+
+
+
+

three-hour face-to-face orientation session attended by all participants, which included
completion of pre-course surveys and an introduction to the high performance mindset
six weekly eLearning sessions42 (www.workmindset.com), which participants completed in
their own time and space designed to increase their self-awareness and apply elements
of a high performance mindset at their work setting
six weekly, group, one-hour webinar, Blackboard Collaborate sessions where participants
discussed with each other and engaged in activities that supported application of course
material to their work setting
three-hour face-to-face consolidation session attended by all participants, which included
completion of post-course surveys and a review of key points and discussion of benefits
of the HPMW course

Project findings were obtained through quantitative and qualitative analyses (written comments by
participants). Surveys used to evaluate the impact of the HPMW course included:

+

Checklist of ‘High Impact’ School Leadership Behaviour

© 2015. The Bernard Group
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+
+

Inventory of Tough Situations: School Leaders
Bastow HPMW Course Evaluation Survey (post course only)

Benefits of the HPMW course included a significant and immediate impact of the HPMW course on
participants’ capacity and effectiveness. Findings included:

+
+
+
+
+
+

Strengthening of psychological capability including greater self-awareness/self-reflection,
positivity, confidence/self-efficacy and calmness in tough work situations.
Comments by colleagues of participants reveal changes in leadership behaviour include
greater calmness, confidence, positivity, warmth, decisiveness and ability to lead teams.
Higher frequency and effectiveness in use of ‘high impact’ leadership behaviours.
Reduction in stress and increase in effectiveness when responding to tough work
situations.
Positive evaluative comments were written by participants on the content and delivery of
the HPMW course and is benefits on their capacity to lead.
Specific findings based on self-report of participants to questions from the Bastow HPMW
Course Evaluation Survey were:
“Participation in the course has increased my…”
effectiveness as a school leader: 89% (a lot/a great deal)
overall confidence to lead: 89% (agree)
my ability to provide individual teachers with constructive feedback and an
evaluation of their teaching performance: 95% (agree)
my ability to communicate a clear vision for the school’s future: 84%
(agree)
my ability to set and communicate goals for improving student learning:
79% (agree)
my ability to make decisions and communicate how to utilise resources
systematically: 79% (agree)
Participants positively evaluated the HPMW course and its content.
How important is the high performance at work content to school leaders:
100% (very important)
I would recommend this course to others: 100% (strongly agree)

Part A of the current program sought to replicate these findings with another group of school leaders.

© 2015. The Bernard Group
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Figure 1. The High Performance Mindset Capability Framework
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School Leadership and High Performing Teams

(http://wlp.wharton.upenn.edu/uncategorized/collaborative-creativity-leading-high-performance)

School leadership teams can be seen as a vehicle for improving school effectiveness and student
outcomes43.
The characteristics of high performing teams include being small, having a compelling purpose, team
members have a shared vision, mutual understanding, co-operative working arrangements, a clear
view of individual responsibilities and having team members who present a united front44.
Furthermore, it is recognised that senior school leadership can help establish and develop high
performing teams.
Part B of this project explored different avenues for school leaders enhancing the performance of
school leadership teams. One aspect is the behaviour of school teams. Research undertaken by this
investigator has revealed 20 best practice leadership behaviours of school leaders associated with
high performing teams (see Table 1).
A separate list of team member behaviour of high performing teams was also obtained through a
review of research (see Table 2).

© 2015. The Bernard Group
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Table 1. “High Impact’ School Leadership Behaviour: Leading Teams
1. When introducing new project and activities, team leaders communicate goals for a team
that are clearly aligned with a vision for the organisation’s future.
2. Team leaders form teams with an eye to having good diversity of opinion, thought and
outlook.
3. Team leaders encourage interdependency so that team members come to rely on each
other to achieve a solution.
4. Team leaders spend time on helping team members form strong relationships and to enjoy
each other’s company.
5. Team leaders encourage team members to communicate what they need from each other
to accomplish tasks.
6. Leadership on a team is decided by who is best suited to lead an activity rather than by
seniority or who is seen as the leader.
7. Collaborative decision-making is encouraged by team leaders allowing time to reach
consensus.
8. Team leaders help create a learning ethos by analysing the reasons for team successes
and when team goals are not met.
9. Team leaders encourage each team members to share creative, innovative ideas without
fear of being criticised or ridiculed.
10. Team leaders display a high level of energy and enthusiasm that is used to inspire and
motivate others.
11. Team leaders communicate to team members praise to negative comments’ ratio of 3:1.
12. Team leaders listen to others without thinking what they are going to say while someone
else is speaking.
13. Team leaders ask for more information and clarification when someone else is talking to
draw out reasons for another’s point of view.
14. In addressing problems, the focus of team leaders is on what’s working well (rather than
just wrong) and what’s exceptional in individuals, teams and your organisation.
15. Team leaders talk with team about the hard and tough things that are interfering with team
performance.
16. Team leaders are genuine and are not afraid to express their opinions even if they may
prove unpopular.
17. Through actions and words of team members, team leaders communicate that every
member of a team is valued including the tasks they are engaged in.
18. Team leaders contribute innovative ideas.
19. Team leaders display good problem solving skills (evaluating data to see if targets/goals
are being met, brainstorming solutions, testing best approach, using alternatives).
20. Team leaders model organisational values in behaviour frequently and effectively.

© 2015. The Bernard Group
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Table 2. ‘High Impact’ Team Member Behaviour: High Performing Teams
1. Team members listen to others without thinking what they are going to say while

someone else is speaking.
2. Team members ask for more information and clarification when someone else is

talking to draw out reasons for another’s point of view.
3. Team members go out of their way to share their knowledge and to help other team

members achieve their goals and team goals.
4. Team members spend time on helping form strong relationships and to enjoy all team

members’ company.
5. Team members communicate what they need from each other to accomplish tasks.
6. Collaborative decision-making is contributed to by team members allowing time to
7.
8.
9.

10.

reach consensus.
Team members support decisions reached by the team to others even if they did not
fully agree with them.
Team members communicate to other team members praise to negative comments
using a ratio of 3:1.
Team members initiate challenging conversations when they become aware that the
behaviour of another member of the team is negative, sub-standard and/or is
interfering with performance of team.
Team members are genuine and are not afraid to express their opinions even if they
may prove unpopular.

11. Team members contribute innovative ideas.
12. Team members apply good problem solving skills (evaluating data to see if

targets/goals are being met, brainstorming solutions, testing best approach, using
alternatives).
13. Team members seek out opinions and ideas from team members who are from

diverse backgrounds and experiences.
14. Team members deliver at a high standard what they say will do to contribute to a

team project.
15. Team members deliver on time what they say will do to contribute to a team project.
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PART A. SCHOOL LEADERS LEARN ABOUT AND APPLY THE HIGH
PERFORMANCE MINDSET
Goals
1. Develop participant knowledge of the characteristics of the high performance mindset.
2. Strengthen elements of participant high performance mindset.
3. Reducing stress and increasing effectiveness of school leaders in dealing with challenging

work situations.
4. Strengthen participants ‘high impact’ team leadership behaviour.

Recruitment and Participants
An announcement of the 8-session High Performance Mindset at Work (HPMW) was listed on the
Bastow Institute’s list of forthcoming courses to be offered during Term 1, February – April, 2014.
Additionally, a course description of the HPMW course was emailed to school leaders on the Bastow
Institute’s in-house mailing list.
The course was open to principal-level applicants. Those interested in applying completed an
application form that asked them to respond to questions concerning their availability and willingness
to participate in a blended, e-learning course designed to offer participants an opportunity to become
aware of and strengthen elements of the high performance mindset at work displayed by top
performing leaders.
Applications were reviewed by the Bastow Institute’s course manager to ensure applicants were
suitable.
All participants applying for the course who replied affirmatively to these questions were selected.
22 school leaders were selected to participate. Their demographics were as follows:
Males: 4
Females: 18
Principals: 4
Assistant Principals: 10
Leading Teachers: 7
Business Manager: 1
Secondary Schools: 4
Primary Schools: 8
Special Schools: 4
Due to work commitments, four participants did not complete the course, leaving 18 participants.
The learning schedule for Part A and Part B appear in the Appendix of this report.
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High Performance Mindset at Work Training: Course Part A Description
‘The High Performance Mindset at Work’ course is available on-line and in face-to-face workshops.
(www.workmindset.com).
In Part A of this HPMW program, the HPMW course was conducted over an eight-week period of
Term 4, 2014. It combined weekly eLearning sessions and bi-weekly webinars using Blackboard
Collaborate. Participants also attended a pre-course, half-day orientation and a post-course
consolidation session.
Week 1: Orientation, Pre-Course Surveys
All participants attended a three-hour orientation session at the Bastow Institute presented by
Michael Bernard.
During the HPMW course orientation, participants were presented with the following course focus:
1. Can the on-line blended learning course The High Performance Mindset at Work conducted

over an eight-week period lead to further development of participants’ high performance
mindset?
2. Does participation in the on-line blended learning course The High Performance Mindset at

Work conducted over an eight-week period lead to:

+
+

benefits in the way participants respond (stress, effectiveness) to tough work
situations
increases in the frequency and effectiveness participants engage in ‘high impact’
team leadership behaviours?

Topics covered in the orientation included discussion of what makes a high performing leader, an
activity illustrating the powerful influence of mindset on leadership stress and completion of the precourse survey and checklist.
After completing the Checklist of ‘High Impact’ School Leadership Behaviour, participants identified
for themselves those high impact leadership behaviours they wished to strengthen. In completing the
Inventory of Tough Situations: School Leaders, participants listed three ‘tough’ leadership
situations, which they would like to experience as less stressful and deal with more effectively.
Weeks 2-7: The HPMW ELearning Course + Blended Learning
For the following six weeks, using a unique username and password, each participant at a time and
place of their choosing viewed a 30- to 45-minute e-Learning module from the online course, The
High Performance Mindset at Work.
Every other week (three sessions altogether) on Thursday afternoons from 4.30 pm to 5.30 pm, all
participants would join a Blackboard Collaborate webinar session lead by Michael Bernard and Ron
Issko. Group leaders and participants could be heard but not seen. These sessions combined group
discussion of content of the module studied during the week and how aspects of the high
performance mindset could be applied to the school/work setting. Participants were divided into six
groups of four to six people. During the Adobe Connect sessions, members in each group met in
their own virtual rooms to discuss a topic and to write comments in a text box. When small group
members returned to the whole group, a Reporter from each small group reported the substance of
the small group discussion. A sample Adobe Connects mall group activity can be seen in
Table 3.The topics covered in the eLearning and Adobe Connect sessions were:
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Session 1 (Weeks 2, 3): Introduction to the High Performance Mindset; Commitments of High
Performers
Session 2 (Weeks 4, 5): Internal Blockers to High Performance; Self-Management (Resilience)
Session 3 (Weeks 6, 7): Behavioural Strengths; Action Plan

Table 3. Example of a Blackboard Collaborate Webinar Small Group Activity
Question to be Addressed in Small Group:
Referring to the handout Architecture of the High Performance Mindset, discuss the two high
performance work beliefs assigned to your group in terms of the behaviour of school leaders. In
what situations do highly effective school leaders display or benefit from having the belief? Then,
have the group’s Reporter create a text box on whiteboard/page and summarise in a few
sentences or bullet points the consensus of group members.”

+
+
+
+
+

Group 1: self-direction, optimism
Group 2: high frustration tolerance, creativity
Group 3: acceptance of others, empathy
Group 5: self-acceptance, positive self-regard
Group 6: authenticity, positive focus

Appointment of Moderator
When participants join room, can someone moderate discussion other than moderator for
session 1. This person’s responsibility is to: 1. Review the task of the group, 2. Ensure that
group members discuss each belief for 3 to 5 minutes, 3. Have Reporter write in a text box
the summary views of the group.
Appointment of Reporter
Someone who: 1. writes down in a text box the consensus of the group with regards to what
the work belief looks like when displayed by school leaders and in what context;
2. summarises findings to larger group when everyone returns to group.
We’ll now organise you into rooms. Once there, you will have 15 minutes. So, determine roles
(Moderator, Reporter), make sure everyone has time to contribute, make sure the Reporter is
recording each participant’s ideas, and watch the clock. Good luck!
Once everyone has contributed, have Reporter write in large text box in 12 point font, points
mentioned by participants, including any that were mentioned more than once. Everyone joins
large group. Reporters from each group to summarise with small group white board appearing for
everyone to see.

At the beginning of each week, all participants were emailed a ‘reminder’ as to ways in which they
could be applying course content to those high-impact leadership behaviours and tough situations.
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Week 8: Consolidation Session, Post-Course Surveys and Evaluations
In the final session of the course, participants attended a three-hour session conducted at the
Bastow Institute. Small and whole group activity and discussion covered the following topics:

+
+
+
+

High Performance Mindset at Work
Team Leadership Behaviour
Handling Tough Situations
How to Strengthen High Work Performance Mindset of Staff (introduction)

In addition, participants completed following post-course surveys: Survey of the High performance
Mindset at Work, The Checklist of ‘High Impact’ School Leadership Behaviour and the Inventory of
Tough Situations: School Leaders.
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Measurement and Evaluation Surveys
Three self-report measures were employed to gather quantitative data to evaluate the impact of the
HPMW course. All participants completed surveys before the HPMW course commenced during the
pre-course orientation meeting and during the post-course consolidation session after participants
had completed all six on-line eLearning modules.

Survey of the High Performance Mindset at Work
This 75-item survey developed by Michael Bernard measures three different aspects of the high
performance mindset. Part 1. Commitments (30-items) measures often the respondent applies 15
different work beliefs (two items per belief) that support the commitment to success, others and self.
Part 2, Blockers to Work Performance (20 items) measure four common, internal states that interfere
with effective work performance: feeling angry, feeling worried, feeling down and procrastination.
Part 3, Behavioural Strengths (25-items) measure: self-management, confidence, persistence,
organisation and getting along. Examples of questions appear below.

	
  
Part 1. Commitments
Part 1a. Commitments to Success
1. I believe in the importance of formulating specific short – and lingterm goals about what I want to learn and achieve at work.

1

2

3

4

5

6

7

2. When faced with difficult people and circumstances, I believe it is
vital to put in sustained effort to overcome obstacles rather than
being distracted and focusing too much on the negative.

1

2

3

4

5

6

7

1

2

3

4

5

6

7

1

2

3

4

5

6

7

1

2

3

4

5

6

7

1

2

3

4

5

6

7

Part 2. Blockers to Work Performance
Feeling down
1. I think of myself as totally hopeless when I see myself putting off
things I should be doing.
2. When I compare what others have accomplished with what I
haven’t, I can’t think” I’m a real loser”.

Part 3. Behavioural Strengths
Confidence
1. I try new and different things knowing in advance that I might not do
them very well.
2. In pressure situations, I can state my opinion knowing that others
may disagree or think negatively about me.
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Checklist of ‘High Impact’ Team Leadership Behaviour
The Checklist of ‘High Impact’ School Leadership Behaviour is a 20-item survey developed by
Michael Bernard. Items are examples of behaviour that the leadership literature reveals as
contributing to leadership effectiveness and high performing teams.
Participants were asked to complete two likert-scales for each item covering dimensions of frequency
and effectiveness of use. A sample of these items are:
How Frequent?
sometimes

rarely

How Effective?

often

ineffective

effective

1

2

3

4

5

1. Communicate to staff a clear vision for organisation’s
future

1

2

3

4

5

1

2

3

4

5

2. Model values, including being trustworthy and doing the
right thing

1

2

3

4

5

1

2

3

4

5

3. Display a high level of energy and enthusiasm that you
use to inspire and motivate others

1

2

3

4

5

1

2

3

4

5

5. Focus on what’s working well (rather than just what’s
wrong) and what’s exceptional in individuals, teams, and
your organisation

1

2

3

4

5

1

2

3

4

5

6. Identify and build on people’s strengths (rather than
trying to correct weaknesses) as well as consider
people’s strengths in work assignments

1

2

3

4

5

1

2

3

4

5

7. Show through actions and words that every member of
staff is valued, including the tasks they are engaged in

1

2

3

4

5

1

2

3

4

5

8. Involve members of staff in decision making that affects
their work

1

2

3

4

5

Inventory of Tough Situations: School Leaders
The Inventory of Tough Situations: School Leaders is a 20-item survey developed by Michael
Bernard. Seventeen of the items described different work scenarios regularly confronted by school
leaders that I had been previously identified in workshops conducted with school principals. The
situations are seen as those most stressful, challenging, and demanding.
Participants were asked to complete two likert-scales for each item covering dimensions of stress
and effectiveness of use. A sample of these items are:
How Stressful?
a little

How Effective?

moderately extremely

ineffective

effective

1

2

3

4

5

1. A parent is very critical of your leadership.

1

2

3

4

5

1

2

3

4

5

1

2

3

4

5

1

2

3

4

5

1

2

3

4

5

1

2

3

4

5

2. At a staff meeting, being greeted by stony silence
after presenting an issue or annual goals.
3. Having to give feedback to a staff member whose
teaching or discipline methods are unsatisfactory.
4. Being ranked low in staff survey on school
leadership.

1

2

3

4

5
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Additionally, three items were left blank. Participants were asked to:
How Stressful?
a little

How Effective?

moderately extremely

ineffective

effective

Write in the blank lines three examples of work
situations, tasks or people that have a very negative
impact on your work performance. Indicate how
stressful and the effectiveness of your response.
1

2

3

4

5

1.

1

2

3

4

5

1

2

3

4

5

2.

1

2

3

4

5

1

2

3

4

5

3.

1

2

3

4

5

Part A: Findings
The findings concerning the benefits of the HPMW course derive from the self-reports and comments
of participants, including any differences in their self-ratings on before- and after-course surveys.

Impact of HPMW Course on Participants’ High Performance Mindset
Before and immediately after the completion of Part A of the HPMW program, participants completed
the paper-version of the Survey of the High Performance Mindset at Work. As can seen in Table 4,
the surveys have three distinct sections: 1. Commitments, 2. Behavioural Strengths and 3. Work
Performance Blockers (internal).
Statistical results reveal there was a strengthening of participants’ commitments (success, others,
self). The specific impact of the program was revealed in the strengthening of three work beliefs
associated with a Commitment to Others, namely, Acceptance of Others, Empathy and Respect. As
well, the beliefs of Authenticity and Self-Acceptance that underpin the Commitment to Self were also
developed as a result of course participation. An additional benefit of the HPMW course was a
reduction in the intensity/frequency of the internal work performance blocker of Feeling Down as a
result of work adversity. No changes were observed in any of the five behavioural strengths.

Impact of HPMW Course on Participants’ Stress and Effectiveness in Tough
Situations
Participants completed The Inventory of Tough Work Situations before and immediately after the
completion of Part A of the HPMW course (see Tables 5 and 6). Seventeen of the questions
addressed tough work situations that previous research indicates as being challenging. Participants
were asked to indicate on a 7-point likert scale “How Stressful?” and “How Effective?” to each
question.
On over 50 percent of tough situations, participants revealed they experienced less stress after the
completion of the HPMW course. These situations were: (1) A parent is very critical of your
leadership, (2) Having to give feedback to a staff member, (3) Being ranked low on a staff survey on
school leadership, (4) Faced with a very challenging, difficult task and being uncertain, (5) A member
of your team leadership team is incompetent, (6) Providing feedback to a teacher, (7) Speaking to
staff about how you really feel about a school policy or practice, (8) Having to support and
communicate with a difficult member of staff, and (9) Having to support and communicate with a
difficult member of staff.
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Participants indicated they were more effective after HPMW course completion in the following tough
situations: (1) Having to give feedback to a staff member, (2) Behaviour of a member of leadership
team or a teacher is negative, (3) Department of Education does not provide you with important
information, (4) Speaking to staff about how you really feel about a school policy or practice, and (5)
Having to support and communicate with a difficult member of staff.
For questions 18 - 20, participants were asked to write down three specific situations at work they
experienced as highly stressful and which they were not effective. For all three questions, participants
showed a reduction in stress and an increase in effectiveness. Examples of tough situations provided
by participants include: (1) Lack of support and acknowledgement, (2) Lack of communication about
changes in job role, (3) Not meeting expectations, (4) Leadership team rejecting new ideas and
information, (5) Student misbehaviour, (6) Lack of teamwork (7) Not enough time to focus on tasks, (8)
Parents who challenge leadership, (9) Non-caring of some staff and (10) Unsatisfactory teaching
performance.
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