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Increasing the Capability and Effectiveness 
of School Leaders: 
Impact of the High Performance Mindset at Work Program 
 
Michael E. Bernard, Ph.D. 
Professor, Michael E. Bernard, Melbourne Graduate School of Education 
University of Melbourne 

Executive Summary 
1.  Internationally, the search for answers as to what distinguishes higher performing schools from 

lower performing schools has led to the consensus view that the quality and capacity of school 
leadership is central. 

2.  The research on school leadership shows that personal traits, including psychological 
capability, explain a high proportion of the variation in leadership effectiveness. 

3.  Around the world, school systems rely on different approaches to unlocking and developing 
future leadership talent including providing opportunities for potential leaders to undertake 
professional development to build their capacity and effectiveness.  

4.  The goal of this project was to evaluate the impact of a leadership development course 
developed by Michael Bernard, The High Performance Mindset at Work, on school leaders’ 
capacity and effectiveness. Goals included: 

a. increased psychological capability by developing the work commitments, beliefs and 
behavioural strengths that characterise the mindset of top performers as well as 
overcoming internal work performance blockers (e.g. procrastination, anxiety) 

b. greater frequency and effectiveness in use of ‘high impact’ leadership behaviour 
identified in research as influencing school organisational effectiveness and student 
learning (e.g. principal participates in formal and informal staff learning and development; 
principal sets and communicates targets for improving organisational performance) 

c. reduced stress and increased effectiveness in responding to tough work situations (e.g. 
having to give feedback to a staff member whose teaching or discipline methods are 
unsatisfactory; dealing with a parent who is very critical).  

5.  An additional goal of this project was to determine how school leaders participating in this 
leadership development program, evaluated the eLearning as well as the group webinar 
(Blackboard Collaborate) learning activities of the High Performance Mindset at Work (HPMW) 
course. 

6.  The Bastow Institute of Educational Leadership advertised an eight-week high HPMW course 
to school leaders working in Victorian schools. 28 school leaders participated in the course 
(due to work, family or health issues, four participants did not complete the full course): 

• 16 principals, 7 assistant principals, 5 expert teachers 
• 5 males, 23 females 
• years of experience: 1-10yrs. (1), 11-20 yrs. (11), 21yrs.+ (16) 
• type of school: secondary (8), primary (16), special (4) 
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7.  The eight-week HPMW course offered at Bastow 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 sessions (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 

8.  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 
• Inventory of Tough Situations: School Leaders  
• Bastow HPMW Course Evaluation Survey (post course only) 

9.  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…” 

ü effectiveness as a school leader: 89% (a lot/a great deal) 
ü overall confidence to lead: 89% (agree) 
ü my ability to provide individual teachers with constructive feedback and an 

evaluation of their teaching performance: 95% (agree) 
ü my ability to communicate a clear vision for the school’s future: 84% (agree) 
ü my ability to set and communicate goals for improving student learning: 

79% (agree) 
ü my ability to make decisions and communicate how to utilise resources 

systematically: 79% (agree) 

Participants positively evaluated the HPMW course and its content. 

ü How important is the high performance at work content to school leaders: 
100% (very important) 

ü I would recommend this course to others: 100% (strongly agree) 

10.  Written comments by participants indicate an overwhelming positive response to the 
eLearning and webinar design elements of the HPMW course. Despite comments on the 
technical challenges and difficulties in the use of Blackboard Collaborate, the webinar software 
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used in the HPMW course, participants indicated they benefitted from having the opportunity 
and convenience to discuss on-line with their colleagues, the content of the HPMW course and 
to engage in learning activities. The eLearning HPMW modules completed by participants on a 
weekly basis received positive comments in terms of  engagement, interest and applicability to 
the work of school leaders. 

11.  Key recommendations offered as a result of these findings include: 

• Models of school leadership effectiveness need to explicitly incorporate psychological 
capability and mindset as central to high individual and organisational performance.  

• Professional development practice needs to be guided by the principle that while positive 
organisations (leadership, culture, management) matter a great deal to high 
performance, what may matter more in taking individuals and schools from good to 
great, is the mindset of school leaders (and staff). 

• Learning and development opportunities in the area of psychological capability and high 
performance mindset training need to be made available to develop the potential of 
people to become highly effective school leaders. 

• Induction of teachers needs to include learning and development of mindset. 
• A consensus of participants in the HPMW course was that the next time the HPMW 

course was offered to school principals, more time should be devoted to enabling 
participants to communicate to their leadership team and staff about the ways in which 
the high performance mindset can help everyone to be highly effective team members 
and to respond positively and effectively to tough work situations 
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The degree of influence of the principal was somewhat surprising. . . While there is 
little doubt as to the importance of the individual teacher…the literature in general 
says that principals can play key roles in creating and maintaining the conditions and 
environment where teachers can teach effectively and students can learn.1 

One of the key revelations over the past ten years is that school leadership is not just 
an HR issue – it is a strategic issue. All regard the improvement of leadership 
capacity as a top priority and an area where more has to be done.2 

Positive organizational behavior refers to the study and application of positively 
oriented human resource strengths and psychological capacities that can be 
measured, developed and effectively managed for performance improvement in 
today’s workplace.3 

Context 
Internationally, the search for answers as to what distinguishes higher performing schools from 
lower performing schools has lead to the consensus view that the quality and capacity of school 
leadership is central. A recent RAND study reveals that principals account for 25 percent of a 
school’s total impact on student achievement4. An analysis of Ofsted inspection results in England 
showed that for every 100 schools with good leaders, 93 will have good standards of student 
achievement; and for every 100 schools that do not have effective leadership and management, 
only one will have good standards of achievement5. Research by Leithwood and colleagues6 found 
that, 'there is not a single documented case of a school successfully turning around its pupil 
achievement trajectory in the absence of talented leadership'. A large number of quantitative studies 
show that school leadership influences performance more than any other variable except socio-
economic background and the quality of teaching.7  

With the increased decentralisation and autonomy of schools, a greater responsibility for 
accountability for school and student results, heightened expectation for effective deployment of 
latest knowledge of curriculum and more responsibility for schools to connect to the wider 
community, it is now recognised that the roles and responsibilities of school leadership have 
changed. And it is universally accepted that the way school leadership is developed and supported 
is crucial for ensuring that our aspirations for schools and for young people are realised. 

What Makes a High Performing School Leader: Skillset or Mindset? 
There has been an extensive range of studies worldwide seeking to determine what exactly makes 
a high performing school leader. The fruits of these investigations have lead to diverse professional 
development efforts to enable aspiring and current principals to develop these characteristics. 

Recently, I have conducted an extensive review of research into the characteristics of high 
performing individuals8. Those characteristics fall into two general categories: Skillset and Mindset. 
A high performance skillset describes high level, highly effective behaviours frequently and 
effectively employed. The factor that enables high performing skillsets to be applied frequently and 
effectively is a high performance mindset that I define as: 

Firmly established commitments, powerful attitudes, and well-developed 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 capability. 
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The Skillset of Highly Effective School Principals 
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. 

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. 

The Mindset of Highly Effective School Leaders 
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: open-
minded 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, self-
awareness, lifelong learners, optimism and enthusiasm. 
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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.  

I have summarised the results of an extensive review and analysis of over 30 years of published 
research that 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, 
self-efficacy, 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 contribute 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.  

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. That being the case, I categorised 
these psychological capabilities into a high performance capability framework or the high 
performance mindset at work41 (see Figure 2). 
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Figure 1. Psychological Positive Capabilities at Work 
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Figure 2. The High Performance Mindset Capability Framework 
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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. 

Project Description: 
Strengthening the Capacity and Effectiveness of School Leaders 
Around the world, school systems rely on three types of approaches to unlocking and developing 
future leadership talent30. 

1. Identification of potential leaders and informal mechanisms by which potential leaders 
are coached and given opportunities to develop within schools. 

2. Providing opportunities for potential leaders to take courses or join programs to build 
their capacity and interest in leadership. 

3. Guiding the careers of potential leaders so that they gain progressively greater 
leadership experience through new roles taken on within their schools. 

In light of the evidence that clearly shows that the performance of leaders is influenced by their 
psychological capabilities, the challenge is to design a learning and development experience that 
can build their capacity (Approach 2 above). 
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Goals of this Project  
1.  Increasing participant knowledge of the characteristics of the high performance mindset,  

2.  Increasing participant self-awareness of personal strengths and areas for further development,  

3.  Developing participant high performance mindset through interactive activities that call for the 
use of the elements of commitments, work beliefs, and behavioural strengths.  

4.  Increasing school leaders’ awareness of and coping skills to overcome internal work 
performance blockers, including procrastination, anxiety, anger and feeling down. 

5.  Reducing stress and increasing effectiveness in dealing with tough work situations. 

6.  Increasing frequency and effectiveness in application of high impact leadership behaviours. 

Project Questions  
1.  What benefits do participants report from completing the HPMW course?  

2.  Do participants in the HPMW course report an increase in the frequency and effectiveness 
with which they display ‘high impact’ leadership behaviour’? 

3.  Do participants in the HPMW course report a reduction in stress associated with tough 
leadership situations and an increase in effectiveness? 

4.  Which aspects of the mindset of school leaders are positively impacted by the HPMW course? 

5.  Which elements of the high performance mindset do school leaders find as most important in 
helping them to respond positively and effectively to work demands and tough situations 
commonly experienced by school leadership? 

Measurement and Evaluation Surveys 
Three self-report surveys 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. The Bastow HPMW Course Evaluation Survey 
was sent to all participants the day following the completion of the course (Week 8). 

Development of The Checklist of ‘High Impact’ School Leadership Behaviour  
The Checklist of ‘High Impact’ School Leadership Behaviour is a 20-item survey. Fifteen of the items 
are examples of behaviour that the leadership literature reveals as contributing to leadership 
effectiveness and high performance across different job sectors (see page 23 for complete list of 
items).  
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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?  How Effective? 
rarely some-

times 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 
7. 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 8. 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 9. Involve members of staff in decision making that affects 
their work 1 2 3 4 5 

 
In order to customize this checklist for school leaders, the director of the Bastow Institute of 
Educational Leadership and the course manager were asked to provide a list of the top priority 
behaviours of school principals as seen by the Victorian Department of Education and Early 
Childhood as most important to school organisational effectiveness. Additionally, the following 
publications were provided as reference sources that identified high impact leadership behaviour.  

(2013). From new directions to action: World class teaching and school leadership. Melbourne, 
VIC: Victorian Department of Education and Early Childhood Development. 
http://www.education.vic.gov.au/ 

Robinson, V. Hohepa, M, & Lloyd, C. (2009). School leadership and student outcomes: 
Identifying what works and why. BES: Interactive Best Practice Synthesis Programme. 
http://educationcounts.govt.nz/goto/BES. 

Robinson, V., Lloyd, C.A., & Rowe, K.J. (2008). The differential effects of schools leadership 
types. Educational Administration Quarterly, 44, 635-674. 

The five items distilled from advice and literature that appeared in the survey are: 

How Frequent?  How Effective? 
rarely some-

times often  ineffective effective 

1 2 3 4 5 4. Set and communicate targets for improving 
organisational performance. 1 2 3 4 5 

1 2 3 4 5 12. Utilise resources strategically to help achieve 
organisation’s strategic goals. 1 2 3 4 5 

1 2 3 4 5 14. Participation in formal and informal staff learning and 
development. 1 2 3 4 5 

1 2 3 4 5 
18. Implement a code of conduct (values) to establish 

expectations for how people relate to each other and to 
those to whom they deliver service. 

1 2 3 4 5 

1 2 3 4 5 19. Personal involvement in the evaluation of the job 
performance of team members and others. 1 2 3 4 5 

 
Before commencement of this project, a draft of the checklist was emailed to eight school principals 
selected by the Bastow Institute requesting their feedback on content and item wording. Their 
comments were incorporated in the final construction of the checklist. 
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Cronbach alpha reliabilities of the Checklist of ‘High Impact’ School Leadership Behaviour (post-
test) completed by course participants were: .88 (Frequency) and .90 (Effectiveness). 

Development of the Inventory of Tough Situations: School Leaders 
The Inventory of Tough Situations: School Leaders is a 20-item survey (see page 26 for a complete 
list of items). Seventeen of the items described different work scenarios regularly confronted by 
school leaders that I had been previously identified in workshops I have 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?  How Effective? 

a little moderat
ely 

extremel
y 

 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 2. At a staff meeting, being greeted by stony silence after 
presenting an issue or annual goals. 1 2 3 4 5 

1 2 3 4 5 3. Having to give feedback to a staff member whose 
teaching or discipline methods are unsatisfactory. 1 2 3 4 5 

1 2 3 4 5 4. Being ranked low in staff survey on school leadership. 1 2 3 4 5 
 
Additionally, three items were left blank. Participants were asked to: 

How Stressful?  How Effective? 

a little moderat
ely 

extremel
y 

 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 18.  1 2 3 4 5 

1 2 3 4 5 19.  1 2 3 4 5 

1 2 3 4 5 20.  1 2 3 4 5 

 
Cronbach alpha reliabilities of the Inventory of Tough Situations: School Leaders (post-test) 
completed by course participants were: .92 (Stressful) and .87 (Effectiveness). 

The Bastow HPMW Course Evaluation Survey 
The day following the completion by participants of the HPMW course, the Bastow Institute’s course 
manager emailed an on-line course evaluation containing 24 items (yes/no; likert-scale extent of 
agreement; open-ended questions) that addressed participants’ judgments of the quality of the 
HPMW course, including key takeaways and benefits. Some of the items appear below: 

• Did the course align with your workplace’s needs and strategic direction? Please 
comment. 

• I had adequate opportunities to explore the theory and models central to the course. 
• The course content has been relevant to my work. 
• The program was pitched at a level appropriate to my stage of development. 
• There were sufficient opportunities for me to learn with and from others. 
• The feedback given by the facilitator helped me reflect on my practice. 
• The time provided for self-reflection was adequate. 
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• The facilitator was engaging. 
• The facilitator was effective. 
• The learning processes and activities were carefully planned and well organized. 
• My overall confidence to lead through participating in the course has increased. 
• My ability to provide individual teachers with constructive feedback and evaluation of 

their teaching performance through participating in the course has increased. 
• My ability to communicate a clear vision for my school’s future through participating in 

the course has increased. 
• My ability to set and communicate goals for improving student learning through 

participating in the course has increased. 
• My ability to make decisions and communicate how to utilise resources strategically 

through participating in the course has increased. 
• What were the strongest features of the course? 
• What were the weakest features of the course? 
• What were the two most significant ‘aha’ moments (key take aways) for you in this 

course? 
• Can you provide feedback on the quality of the learning activities you experienced from 

the HPMW e-learning course? 
• Can you comment on the extent to which you were able to apply the content from the 

HPMW course back to your work role? 
• Can you comment on the challenges, problems, benefits in using Blackboard Collaborate 

(weekly webinars)? 
• Can you offer any final comments on the benefits of the course, including its value to you 

as a school leader? 
• I would recommend this Bastow course to others Y/N 

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.  

Course enrolment fee was set at $300/participant.  

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. 

28 participants who applied were selected to participate. Their demographics were as follows: 

• Males: 4 
• Females: 24 
• Principals: 14 
• Assistant Principals: 9 
• Expert Teachers: 5 
• Secondary: 8 
• Primary: 16 
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• Special: 4 
• other(senior teacher):  
• Years of experience: 

• 1-10rs: 1 
• 11-20 yrs.: 11 
• 21yrs.+: 16 

Course Description: The High Performance Mindset at Work 
‘The High Performance Mindset at Work’ (see Figure 3) is a blended, on-line eLearning, six-module 
course42 (www.workmindset.com). 

The HPMW course was conducted over an eight-week period of Term 1, 2014. It combined weekly 
eLearning sessions and a webinars using Blackboard Collaborate. Participants also attended a pre-
course, half-day orientation and a post-course consolidation session. 

 

Figure 3. Six Modules of the High Performance Mindset at Work Course 
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Week 1: Orientation, Pre-Course Surveys 
All participants attended a three-hour orientation session at the Bastow Institute presented by 
Michael Bernard and assisted by Ron Issko.  

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:  

a.  benefits in the way participants respond (stress, effectiveness) to tough work 
situations 

b.  increases in the frequency and effectiveness participants engage in ‘high impact’ 
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 pre-
course survey and checklist. 

After completing the Checklist of ‘High Impact’ School Leadership Behaviour, participants 
summarised those high impact leadership behaviours they wished to strengthen by completing the 
Participant Copy: Target ‘High Impact’ Leadership Behaviours for Further Development (see 
Appendix 1). After completing the Inventory of Tough Situations: School Leaders, participants listed 
those ‘tough’ leadership situations which they would like to experience as less stressful and 
deal with more effectively by completing the Participant Copy: Positive Management of Tough 
Work Situations (see Appendix 1). 

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. 

Each week on Thursday afternoons for six consecutive weeks 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 Blackboard Collaborate 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 Blackboard Collaborate small group activity can 
be seen in Table 1. 

The topics covered in the six eLearning and Blackboard Collaborate Sessions were: 

• Week 2: Introduction to the High Performance Mindset 
• Week 3: Commitments of High Performers 
• Week 4: Blockers to High Performance 
• Week 5: Self-Management (Resilience) 
• Week 6: Behavioural Strengths 
• Week 7: Individual Action Plan 
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Table 1. Example of a Blackboard Collaborate 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.  

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: 

• Impact of HPMW Course on Your Leadership 
• High Performance Mindset in Action: Handling Tough Situations, High Impact Leadership 

Behaviours: 
• How to Strengthen High Work Performance Mindset of Staff 

In addition, participants completed following post-course surveys: The Checklist of ‘High Impact’ 
School Leadership Behaviour, and the Inventory of Tough Situations: School Leaders. 

The following day, all participants received an email link for accessing and completing the Bastow 
Institute HPMW Course Evaluation. 
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Project 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. Additionally, 25 percent of participants provided feedback from someone who worked on a 
regular, daily basis with the participant on any changes observed in their leadership. 

Due to work, family or health issues, four participants did not complete the full course leaving 24 in 
the final sample. 

Impact of HPMW Course on Participants’ Psychological Capability 
Affective Response of Participants 
In order to determine the impact of the HPMW course at an affective level, the following activity was 
designed and conducted in the first part of the Week 8 consolidation session attended by 
participants at Bastow. 

Each participant received four post-it sticky notes. The course leader introduced the activity as 
follows: 

I’d like you to reflect on the HPMW course you are completing. Can you identify four 
words that describe how you feel as a result of engaging in the course- and the 
impact of your engagement on your experience of school leadership. Examples might 
be; “positive,” “enthusiastic” –negative feelings are OK too, such as “despondent,” 
“apathetic.” Please write one feeling-word on each post-it note; identify four feelings 
words altogether. Once completed, please post notes on designated mirrored wall. 

A visual inspection of the group of post-it 
notes revealed the following. Two of the 
notes contained negative affectivity 
associated with the technical challenges of 
engaging with the Blackboard Collaborate 
sessions (e.g. “frustrating technical”). The 
remaining ‘feeling words’ fell into the 
following four categories: 

• Self-awareness/Self-reflection 
• Positivity 
• Confidence/self-efficacy 
• Calmness/self-management (in 

tough work situations) 

 

These findings reveal that the HPMW course had an important effect on leaders’ self-understanding 
and contributed to internal changes of greater self-belief and self-control. As self-awareness, self-
belief, positivity, and self-management underpin leadership capability and effectiveness, then the 
HPMW course appears to have had an important effect. 
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Comments by Colleagues of Participants 
During the final week of the HPMW course, participants were invited to identify a colleague they 
worked closely with and to ask for feedback on any changes the colleague noticed in participant’s 
leadership. During the final session of the course, a number of participants reported the following 
feedback revealing the product of increased psychological capability. 

• more organised and less procrastination as ‘less in the in tray’ 
• more time to do work and less stressed because more confident in decision making 
• really calm in a difficult situation 
• a calming influence for the team 
• others have noticed that the leadership group has improved 
• colleague noticed I am more confident and less stressed 
• others have seen improvement in more warmth and positivity 
• others say she is now very decisive and procedural 
• others have said that her debriefs are better and more concise and she seems more 

engaged 

Participants’ Key Takeaways from HPMW Course 
During the final consolidation session of the HPMW course attended by participants, participants 
were asked to share their key takeaways with another participant who, then, reported summary 
comments back to the whole group. Comments were written down by course leaders. Key 
takeaways varied greatly from participant to participant. 

Some of the diverse themes that emerged as key takeaways are: 

1.  awareness of elements of a high performance mindset 
2.  importance of developing commitment to self (positive self-regard) and commitment to 

others (acceptance of others) 
3. appreciation of the need to overcome internal performance blockers (e.g., 

procrastination) 
4.  the power of self-talk 
5.  greater self-management and calmness enables more time for reflection and choice on 

best ways to act 
6.  increase in ability to take confident action 

The following comments by shared by with the whole group by each participant’s partner reveal 
diverse effects of the HPMW course on the psychological capability of participants:  

• Self-talk – she can now change her talk; she understands the difference between a New 
Years resolution and a commitment; understands what a commitment means. 

• She has an increased awareness of mindset; takes action; blockers to work through 
instead of getting stuck with a blocker. 

• Greater self-management, when under pressure would make a decision straight away; 
now gives herself permission to take time to reflect and think and then make an informed 
decision. 

• Knows she will be busy – stops and gets herself organised so then not stressed; 
coaching and mentoring her staff by teaching them what she has learnt in the course; 
helping them get through tough situations. 

• Feels more confident in meetings and dealing with people; not over thinking and 
worrying before a meeting. 

• Through the course, learnt to influence others to bring them along rather than be 
directional and telling. 

• Self-talk – has needed to readjust approach to more positive self-talk. 
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• Chooses her reaction to situations, says you do not have to have an emotional reaction; 
procrastination – just do it because it does not take long to do, the importance of 
listening more to others; feels calmer in difficult situations. 

• More confident and feels that she belongs; he has a high self belief; frustration with 
others is still high but now she takes action. 

• Fakes it till she makes it has helped. It is a self-fulfilling prophecy, having the High 
Performance Mindset Framework helps. 

• She can catch herself doing what is not high performance and choose to do better. 
• More aware of her blockers – anger and procrastination; using the Catastrophe Scale; 

she just gets on to do tasks and stops procrastinating and as a result getting it done 
gives her self-satisfaction. 

• Greater commitment to others – shared her learnings from the course with staff and they 
are happier; she has a better ability to support others. 

• Looking for the positive rather than complaining; confidence to make decisions; 
management of tasks and self-talk. 

• Active listening, to engage in positive self-talk, not to have pre conceived ideas, the 
surveys in the course have taught her that you can always improve and do better, better 
organisation – not procrastinate just getting things done. 

• Reacts better to others; self-talk – did not know he had it but with a label can now do 
something about it by being more positive. 

• Greater commitment to self and positive self regard; time to reflect on what she is doing 
and thinking. 

• Making time to reflect; using self-talk strategies. 
• Aware of frustration levels, more self aware to manage them; recognises the importance 

of a growth mindset and the need to take action. 
• Better understanding of the three commitments; more understanding of blockers – 

procrastination; using positive self-talk. 
• Self awareness and acceptance of others. 

Participants’ Reflections on Important Elements of Mindset for School Leadership 
During the final consolidation session of the HPMW course, participants met in small groups to 
discuss their individual efforts in using elements of the HPMW to address tough situations and high 
impact leadership behaviours they targeted at the beginning of the course as priority areas.  

As a result of discussion, the aspects of a high performance mindset mentioned as most relevant 
and useful was the need for greater commitment to others, including positive and supportive 
interactions. Additionally, for a majority of participants, the importance of having a making a stronger 
commitment to self was recognised.  

School leaders mentioned the need for:  

• Commitment to Others -acceptance of others, empathy, support 
• Commitment to Self -positive focus, authenticity, positivity, self-acceptance 
• Behavioural Strengths – self-management, confidence, getting along, persistence 
• Overcoming internal performance blockers – procrastination 
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The Bastow HPMW Course Evaluation Survey 

Quantitative Data 
The following statements concern ways in which participants evaluated different aspects of the 
HPMW course. One participant did not appreciate many aspects of course design, content and 
delivery. This participant did not complete all questions on the evaluation survey (for example, last 
two questions below). As a result, percentages of agreement concerning various course aspects 
were not unanimous. 

Linking learning needs to goals of course 95% (yes) 
The key learning themes were made clear to me over the course 90% (agree) 
The key learning themes set high expectations for my learning 95% (agree) 
Course content has been relevant to my work 95% (agree) 
I had adequate opportunities to explore the theories and models central to the course 95% (agree) 
The program was pitched at a level appropriate to my stage of development 95% (agree) 
There were sufficient opportunities for me to learn with and from others 95% (agree) 
I was provided with constructive feedback from other participants throughout the course 
on my understanding 

57% (agree) 

Time provided for self-reflection was adequate 95% (agree) 
The facilitator was engaging 95% (agree) 
The facilitator was effective 95% (agree) 
The facilitator used a range of teaching methodologies and activities to assist me in my 
understanding 

95% (agree) 

The learning processes and activities were carefully planned and well organized 95% (agree) 
The blend of before-after classroom workshops delivered by the facilitator, online 
e-learning, blended learning (using Blackboard Collaborate), and reminder emails were 
aligned and supported my learning 

95% (agree) 

Feedback on the relative importance of the various teaching methods used in the 
course 

 

E-learning course modules 95% (important) 
Pre-course/post-course meetings 95% (important) 
Blackboard Collaborate sessions 84% (important) 
Weekly emails from facilitator 84% (important) 
I achieved what I expected from the course 90% (agree) 

Participation in the course has increased my effectiveness as a school leader 79% (a lot/great 
deal) 

Participation in the course has increased my  
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 utilize resources 
systematically 

79% (agree) 

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) 
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Qualitative Data 
A number of open-ended questions were presented in the Bastow Institute’s survey of the HPMW 
course that point to the impact of the HPMW course on psychological capability. These questions 
allowed participants an opportunity to write about their response, impressions, and to describe 
benefits of the HPMW course. Their full range of comment is presented in Appendix 2.  

Participants’ comments can be grouped into a number of categories not dissimilar to those obtained 
from an analysis of participants’ affective response to the HPMW course:  

• Understanding of self (self-awareness, self-reflection) 
• Confidence and self-efficacy 
• Calmness and self-management in tough work situations 
• Understanding and leadership of others 

Understanding of Self: Self-awareness, Self-reflection  

• That my mindset has a direct correlation to the work that is done at the school. That I have the 
capacity to change my mindset. 

• I believe that the course has strengthened my commitments and my understanding of the mindset of 
a high performer; enabling me to apply that to my leadership role on a daily basis. 

• My responses are my choice and my responsibility. The Mindset Framework is a tool for life, and I 
will be referring to it and sharing it with colleagues to develop resilience. 

• Because of my improved self-management I feel that my calmness and better ability to get along 
(which was my major focus) has enabled us all to work well as a team. 

• Something clicked – I am now using my time ahead of challenging situations and conversations to 
think about the best questions, language to use or how to introduce and convey my intent, instead of 
investing in worrying about the many and varied things that could happen, or how I will be spoken 
about afterwards. 

• A realisation about when and why I procrastinate – I don't usually but do sometimes in situations 
where I fear judgment or disapproval. Before this course I would have thought that I am not a 
procrastinator. The connection between others and your own success – not a new understanding but 
the course gave me the opportunity to reflect on how I can better support others' success and think 
about my work life balance as a more immediate issue - then one I that is so easily postponed until 
next term. 

• I think. 
Confidence and Self-Efficacy 

• Confidence to believe in myself regardless of the job title I am given. That what I believe about me is 
more important to my performance than what anyone else might say. 

• Have the confidence to be assertive in requesting team members do what is asked of them; and the 
way in which I give feedback to support, direct and encourage team members to also be high. 

• I have set goals for success and am practicing the beliefs of self-direction, high frustration tolerance, 
and optimism. I keep the ‘architecture’ available visually and use self-talk to action the beliefs needed 
in many situations at work, not just tough ones. I think this is going to become a structure to help me 
manage at work and home. 

• I actually feel empowered by my learning and ability to recognise in myself those attributes that need 
to be modified to improve my leadership. This is also relevant to all aspects of my life. I also became 
more aware of the importance of having a commitment to myself. 

Calmness/Self-Management in Tough Work Situations 
• When dealing with some staff who are blockers, I was able to be more assertive, confident and focus 

on getting along; rather than let my personal blocker of anger get in the way of the importance of the 
teaching/learning program. 

• Perhaps as my own judge I was calm and confident and this increased little by little each week. I 
have taken on the tasks that fall into the procrastination file and completed many of them. My self-
talk is featuring predominantly in taking stock and then taking action. 
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Understanding and Leadership of Others 
• I am listening more actively to what staff are saying. This helps me to respond to what the person 

wants without jumping in with a response. I am setting goals, both short and long term. I am more 
accepting of others and know things will get better. I received some feedback recently and was able 
to put this into perspective and reflect. I have given timely feedback to a teacher about her work. I 
have realised that actioning a teacher's request may not be in sync with the school's direction and 
feel okay that I can stand up for this in a way that preserves relationships. In this case a teacher 
wanted a timetable change, which went against the school's agreement to leave this time free for a 
particular wellbeing program. When I said this was not possible I worried about not supporting the 
teacher. She came back the next day with an alternative. 

• I had the 'fortune' of being given a range of situations where I could directly apply and reflect on the 
strategies in the course - these ranged the industrial to a staff member experiencing an extremely 
challenging personal situation, to needing to refer a staff conflict to mediation from talking to staff 
about performance and team commitment. The course helped me manage and respond more 
effectively and empathically in each one. 

• Respond to others and work with others. I am becoming less frustrated by others and separating 
their work from the person. 

• Am able to mentor and support staff members to deal with difficult situations. 

Impact of the HPMW Course on School Leaders’ ‘High’ Impact 
Leadership Behaviour 
To determine the extent to which participants increased the frequency and effectiveness of their 
leadership behaviour, their before and after self-ratings were compared on the Checklist of ‘High 
Impact’ School Leadership Behaviour. These results are reported in Table 2. 

Table 2. Checklist of ‘High Impact’ Leadership Behaviour: Means (M), Standard Deviations 
(SD) and T-Tests at Pre- and Post-Test 

 Pre-Test Post-Test 
t df Sig. M SD M SD 

High Impact Leadership Behaviour (20 
items) 

       

Frequent 79.21 6.19 87.45 7.33 5.16 23 .00 
Effective 72.75 7.05 83.87 7.69 6.89 23 .00 

 
Data analysis reveals a significant increase in the self-reported frequency of high impact leadership 
behaviours of participants. The seven-point increase in mean scores of frequency of high impact 
behaviour and over a ten-point increase in the mean for effectiveness is greater than one standard 
deviation reflecting a substantial improvement. 

A look at the individual items appearing on the Checklist of High Impact Leadership Behaviour 
reveals consistent improvements in how frequently and effectively participants engaged in individual 
high impact leadership behaviours (see Table 3 and Table 4). There appears to be consistent 
improvement in those leadership behaviours identified in research and prioritized by the Victorian 
Department of Education and Early Childhood Education as greatest contributors to organisational 
effectiveness and student learning. 

4.  Set and communicate targets for improving organisational performance 
12.  Utilise resources strategically to help achieve organisation’s strategic goals. 
14.  Participation in formal and informal staff learning and development. 
18.  Implement a code of conduct (values) to establish expectations for how people relate to 

each other and to those whom they deliver service. 
19.  Personal involvement in the evaluation of the job performance of team members and 

others. 
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Of particular interest, was the improvement in self-rating of the leadership behaviour identified in the 
literature as most important to improvement in student learning outcomes: providing staff with 
feedback and learning and development opportunities on the quality of teaching. 

Table 3. Checklist of High Impact Leadership Behaviour: Mean (M) and Standard Deviation 
(SD) for ‘How Frequent?’ Items 

 N 
Pre-Test 

N 
Post-Test 

M SD M SD 
1. Communicate to staff a clear vision for organization’s future. 24 3.46 .59 23 4.00 .67 
2. Model values, including being trustworthy and doing the right 

thing. 
24 4.42 .65 23 4.61 .50 

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

24 4.17 .64 23 4.52 .51 

4. Set and communicate goals for improving student learning. 24 3.63 .82 23 4.17 .58 
5. Focus on what’s working well (rather than just wrong) and what’s 

exceptional in individuals, in teams, and in the school. 
24 3.46 .88 23 4.26 .62 

6. Deal with conflict and work to solve problems in a timely fashion. 24 3.42 .65 23 4.26 .62 
7. Identify and build on people’s strengths (rather than trying to 

correct weakness) as well as to consider people’s strengths in 
work assignments. 

24 3.33 .87 23 4.17 .58 

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

24 3.58 .78 23 3.91 .79 

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

24 3.67 .64 23 4.30 .56 

10. Communicate relevant information to others in a timely fashion. 24 3.75 .61 23 4.35 .57 
11. Give others opportunities to lead work assignments and activities. 24 3.67 .76 23 4.26 .75 
12. Utilise resources strategically to support teaching and help 

achieve school’s strategic goals. 
24 3.79 .66 23 4.30 .63 

13. Create a climate where people are encouraged to learn from 
mistakes. 

24 3.25 .85 23 4.04 .56 

14. Participation in and promotion of formal and informal teaching 
learning and development. 

24 3.83 .70 23 4.22 .52 

15. Communicate to staff a greater ratio (5:1) of positive than 
negative feedback. 

24 3.83 .82 23 4.04 .93 

16. Cultivate collaboration and positive relationships among teams 
and employees. 

24 3.88 .74 23 4.30 .56 

17. Encourage staff to share creative, innovative ideas without fear of 
being criticised or ridiculed. 

24 3.88 .68 23 4.22 .80 

18. Implement a clear discipline code, as well as establish 
expectations for how people relate. 

24 3.54 .72 23 4.17 .65 

19. Personal involvement in the evaluation of teaching on ways 
teaching methods impact student achievement. 

24 3.25 .68 23 4.04 .64 

20. Ask about the individual job satisfaction of members of staff and 
how school climate can be improved. 

24 2.96 .75 23 3.70 .93 
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Table 4. Checklist of High Impact Leadership Behaviour: Mean (M) and Standard Deviation 
(SD) for ‘How Effective?’ Items  

 N 
Pre-Test 

N 
Post-Test 

M SD M SD 
1. Communicate to staff a clear vision for organisation’s future. 24 3.79 .72 23 4.26 .75 
2. Model values, including being trustworthy and doing the right 

thing. 
24 4.75 .44 23 4.78 .42 

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

24 4.38 .71 23 4.70 .47 

4. Set and communicate goals for improving student learning. 24 4.08 .72 23 4.48 .67 
5. Focus on what’s working well (rather than just wrong) and what’s 

exceptional in individuals, in teams, and in the school. 
24 3.75 .85 23 4.43 .79 

6. Deal with conflict and work to solve problems in a timely fashion. 24 3.67 .96 23 4.09 .85 
7. Identify and build on people’s strengths (rather than trying to 

correct weakness) as well as to consider people’s strengths in 
work assignments. 

24 3.79 .78 23 4.26 .62 

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

24 3.92 .88 23 4.09 .60 

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

24 4.04 .69 23 4.48 .51 

10. Communicate relevant information to others in a timely fashion. 24 4.21 .66 23 4.48 .51 
11. Give others opportunities to lead work assignments and activities. 24 4.00 .78 23 4.43 .73 
12. Utilise resources strategically to support teaching and help 

achieve school’s strategic goals. 
24 4.20 .59 23 4.35 .71 

13. Create a climate where people are encouraged to learn from 
mistakes. 

24 3.71 .81 23 4.26 .62 

14. Participation in and promotion of formal and informal teaching 
learning and development. 

24 4.25 .74 23 4.57 .66 

15. Communicate to staff a greater ratio (5:1) of positive than 
negative feedback. 

24 3.79 .88 23 4.26 .86 

16. Cultivate collaboration and positive relationships among teams 
and employees. 

24 4.25 .61 23 4.61 .58 

17. Encourage staff to share creative, innovative ideas without fear of 
being criticised or ridiculed. 

24 4.33 .56 23 4.52 .59 

18. Implement a clear discipline code, as well as establish 
expectations for how people relate. 

24 4.04 .75 23 4.39 .66 

19. Personal involvement in the evaluation of teaching on ways 
teaching methods impact student achievement. 

24 3.33 .82 23 4.26 .75 

20. Ask about the individual job satisfaction of members of staff and 
how school climate can be improved. 

24 2.92 .88 23 3.78 .95 
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Impact of the HPMW Course on School Leaders’ Handling of Tough Work 
Situations 
Data analysis reported in Table 5 reveals that participants’ self-reported much greater effectiveness 
in responding to tough work situations after participating in the HPMW course. Additionally, 
participants’ self-reported significant reductions in the degree of stress they experience when faced 
with tough work situations. The two standard deviation difference in means between pre-survey and 
post-survey results reveal quite significant differences in self-reported effectiveness in dealing with 
tough situations and decrease in stress.  

Moreover, as can be seen in Table 5. For tough situations identified by participants as having a very 
negative impact on their work performance, improvements in effectiveness and reductions in stress 
can be seen.  

Table 5. Inventory of Tough Work Situations for School Leaders: Means (M), Standard 
Deviations (SD) and T-tests at Pre- and Post-Test 

 Pre-Test Post-Test 
t df Sig. M SD M SD 

Inventory of Tough Work Situations (20 
items) 

       

Effective 69.79 5.73 80.25 7.03 6.58 23 .00 
Stressful 65.67 6.87 52.46 12.65 5.31 23 .00 

Inventory of Tough Work Situations (4 
items – toughest work situations identified 
by participants) 

       

Effective 8.83 2.14 11.87 1.15 6.20 23 .00 
Stressful 12.33 1.40 8.88 2.80 5.58 23 .00 

  N= 24 

A look at the individual tough situations listed in the Inventory of Tough Situations reveals uniform 
reductions in self-reported stress and increases in effectiveness (see Table 6 and Table 7). 
However, for several work situations, participants’ self-reports showed minimal reductions in stress, 
including: parent critical of leadership, lower than expected NAPLAN scores, speaking to staff about 
school policy others where disagree with. There were several tough work situations where 
participants did not self-report a significant improvement in effectiveness including: parent critical of 
leadership, being greeted by stony silence (by staff) when presenting an issue or goals, lower than 
expected NAPLAN results, (establishing) clear and consistent conduct of school, and lack of support 
from district leader). 
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Table 6. Inventory of Tough Work Situations: School Leaders: Means (M) and Standard 
Deviations (SD) for ‘How Stressful?’ Items 

 N 
Pre-Test 

N 
Post-Test 

M SD M SD 
1. A parent is very critical of your leadership. 24 3.13 1.03 24 3.04 1.00 
2. At a staff meeting, being greeted by stony silence after presenting 

an issue or goals. 
24 2.79 .78 24 2.33 .64 

3. Having to give feedback to a staff member whose teaching or 
discipline methods are unsatisfactory. 

24 3.79 .93 24 3.08 1.10 

4. Being rated low in staff survey on leadership. 24 3.50 .72 24 2.71 .86 
5. Lower than expected NAPLAN results. 24 2.67 1.05 24 2.65 1.02 
6. Resolving a conflict or disagreement you are having with a staff 

member. 
24 3.67 .82 24 3.04 .95 

7. Workload and school-home competing demands. 24 3.50 1.22 24 2.50 1.14 
8. Behaviour of a member of leadership team is negative or 

unhelpful. 
24 3.38 .77 24 2.67 1.01 

9. Faced with a very challenging difficult task and being uncertain 
whether you will be successful (e.g. achieving learning goals). 

24 3.13 1.19 24 2.13 .95 

10. Department of Education does not provide you with important 
information in a timely fashion. 

24 2.75 1.11 24 2.13 .90 

11. New work responsibilities and increased job expectations. 24 3.08 .97 24 2.46 1.18 
12. A member of your leadership team is incompetent and is 

adversely affecting team performance. 
24 3.58 1.06 24 3.04 1.04 

13. Providing feedback to a teacher whose teaching methods are 
unsatisfactory. 

24 3.50 1.06 24 2.79 .98 

14. Speaking to staff about how you really feel about a school policy 
or practice knowing that many will disagree. 

24 2.75 1.11 24 2.50 1.18 

15. Having to support and communicate with a difficult member of 
staff. 

24 3.21 .83 24 2.75 .99 

16. Consistent and clear conduct of school discipline policy. 24 2.33 .96 24 1.75 .90 
17. Lack of support and recognition from district leader. 24 2.58 .93 24 2.13 .99 
For the following three questions, participants wrote in their own examples of work situations, tasks, or people 
that have a very negative impact on their work performance. 
18. Stressful situation: 24 4.17 .65 24 3.04 1.16 

19. Stressful situation: 24 4.08 .65 24 2.88 1.15 

20. Stressful situation: 24 4.08 .58 24 2.96 .91 
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Table 7. Inventory of Tough Work Situations: School Leaders: Means (M) and Standard 
Deviations (SD) for ‘How Effective?’ Items 

 N 
Pre-Test 

N 
Post-Test 

M SD M SD 
1. A parent is very critical of your leadership. 24 3.75 .85 24 4.00 .59 
2. At a staff meeting, being greeted by stony silence after presenting 

an issue or goals. 
24 3.71 .75 24 3.92 .58 

3. Having to give feedback to a staff member whose teaching or 
discipline methods are unsatisfactory. 

24 3.08 .88 24 3.88 .80 

4. Being rated low in staff survey on leadership. 24 3.29 .62 24 3.83 .48 
5. Lower than expected NAPLAN results. 24 3.88 .90 24 3.92 .78 
6. Resolving a conflict or disagreement you are having with a staff 

member. 
24 3.50 .88 24 4.13 .45 

7. Workload and school-home competing demands. 24 3.33 1.17 24 3.92 .72 
8. Behaviour of a member of leadership team is negative or unhelpful. 24 3.04 .91 24 4.04 .62 
9. Faced with a very challenging difficult task and being uncertain 

whether you will be successful (e.g. achieving learning goals). 
24 3.71 .62 24 4.33 .64 

10. Department of Education does not provide you with important 
information in a timely fashion. 

24 3.92 .65 24 4.25 .74 

11. New work responsibilities and increased job expectations. 24 3.83 .64 24 4.33 .56 
12. A member of your leadership team is incompetent and is adversely 

affecting team performance. 
24 3.46 1.02 24 3.75 .68 

13. Providing feedback to a teacher whose teaching methods are 
unsatisfactory. 

24 3.33 .82 24 3.88 .68 

14. Speaking to staff about how you really feel about a school policy or 
practice knowing that many will disagree. 

24 3.71 .75 24 4.17 .64 

15. Having to support and communicate with a difficult member of staff. 24 3.46 .72 24 3.83 .64 
16. Consistent and clear conduct of school discipline policy. 24 4.04 .75 24 4.29 .75 
17. Lack of support and recognition from district leader. 24 3.92 .78 24 3.92 .88 
For the following three questions, participants wrote in their own examples of work situations, tasks, or people 
that have a very negative impact on their work performance. 
18. Stressful situation: 24 2.79 .93 24 3.96 .62 

19. Stressful situation: 24 2.96 .95 24 4.00 .59 

20. Stressful situation: 24 3.08 .78 24 3.92 .58 

 
A content analysis of stressful situations provided by participants in questions 18 through 20 was 
conducted. Over 40 percent of situations involve ‘staff issues’ including dealing with staff being 
negative, unsupportive and un-motivated. Of interest is the relatively few comments concerning 
time-workload pressures. Work situations, tasks or people that have a very negative impact on work 
performance are as follows. 

Department of Education 

• Seeking support from region following critical student incident 
• Lack of consultation about changes in policy 
• Lack of communication about changes in job role 
• Trying to balance school and teaching needs with department accountability and 

documentation demands 
• Gaining funding for students who should be PSD program 
• Branch says things that are not true 
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Leadership Performance and Pressure  

• Not meeting my principals expectations 
• Constant pressure of maintaining enrolments in a small school 
• Challenging situations that require you to rise to another level instantly 
• Others may catch on that I am as competent as I know I am!! J 
• “Finding” support - making everything appear as if it’s running smoothly – no one to 

“share” the load/ lead 
• Leadership team rejecting new ideas and information 
• Showing advice and support in leadership role that is disregarded 
• Feeling pointless because I am not respected/ recognized as a leader 
• Being completely ignored by staff who refuse to change when leading change in the 

school 
• When the generous and motivated expect more than I can give as a principal 
• Potential for bad press for the school 
• Legal issues 
• Trying to do well with multiple hats 
• Meeting others expectations/ demands in an effective time/way 
• Conducting debrief after critical incident 

Making Organisational Changes 

• Planning staffing changes which will lead to confrontation with Union 
• Ensuring policy and management of workplace are in line with the industrial agreement 
• Declaring staff in excess  
• Change management - curriculum, etc. 

Time-Workload Pressures 

• Not enough time to focus on tasks 
• Meeting deadlines and dull management tasks 

Staff 

• Leadership members who are untruthful 
• Others not ‘seeing’ what is important and what is not 
• People who have lost their passion for teaching 
• Dealing with staff member with mental health issues and the impact of that on all staff 
• Conflict between 2 staff members who have to work together 
• Challenging long-practicing teachers to change pedagogy 
• The teacher who always ‘erupts’ when she doesn’t get her own way 
• Dealing with difficult staff members  
• People who ‘talk the talk’ but don’t ‘walk the walk’ 
• Managing and working closely with a staff member with an unmanageable mental health 

issue 
• Supporting staff when you can’t 
• Over reliance of staff (both teaching and admin) on me as a decision maker 
• Car park mafia - rumours/ gossips 
• Staff who don’t work at an optimal level 
• Incompetence of low performance of some staff 
• Mediocre teaching and laziness 
• Staff who don’t work at optimal level 
• Conflict with a staff member 
• VCAL coordinator not performing tasks effectively 
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• Staff not following expected protocols (making staff more accountable)  
• Colleagues misrepresenting and criticizing management 
• The assumption that school is too demanding by some influential staff 
• The fact that some staff believe teaching is not a full-time job 
• Changing the integrated negative personal characteristics of staff 
• Staff consistency with student’s behaviours 
• Inappropriate staff behaviours 
• Unsatisfactory performances 
• Staff undermining my knowledge/ abilities 
• Responding to someone who gives a direction verbally, then changes their mind after 

you’ve done what they said  

Students 

• Supporting students who are experiencing significant abuse/neglect 
• Significant student management issues that effect the college culture and environment 
• Constant student misbehaviour 
• Dealing with suspensions 

Parents 

• Irate and ill-informed parents  
• Vexatious parents-especially when aimed towards a particular staff member 
• Parents challenging my leadership and trying to tell me how to run the school 
• Parents who believe there should be different rules to accommodate their child 
• Responding to a parent after being verbally abused 

Participant Evaluation of the HPMW Course 
As can be seen from the written comments below (and in Appendix 2) that participants provided in 
answer to questions in the Bastow course evaluation, the learning design of the course was 
positively evaluated. (One participant who was deleted from the sample of 28 who did not attend the 
final session indicated that she did not like the HPMW course and how it was presented. No other 
details are available about this participant).  

Strongest Features of the HPMW Course 
• The quality of the sessions grew as the participants came to grips with the content, 

language, and technology. The last day was inspiring and sent me back to school on a 
high. 

• The self-paced e-learning modules with downloadable chapter were excellent and 
I gained so much from these. I was surprised by the impact of the case studies on my 
thinking and self belief. The blockers module was super helpful. 

• The learning activities created an excellent self-reflection process that allowed us as 
leaders to make the time to work on becoming a higher performing leader. 

• I thought a lot of effort had gone into the structure of the course. I liked the face-to-face 
meetings, the online work, and the online collaboration. The online modules gave me the 
opportunity to work through information at my own pace at a time that was convenient. 
The mix of reading, watching, and activities where I could apply my thoughts about 
scenarios meant that the modules were interesting and engaging. The workbook and 
chapters will continue to be a resource. The face-to-face meetings meant that we had a 
face to put to the Blackboard learning. The discussions in the Blackboard sessions were 
thoughtful and increased my understanding. Again they did not go for too long. The 
activities in the face-to-face sessions were mixed with listening and sharing activities - 
this worked well for me. Was sorry when course was over! 
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• The online component of the course made it possible for me as a rural mother of young 
children leader, to access professional development that was also collaborative. The 
weekly chats allowed me to see other journeys and discuss the topics. At times the 
technology issues with microphones were difficult but to be expected. 

• The seminars were the right length of time; not too long or short. I liked the predictable 
structure from week to week. It was great to work with like groups and to work with the 
whole group at the beginning and the end. Michael and Ron ensured that they checked 
in on our conversations to keep us on track, and their comments ensured a deeper 
understanding of content. Only problem for me was trying to use the text boxes to come 
up like the ones we are working in now, but I stopped myself from getting anxious about 
this, due to my learning in the course. It really didn't matter. Having weekly sessions 
meant that we could talk about and listen to the recent learning from the modules and 
our workbook. This was a wonderful way to learn especially being away from Melbourne. 

• I am encouraging all my leadership team to participate in the course as I believe its value 
is fantastic. 

• Good balance of input and opportunity to put into practice. Great quality of resources 
Rare and valuable to have the opportunity to read, reflect and apply The session about 
what we take back to share and Performance Reviews was timely and helpful Matt - I 
would see great value in pitching this to Principal Teams. If I had known how good this 
was, I would have tried to structure so that APs could do at same time too. I also think 
that this is a course, which could be pitched toward having a principal class stream and a 
leading teacher stream as you have done with some other Bastow Courses.  

• This course is of value as a school leader because our role is very, very challenging in 
many ways. The importance to us of the 3 commitments cannot be understated because 
of the many aspects to our work. 

• An excellent opportunity for a leader to take time to reflect and fine tune those practices 
that might impact of a daily performance and ability to be the best leader we can be. 

• I felt very privileged to have the opportunity to work with Michael and Ron. The benefits 
for me have been and will continue to be how I keep things in perspective using the 
catastrophe scale and the continued practice of working through blockers and actioning 
the beliefs. For me this is for tough situations and also for everything that I do. I am 
looking forward to sharing my learning with staff at school. Thank you very much. 

Weakest Features of the HPMW Course 
Question 19 of the Bastow Evaluation Survey asked participants to write about the weakest 
feature(s) of the HPMW course. As can be seen in the comments below, the technical challenges 
associated with the webinar software program, Blackboard Collaborate, were of greatest concern. 
Every Thursday at 4.30 pm, 24 participants logged onto to Blackboard Collaborate. During the 
following hour, participants could not see each other or the course leader and could only rely on 
hearing voices of participants. Due to technical issues of school computer system, some 
participants where from time to time unable to participate in sessions, while others could only hear 
conversations but could not participate in conversations. Participants were asked to use a variety of 
technical tools (e.g. create/write in text boxes; put up symbol of hand to speak; be moved into small 
group virtual rooms to discuss, record small group comments; return to whole group and report back 
on small group discussions). 

All negative responses to question 19 are reproduced verbatim below. 

• Technical difficulties - but most of these were overcome with a little patience and know-
how (thanks Matt for the support). 

• The Blackboard Collaborate sessions. 
• See comments on blackboard collaborator. I felt these sessions were restricted in "flow" 

by the technology so could be disjointed. 
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• I did not enjoy or benefit from the collaborate sessions. I am not keen on listening, 
writing, reading and speaking all at once. It actually feels a bit unnatural and 
discourteous to be typing into a text box, reading others comments and trying to listen. 

• Late communication from the course deliverer. Often challenging to collect the required 
material a couple of days before we were to meet. 

• The communication about what to do for sessions was too late in a busy schedule. 
• Not sure there was one. Logging into Blackboard collaborate at a set time each week 

was difficult because I was away 2 of the weeks and couldn't get an internet connection 
to work. 

• Technology issues!! 
• Blackboard collaborate technical problems. 

How to Strengthen High Work Performance Mindset of Teams and Staff 
In response to a request from a number of participants, the final activity of the consolidation session 
focused on ways in which school leaders could influence the mindset and performance of staff –
particularly those on the school’s leadership team.  

During the activity, the course leader indicated that staff wanted more support and feedback on their 
work performance on a regular basis. It was suggested that these conversations should be informal, 
out of the office making it different to the usual performance management, annual discussion. 

The following general guidelines for how participants could get started with the process were written 
on the board:  

1.  School leader shares with whole staff/leadership team what he/she has learned in 
course about the high performance mindset including which aspects have helped 
him/her be a more effective school leader 

2.  School leader may/may not present the one-page summary, The High Performance 
Mindset Capability Framework. 

3.  School leader says that over the following weeks, he/she would like to meet with 
individual staff members and discuss their approach to tough situations and use of the 
High Performance Mindset – e.g. coaching sessions. 

Participants met in small groups to discuss any specific things a participant was planning to say or 
do back at school to influence school’s leaders and staff. Participant’s comments in their small 
group were summarized and presented to the whole group for consideration. These comments and 
suggestions were as follows:  

• Introduce course to all staff – high performance mindset framework, the three 
commitments, internal performance blockers, behavioural strengths, action plan. 

• Share knowledge and skill gained from HPMW course with staff and what it means to 
being the school’s leader. 

• Have a 15 min conversation by talking about personal growth. 
• Share the benefits of the course with the leadership team. 
• Offer one-to-one sessions with staff. Start with those who are ready. 
• Provide more regular feedback to staff on their work performance. 
• It would be interesting to find out what the tough situations teachers are facing. 

A consensus of participants was that the next time the HPMW course was offered, more time should 
be devoted to helping school principals to communicate to their teams and staff about the ways in 
which the high performance mindset can help everyone to be highly effective team members and to 
respond positively and effectively to tough work situations (with parents, colleagues, change). A 
number of participants remarked they had wished that one or more members of their leadership 
team had also participated in the HPMW course. 
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Conclusions 
Based on quantitative and qualitative data and limited 360 comment by observers of participants, it 
seems evident that the HPMW course had an immediate impact on participants. The primary use of 
self-report data to draw judgments on impact is a limiting factor in drawing conclusions. Moreover, 
the sample is not random. As such, generalisations concerning the findings to the population of all 
school leaders cannot be made. 

Given these limitations, generalisations concerning what has been learned from this project need to 
be qualified.  

The range of quantitative and qualitative data including the Bastow Institute’s Course Evaluation 
Survey as well as ongoing interactions between participants and course leaders over an eight-week 
period suggests the HPMW was beneficial to participants.  

Some of the key findings are: 

• Participants displayed high levels of commitment, enthusiasm, and engagement 
throughout the HPMW course. This was despite a fair amount of technical difficulties 
experienced by some in their use of Blackboard Collaborate technology (weekly 
webinars). 

• The changes in leadership capacity and effectiveness seen as a result of participation in 
the HPMW course occurred in a relatively brief period of time; eight weeks. This is 
noteworthy. 

• The experience of individual participants in gaining awareness of characteristics of the 
high performance mindset including their strengths and areas for further development 
lead to changes in psychological capability. Common across different sources of 
evaluation data were increases in: self-awareness/self-reflection, positivity, 
confidence/self-efficacy and calmness when faced with tough work situations including 
difficult people. 

• Changes and development in individual school leaders of different psychological 
capabilities were accompanied by improvements in leadership behaviour and the ability 
to deal with tough work situations in effective, less stressed ways. 
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Recommendations 
Based on positive impact and participant positive evaluation of the HPMW course, the following 
recommendations are offered. 

1.  Models of school leadership effectiveness need to explicitly incorporate psychological 
capability and mindset as central to understanding factors that influence high individual and 
organisational performance.  

2.  While positive organisations as seen in culture, leadership and management matter a great 
deal to high performance, what matters most in taking individual leaders and schools from 
good to great, is developing the high performance mindset of school leaders. 

3.  Learning and development opportunities in the area of psychological capability and high 
performance mindset training need to be made available to develop the potential of people to 
become highly effective school leaders. 

4.  Induction of teachers, the future leaders of schools, needs to include learning and 
development of a high performance mindset. 

5. A consensus of participants was that the next time the HPMW course was offered, more time 
should be devoted to helping school principals to communicate to their teams and staff about 
the ways in which the high performance mindset can help everyone to be highly effective team 
members and to respond positively and effectively to tough work situations (with parents, 
colleagues, change). 
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Appendix 1 
Participant Copy: 

Target ‘High Impact’ Leadership Behaviours 
for Further Development 

Place a tick next to those leadership behaviours, which you would like to develop further. 

q 1. Communicate to staff and the community a clear vision for the organisation’s future. 

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

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

q 4.  Set and communicate goals for improving organisational performance. 

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

q 6.  Deal with conflict and work to solve problems in a timely fashion. 

q 7.  Identify and build on people’s strengths (rather than trying to correct weaknesses) as 
well as consider people’s strengths in work assignments. 

q 8.  Show through actions and words that every member of staff is valued including the tasks 
they are engaged in. 

q 9.  Involve members of staff in decision-making that effects their work. 

q 10.  Communicate relevant information to others in a timely fashion. 

q 11.  Give others opportunities to lead work assignments and activities. 

q 12.  Utilise resources strategically to support and help achieve organisation’s strategic goals. 

q 13.  Create a climate where people are encouraged to learn from their mistakes. 

q 14. Participation formal and informal staff learning and development. 

q 15. Communicate to staff a greater ratio (5:1) of positive feedback than negative feedback. 

q 16. Cultivate collaboration and positive relationships among teams and employees. 

q 17. Encourage staff to share creative, innovative ideas without fear of being criticised or 
ridiculed. 

q 18. Implement a clear code of conduct expectations for how people relate to each other and 
to those whom they deliver service. 

q 19.  Personal involvement in the evaluation of job performance of team members and others. 

q 20.  Ask about the individual job satisfaction of members of staff and how organizational 
climate can be improved. 
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Appendix 1 (cont.) 

Participant Copy:  
Positive Management of Tough Work Situations 

Place a tick next to those ‘tough’ leadership situations, which you would like to experience as 
less stressful and deal with more effectively. 

q 1.  A parent is very critical of your leadership. 

q 2.  At a staff meeting, being greeted by stony silence after presenting an issue or school 
goals for the current year. 

q 3.  Having to give feedback to a staff whose teaching or discipline methods are inadequate. 

q 4.  Being ranked low in staff survey on school leadership. 

q 5.  Lower than expected NAPLAN results. 

q 6.  Resolving a conflict or disagreement you are having with a staff member. 

q 7.  Workload and school-home competing demands. 

q 8. Behaviour of a member of leadership team or a teacher is negative or unhelpful. 

q 9. Faced with a very challenging, difficult task and being uncertain whether you will be 
successful (e.g. achieving student learning goals). 

q 10.  Department of Education does not provide you with important information in a timely 
fashion? 

q 11. New work responsibilities and increased job expectations. 

q 12. A member of your leadership team is incompetent and is adversely effecting team 
performance. 

q 13.  Providing feedback to a teacher whose teaching methods are unsatisfactory. 

q 14. Speaking to staff about how you really feel about a school policy or practice knowing that 
many will disagree. 

q 15.  Having to support and communicate with a difficult member of staff. 

q 16.  Consistent and clear conduct of school discipline policy. 

q 17. Lack of support and recognition from district leader. 

 

Write in any tough situation identified in the Inventory of Tough Situations that you 
would like to work on. 

q 18.   

q 19.   

q 20.   
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Appendix 2 
Bastow Institute HPMW Course Evaluation Survey: 

Participants’ Written Comments 

 

Question 6: Did the course align with your workplace’s needs and strategic direction? Please 
comment. 

• Yes - In building my capacity to lead for different several different priorities on our School 
Strategic Plan and AIP. 

• Yes. A major focus of our strategic plan is improving teacher capacity. The course 
developed my skills in providing meaningful feedback. 

• Very much - it connected with other initiatives such as Appreciative Inquiry and the staff 
Positive Psychology training that we are doing, also the CLT through Bastow we have 
just commenced and the work we are undertaking in improving teaching climate, 
developing middle leaders and enhancing communication, feedback and team 
commitment. 

• Yes, it enables us as a leadership team to be aware of our strengths and areas of focus 
to strengthen our school leadership team and leadership.  

• It will allow me to enhance the collaborative and sharing of knowledge core goal within 
the region and within the visiting teacher service. 

• The course aligned with my personal needs more than the needs of the school. It was an 
affirmation of what I do well and where I can improve - it provided knowledge and 
strategies. 

Question 13. Explain how the course achieved what you expected from the course. 

• I had the 'fortune' of being given a range of situations where I could directly apply and 
reflect on the strategies in the course - these ranged the industrial to a staff member 
experiencing an extremely challenging personal situation, to needing to refer a staff 
conflict to mediation from talking to staff about performance and team commitment. The 
course helped me manage and respond more effectively and empathically in each one. 

• This course has given me the framework to manage myself and to use my strengths. 
The framework was presented in a memorable and visual form. I am already managing 
myself in a calmer way and know I am bouncing back. I am showing my commitment to 
others and self by listening more and by putting time aside for loved ones. I am now 
showing less frustration and change my self-talk. I can say without any hesitation that 
this course has changed my working and personal life. I have used components of the 
course when working with staff and students. 

• It enabled me to build my own strengths as a leader but also gave me keys to impart that 
understanding to fellow teachers and team members. 

• I recognise in myself that I have a much improved approach to work (and home) stresses 
and demands. I do not get angry or procrastinate. I may feel annoyed at times but this 
does not impact on what I need to do. 

• The blackboard collaborator was a new way of communicating for me. I found it very 
tricky to manage all the technical aspects and concentrate on the content. While I got a 
lot from the sessions, and improved my skills in managing the technology, it is not my 
preferred method of delivery. However, I would not have been able to participate if it was 
all face-to-face. The eLearning modules were great and I really enjoyed working at my 
own pace. 

• I am more aware of my mindset and how to strengthen this as an effective leader. 
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• I feel more able to consider how I respond and the things influencing this. 
• The architecture of the high performing mindsets was very clear and referred to 

throughout the course and linked to my own tough situations and personal challenges. I 
expected strategies to manage work. the course was clear in how to develop HPMS. I 
was made aware that my commitment to others was not what I thought it was and needs 
some attention. Increased awareness of blockers to work has been valuable. 

• The opportunity to reflect on our own practices and work towards performing at a higher 
performer for me was exactly the thing I needed... Having to make the time to work on 
myself and MY professional practice. 

• I feel more confident in having the difficult conversations in the workplace and am better 
equipped to "take stock" before I "take action". 

• I am more confident and feel I have the tools to analyse what I can strengthen to become 
a more effective and successful leader. 

• The course helped to clarify what is important to do in order to succeed, develop and 
sustain progress in my role. It gave me more insight into blockers or potential blockers 
that I need to work on and strategies to do this. 

Question 15: Explain whether and how the course increased your effectiveness as a leader, 
including examples. 

• Because of my improved self-management I feel that my calmness and better ability to 
get along (which was my major focus) has enabled us all to work well as a team. 

• Something clicked - I am now using my time ahead of challenging situations and 
conversations to think about the best questions, language to use or how to introduce and 
convey my intent, instead of investing in worrying about the many and varied things that 
could happen, or how I will be spoken about afterwards. 

• I am listening more actively to what staff are saying. This helps me to respond to what 
the person wants without jumping in with a response. I am setting goals, both short and 
long term. I am more accepting of others and know things will get better. I received some 
feedback recently and was able to put this into perspective and reflect. I have given 
timely feedback to a teacher about her work. I have realised that actioning a teacher's 
request may not be in sync with the school's direction and feel okay that I can stand up 
for this in a way that preserves relationships. In this case a teacher wanted a timetable 
change, which went against the school's agreement to leave this time free for a particular 
wellbeing program. When I said this was not possible I worried about not supporting the 
teacher. She came back the next day with an alternative. 

• I am more proactive and organised, but I have more awareness of my commitment to 
self, others and success. 

• I believe self-management is an area I need to improve. The course has enabled me to 
develop my skills and also to continue growing. 

• I can explain things without feeling personally involved. 
• Enabling me to reflect on my leadership...to look at the successes and areas for 

improvement. It enabled me to understand why parts of my leadership were successful 
or not. 

• More awareness of the importance of looking after myself. Being more persistent and 
organised. Using the emotional thermometer …to keep things in perspective. 

• To recognise ones weaknesses and learn strategies to overcome those emotions that 
sometimes block us from performing at our highest capacity was invaluable particularly 
identifying self talk and recognising the use of it in a conscious way. 

• I am able to monitor and manage my emotional to deal with the unexpected issues of the 
day as they arise. 
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• I have been able to focus on aspects of my performance where at times, organisation not 
occurring properly hinders my leadership. I've been able to make some changes to 
address this. 

Question 17: The largest impact that the course has had on my leadership is seen in the 
way I … 

• Have the confidence to be assertive in requesting team members do what is asked of 
them; and the way in which I give feedback to support, direct and encourage team 
members to also be high. 

• Respond to others and work with others. I am becoming less frustrated by others and 
separating their work from the person. 

• Am able to mentor and support staff members to deal with difficult situations. 
• I manage difficult situations with staff and parents. 
• Maintain an organised workspace. 
• That I feel more confident within myself when doing mild to really tough things. 
• Greater understanding of the way I relate to staff and mindset and reactions to staff, 

parents and issues. 
• Reduce my procrastination and organise my time.  
• Am able to reflect on what I am doing...to look at leadership in a strategic and informed 

way. 
• Approach those difficult situations such as difficult parents or under performing staff with 

more confidence. Separating them from a personal experience and having confidence in 
MY professional performance. 

• Take active steps to show my commitment to the success, others and self. I consciously 
behave in ways that show my commitments. There are times when a commitment to one 
aspect takes over but I try to pay myself back if it affects commitment to myself. **A big 
impact for me has been to take stock, control and action when in a difficult situation. I 
have modeled this and used this with staff and students. I can now recognise when I am 
experiencing a blocker. It was interesting that this could be one or more of only four 
things and that these can be overcome with a plan. 

• Manage myself to commit to success. 
• I have strengthened my commitment to others and am able to put problems in 

perspective. 

Question 18: What were the strongest features of the course? 

• The online modules and personal application/ action plan. 
• Describing commitment to success, others and self and the beliefs and behaviours that 

demonstrate ways of doing this. 
• The pre and post learning session. 
• Content, delivery from Michael Bernard, the self-paced eLearning and the last session at 

Bastow. 
• The self-talk and visualisation techniques, also examination of own blockers (have done 

before) but very specific suggestions about how to overcome these. 
• The model and monitoring my reactions and mindset. 
• A chance to reflect on personal behaviours. 
• The opportunities to identify what makes strong leaders and what hinders people in their 

leadership. It also gave directions in how to improve upon my current practices. 
• The architecture of the HPM and how it all seems inter related. Revisiting the 

commitments and behavioural strengths repeatedly made an impact on how I learnt 
during the course. 



Building Leadership Capacity: The High Performance Mindset at Work 	  

 
41 

• The architecture of high performance model- this model fits and is self-explanatory. 
Something that I will refer to for many years to come. 

• Strongest features - The content and structure of the course with the first meeting, online 
modules and Blackboard sessions, then the last session to come together. The course 
allowed us to meet, explore the material, set goals and continue with our learning in a 
staged approach. I was amazed at how much we had all learned, particularly in the last 
two online sessions. I liked the way we were put into groups with like settings. Help was 
always available if we needed it. Thank you to Matt, Ron and Michael. I was able to start 
transferring my learning from the beginning and will continue to. I liked the way Michael 
challenged our thinking during the face-to-face sessions and the Blackboard sessions. 
He ensured we were developing a deep understanding. (I really enjoyed the welcome to 
Bastow from Matt and the tour). I am making more connections with other material that I 
read professionally because everything we do seems to fit in with this course, whether it 
is getting things done or dealing with people, for example. I liked the way the last session 
parceled up our take aways and how we discussed possibilities for working with staff. 
Emailing the survey has been good because I have had time to reflect on my statements 
in a quiet setting. 

• The blended learning and the survey feedback, which assisted the small group 
discussions. 

• Online modules and workbook activities. 
• Being able to participate in the course through eLearning and Blackboard Collaborate 

made the course very accessible for me. I found the subject matter of the course very 
engaging and thought provoking. 

Question 19: What were the weakest features of the course? 

• Technical difficulties - but most of these were overcome with a little patience and know-
how (thanks Matt for the support). 

• The blackboard collaborate sessions. 
• See comments on blackboard collaborator. I felt these sessions were restricted in "flow" 

by the technology so could be disjointed. 
• I did not enjoy or benefit from the collaborate sessions. I am not keen on listening, 

writing, reading and speaking all at once. It actually feels a bit unnatural and 
discourteous to be typing into a text box, reading others comments and trying to listen. 

• Late communication from the course deliverer. Often challenging to collect the required 
material a couple of days before we were to meet. 

• The communication about what to do for sessions was too late in a busy schedule. 
• Not sure there was one. Logging into Blackboard collaborate at a set time each week 

was difficult because I was away 2 of the weeks and couldn't get an internet connection 
to work. 

• Technology issues!! 
• Blackboard collaborate technical problems. 

Question 21: What were the two most significant ‘aha moments’ (key take aways) for you in 
this course? 

• Confidence to believe in myself regardless of the job title I am given. That what I believe 
about me is more important to my performance than what anyone else might say. 

• The importance of commitment to self and the need for me to improve my getting along 
abilities. 

• What procrastination is. I previously thought it was a result of laziness. Also putting 
names to things. 

• My responses are my choice and my responsibility. The Mindset framework is a tool for 
life and I will be referring to it and sharing it with colleagues to develop resilience. 
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• A realisation about when and why I procrastinate - I don't usually but do sometimes in 
situations where I fear judgment or disapproval. Before this course I would have thought 
that I am not a procrastinator. The connection between others and your own success - 
not a new understanding but the course gave me the opportunity to reflect on how I can 
better support others' success and think about my work life balance as a more immediate 
issue - then one I that is so easily postponed until next term. 

• I procrastinate I need to look after myself.  
• Frustration tolerance and what to do about it to manage it. 
• Fake it til you make it. The power of being organised. 
• That my mindset has a direct correlation to the work that is done at the school. That I 

have the capacity to change my mindset. 
• That my mindset has a direct correlation to the work that is done at the school. That I 

have the capacity to change my mindset. 
• Recognising the self-talk and the importance and strength of it to help us approach tasks 

in a different manner. The second aha being that I always seek approval for decisions... 
Now I feel that I might prefer it but I don't need it! 

• I have learned that having self-management skills doesn't mean that I become non 
reactive to situations or robotic like. What is important is what it sounds like, feels like 
and looks like when I react. 2. Being authentic is important. It is okay to make considered 
decisions in this role and it is okay that others may not be too happy for the time being. 

• Commitment to success stayed with me throughout the course so I will focus on sharing 
this with others. Self-talk is critical for my redirection for recognising emotional stages of 
the day and then dealing with them. 

• Many of the characteristics of a HPM are already part of my leadership - I had not given 
them the credit they were due. 

• The catastrophe scale puts everything in perspective I now use the self-talk to avoid 
procrastination and feel better for completing task early. 

• When I realised that I need to stop and take time to reorganise so that I don't end up 
stressing out and becoming ineffective in some areas. When I realised that I can be very 
hard on myself (still working on that one!). 

Question 22: Can you provide feedback on the quantity of the learning activities you 
experienced from the HPMW e-learning course? 

• The online modules were excellent. 
• I found that the case studies were particularly worthwhile and enhanced my 

understandings. Due to technical issues the videos were often difficult to view and this 
impacted a little on my understandings. 

• The lessons were of an appropriate length. The content was appropriate. The case 
studies were interesting but very predictable. 

• The quality of the sessions grew as the participants came to grips with the content, 
language and technology. The last day was inspiring and sent me back to school on a 
high. 

• The self paced e - learning modules with downloadable chapter were excellent and I 
gained so much from these. I was surprised by the impact of the case studies on my 
thinking and self belief. The blockers module was super helpful. 

• I liked the range of activities from readings to case studies to surveys. 
• Excellent and very suitable in a school setting.  
• The eLearning was a great way to engage in the course. I was able to access this at a 

time that was convenient. 
• I really enjoyed the mix of online learning and collaborating online. the reminders from 

Michael each week kept me thinking about what I had to do. Also setting goals was 
useful. 
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• The learning activities created an excellent self-reflection process that allowed us as 
leaders to make the time to work on becoming a higher performing leader. 

• I thought a lot of effort had gone into the structure of the course. I liked the face-to-face 
meetings, the online work and the online collaboration. The online modules gave me the 
opportunity to work through information at my own pace at a time that was convenient. 
The mix of reading, watching and activities where I could apply my thoughts about 
scenarios meant that the modules were interesting and engaging. The workbook and 
chapters will continue to be a resource. The face-to-face meetings meant that we had a 
face to put to the Blackboard learning. The discussions in the Blackboard sessions were 
thoughtful and increased my understanding. Again they did not go for too long. The 
activities in the face-to-face sessions were mixed with listening and sharing activities - 
this worked well for me. Was sorry when course was over! 

• This is a vital component to adult learning as it allows for individual paced module 
completion within timelines. Collaborative sharing of discussions via blackboard is 
keeping abreast with ICT innovations. 

• Relating many of the modules to real life experiences and well-known people 
contextualised the learning and made it more relevant. 

• High quality. 

Question 23: Can you comment on the extent to which you were able to apply the content 
from the HPMW course back to your work role? 

• When dealing with some staff who are blockers, I was able to be more assertive, 
confident and focus on getting along; rather than let my personal blocker of anger get in 
the way of the importance of the teaching/learning program. 

• I am only just beginning to do this as I am still coming to grips with the content. I will be 
applying it for the rest of my career and in my daily life. 

• I cannot say that I managed to apply it generally to everything - not at this stage yet - but 
I did use for the more challenging situations and did make a positive difference in each. 

• I procrastinate less and are trying to look after myself more! I am more organized.  
• Able to apply the model when dealing with challenging situations. 
• Quite a bit and will be relevant in many future situations. 
• My role is varied and often requires immediate responses to many situations. This 

course has given me the tools to dissect the situations so that I can prioritize or deal with 
critical situations more effectively. 

• Being required to put learning into practice on a weekly basis allowed us to begin the 
processes needed to improve individual mindsets. This has continued to be something I 
have been using and will continue to use. For me self-talk is something that I am very 
conscious of now because of having to put it into practice during the course. 

• I have set goals for success and am practicing the beliefs of self-direction, high 
frustration tolerance and optimism. I keep the 'architecture' available visually and use 
self-talk to action the beliefs needed in many situations at work, not just tough ones. I 
think this is going to become a structure to help me manage at work and home. 

• Perhaps as my own judge I was calm and confident and this increased little by little each 
week. I have taken on the tasks that fall into the procrastination file and completed many 
of them. My self-talk is featuring predominantly in taking stock and then taking action. 

• Through a self-awareness of my actions and reactions. 
• I was able to make some key changes to some of my organisational systems. I was able 

to use some of the language and concepts to mentor staff through tough situations. 
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Can you comment on the challenges, problems, benefits in using Blackboard Collaborate 
(weekly webinars)? 

• It would be nice if everyone had web-cams turned on so we could see who was talking, 
but the software itself was quite useful to the purpose; allowing whole and small group 
sharing without the lengthy travel and day off school. 

• Benefits: being able to discuss and share beliefs, issues, challenges and successes and 
have these acknowledged by others. 

• Unfortunately I would suggest the majority of the issues were related to individuals not 
being technically competent. How you overcome this I don’t know. But as someone who 
was able to manage it each week it was frustrating. 

• Complexity of doing several things at once: thinking, typing, looking at chat room, 
clicking on hand up/down talk/stop talking. Disjointed conversations as no eye contact 
with others. Technical difficulties I had when trying to log on at alternative location meant 
I missed a session. 

• Have spoken about the fact I find it unnatural and discourteous (typing and reading while 
someone is talking even if you cannot see them!) above. I would add that 4.30pm is not 
a great time for principals. If these are to continue, I would suggest that there be a choice 
of two times provided each week. Or an alternative task (e.g. online reflection) so there is 
a choice in relation to both response and time. Even though I disliked these sessions, the 
reasons I missed a number were immovable commitments or one occasion, an upset 
staff member with a complex and urgent issue unexpectedly at the door. 

• Good to be able to talk about the learning and practical ideas. 
• My concern with the blackboard collaborative work was that I was at school during the 

sessions. As already stated, it would have been better if I went off site. The technology 
around the collaborate was fine and not difficult to use. 

• The online component of the course made it possible for me as a rural, mother of young 
children leader, to access professional development that was also collaborative. The 
weekly chats allowed me to see other journeys and discuss the topics. At times the 
technology issues with microphones was difficult but to be expected. 

• The seminars were the right length of time; not too long or short. I liked the predictable 
structure from week to week. It was great to work with like groups and to work with the 
whole group at the beginning and the end. Michael and Ron ensured that they checked 
in on our conversations to keep us on track and their comments ensured a deeper 
understanding of content. Only problem for me was trying to use the text boxes to come 
up like the ones we are working in now, but I stopped myself from getting anxious about 
this, due to my learning in the course. It really didn't matter. Having weekly sessions 
meant that we could talk about and listen to the recent learning from the modules and 
our workbook. This was a wonderful way to learn especially being away from Melbourne. 

• While it's great to touch base weekly and be able to do this from my workplace, I did find 
the technical issues of Collaborate frustrating - time was spent each week sorting out 
technical issues. As a visual learner I also find it a challenge to participate in group work 
without being able to see the group members. 

• Enjoyed sessions in small room. 
• Challenges-individual technology issues (wireless down, headphone issues0. Benefits-

small group interaction. 

Are there any ways in which the course could have been improved? 

• Perhaps not staying in the same group for all of the sessions would be more beneficial. I 
would have liked to work with different people, rather than the same ones every week. 

• I think it is necessary to run it over a longer period of time. One week is not enough time 
to implement something then comment on it during the online learning. Also while the 
venue is lovely I think the issue with the lack of parking is considerable. I think it would 
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be good to spend more time on looking at ways to develop others and to possibly identify 
the blockers that prevent people from developing a high performance mindset. 

• Opportunity to practice a bit more on BC before first sharing session. 
• Have the tasks required for the next session given out at the end of the session before. 

So we have time to work on them and are aware when we are completing the modules. 
• All the tasks outlined at the start. 
• None...really enjoyed all of the course. Unfortunately, due to illness, I was unable to 

attend the final session. 
• I believe a 360 survey at the beginning would enable us to see true and validated growth 

throughout the course. 
• I think Michael has a well-rounded approach and the learning is cumulative and 

ownership of the learning is ever present for the student. 

Can you offer any final comments on the benefits of the course including its value to you as 
a school leader? 

• I believe that the course has strengthened my commitments and my understanding of 
the mindset of a high performer; enabling me to apply that to my leadership role on a 
daily basis. 

• I actually feel empowered by my learning and ability to recognise in myself those 
attributes that need to be modified to improve my leadership. This is also relevant to all 
aspects of my life. I also became more aware of the importance of having a commitment 
to myself. 

• I think. 
• I am encouraging all my leadership team to participate in the course as I believe its value 

is fantastic. 
• Good balance of input and opportunity to put into practice Great quality of resources 

Rare and valuable to have the opportunity to read, reflect and apply The session about 
what we take back to share and Performance Reviews was timely and helpful Matt - I 
would see great value in pitching this to Principal Teams. If I had known how good this 
was, I would have tried to structure so that APs could do at same time too. I also think 
that this is a course, which could be pitched toward having a principal class stream and a 
leading teacher stream as you have done with some other Bastow Courses.  

• It was a great eye opener to not only myself but also other effective mindsets.  
• Really good to have a chance to reflect on personal choices and behaviours. 
• This course is of value as a school leader because our role is very, very challenging in 

many ways. The importance to us of the 3 commitments cannot be understated because 
of the many aspects to our work. 

• An excellent opportunity for a leader to take time to reflect and fine tune those practices 
that might impact of a daily performance and ability to be the best leader we can be. 

• I felt very privileged to have the opportunity to work with Michael and Ron. The benefits 
for me have been and will continue to be how I keep things in perspective using the 
catastrophe scale and the continued practice of working through blockers and actioning 
the beliefs. For me this is for tough situations and also for everything that I do. I am 
looking forward to sharing my learning with staff at school. Thank you very much. 

• Great on the CV and PDP! Simple in the overall presentation that is easy to look back 
and reflect or revisit areas. It was not an overwhelming amount of information to read, 
process and report back on. I certainly feel I will use many of the components and focus 
on some more than others until I "make it". 

• Thank you Michael and Matt for a great course! 

 


