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• Consider a shared understanding of a ‘system’
• Consider the context for our system leadership learning 
• Consider new knowledge and ways of thinking around what highly  

effective system leaders do
• Explore some of the latest research on system leadership
• Explore tools that can support system-level agility

Session objectives



Professional learning must focus on the education
professional as a learner and how this is related to
and impacts upon the learning of children, young
people and adults.

Professional learning should be:

● Challenging, and develop thinking, knowledge,
skills and understanding

● Underpinned by developing skills of enquiry and
criticality

● Interactive, reflective and involve learning with
and from others.

Professional learning is informed and supported
by professional standards and education policy.
Leadership of and for learning is essential to
ensure it is well supported, promoted and
sustained.

National Model of Professional Learning



Three Fields of Knowledge

“The aim of knowledge animation is creation 

of new knowledge by learning communities 

that will help people enhance their practice 

and policy. This new knowledge takes centre

stage and is the outcome of connecting what 

individuals know and what is known ‘out 

there’, external research. Knowledge 

animation provides the collaborative 

processes for new knowledge creation by 

ensuring that what is known is connected to 

what people know through collaborative 

dialogic processes” (NCSL 2003)



What expectations do you have about 
what could be achieved today?

Expectations for today



What is a system?

https://youtu.be/ildFx1OXhjI?si=gKDCgJpseP_UgX8V


'…those willing to improve other schools 
and systems in addition to their own.'

‘…see the multiple system components and 
the inter-related sets of challenges.’

‘…tend not to accept business as usual.’ 

‘…collectively charged with the development 
of others and the improvement of the system.’

Defining System Leadership

Harris, 2020



Professor Alma Harris, Tri-Nations Symposium, June 2023

Defining System Leadership



Defining System Leadership



Break



A National Context for System Leadership
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A National Context for System Leadership
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Technical v Adaptive Leadership

https://www.youtube.com/watch?v=cRMOLKGFLJk


Adapted from Ronald A. Heifetz & Donald L. Laurie, “The Work of Leadership,” Harvard Business Review, 
January-February 1997

Technical v Adaptive Leadership

https://www.youtube.com/watch?v=cRMOLKGFLJk


“System leaders act consciously 
as agents of change in the system 
where they work, leveraging the 
resources and opportunities that 
it offers to advance their local 
agendas and exerting intentional 
positive influence on the system 
as a whole.”

System Leadership



Scientific Management Social Movement

LEADERSHIP Hierarchical Networked
Distributed
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Liberating Learning: Educational Change as Social Movement.
Santiago Rincon Gallarado, (Routledge, 2019)
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➢ Where do we recognise them?
➢ How does it look for us? 
➢ How do we as leaders navigate these?
➢ What are the opportunities?













What is at the top of your head?

How does it square with your thinking?

What is still circling in your mind?



Lunch 



Considering complexity

https://bit.ly/3VY9zB5
https://www.youtube.com/watch?v=cRMOLKGFLJk


We need a period of bold thinking and 
calculated risk taking if we are to build a 
culture that will be willing, where necessary, to 
challenge current orthodoxies and generate 
new ways of working. P.11

• Introduction
• What are schools for?
• Existing barriers to progress
• Learning Scotland’s Future: what might be 

done?





• Improve the teaching profession and professional learning

• Curriculum, Pedagogy and Assessment

• Support collaboration among teachers and schools

• Engagement of students, families and communities

• Governance and Leadership

• Artificial Intelligence (AI) and the Digital World

• Equity and excellence

Moving forward: Future proofing Scottish education

With creative thinking, thoughtful planning and skillful management, simple and 
effective measures now can bring about positive developments within Scottish 
education in the longer term. (P.24)

7 Strategic Areas

https://www.youtube.com/watch?v=cRMOLKGFLJk
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Break



34Connected and 

Collaborative 

Systems Resource



System Leadership:
“Leadership as participation rather than leadership as performance”

achieved through:
• Influence and nudge

• Alignment around a common vision or purpose

• Focus on outcomes and results not just process

• Strong but robust and honest relationships

• Mindset rather than specific behaviours and actions

• How confident do we feel about 
these statements?

• How could what we have 
considered today help us to shape 
what we do next at individual, 
team and organisational levels? 

• What messages are we leaving 
with?

Looking forward

https://www.youtube.com/watch?v=cRMOLKGFLJk


Evaluation


	Slide 1
	Slide 2
	Slide 3
	Slide 4
	Slide 5
	Slide 6
	Slide 7
	Slide 8
	Slide 9
	Slide 10
	Slide 11
	Slide 12
	Slide 13
	Slide 14
	Slide 15
	Slide 16
	Slide 17
	Slide 18
	Slide 19
	Slide 20
	Slide 21
	Slide 22
	Slide 23
	Slide 24
	Slide 25
	Slide 26
	Slide 27
	Slide 28
	Slide 29
	Slide 30
	Slide 31
	Slide 32
	Slide 33
	Slide 34
	Slide 35
	Slide 36

