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Proposal 220 - Shared Vision for Leadership & Governance 

Date submitted: 18/10/2021 

Proposed by: Leadership & Governance Pop-up Group 

Status: Issued for Approval (as the best next step) 

Date Approved: 

Proposal 

That the board approves the shared vision for the future of leadership and governance at 

Mount Barker Waldorf School that is able to meet the current and future needs of the school 

community members (Appendix A). This includes approval of the: 

● Style of leadership and governance sought;

● 3-year mandate for implementation (Appendix B);

● Transitionary structure (Appendix C);

● Draft Expression of Interest (Appendix D).

Background 

2021 has been a time of transition for the world, where things that have been stable for so 

long are cast away, pressuring humanity to let-go, look differently, deepen our attention and 

transform how we act and exist together.  

Mount Barker Waldorf School (‘the School’), as its own self and as a living being, is faced 

with those same challenges. In addition to unprecedented uncertainty, 2021 marks 102 

years of Waldorf Education (est. 1919), and the School as a living being at the age of 42 

years old (est. 1979).  

This is a significant transitory period for the School to traverse. 

According to Torin Finser, “this is a time when we need to look at nothingness, a place 

where all the old ways may be, indeed are, falling away. We need beginners’ eyes, and we 

need to walk new pathways. This will require a certain vulnerability in not knowing in order to 

know.”.  

Questions of relevance and enduring tensions amongst Steiner schools globally (Appendix 

E) have reinforced the urgent need for the School to engage with the prospect of renewal

and walk new pathways into the next century.

The departure of the School’s Principal and Business Manager in 2020 and 2021 provided 

an opportunity for the School to pause, reflect and sense into a generative future. In doing 

so, it allowed for space to review current functions of leadership and governance, and evolve 

it in ways that could best serve all stakeholders, whilst concurrently meeting the complexity 

and interdependence of the environment in which we now operate.  



DRAFT V1 

2 

To that end, a ‘Leadership & Governance Pop-up Group’ was formed in Term 2. (Appendix 

F) The group consisted of self-nominated representatives for each stakeholder group in the 

School, including students, alumni, staff, parents/caregivers, board and association 

members. The purpose of the group was to consult with those they represent, and provide 

an opportunity for the entire school community to create a shared vision for the future of 

leadership and governance at the School. 

 

In recognition of the need for certainty of key leadership functions, the Board outlined at the 

May 2021 AGM that the time frame for this process was to have resolution by January 2022.  

 

This proposal outlines the shared vision for leadership and governance co-created with the 

community, as well the immediate and 3 year implementation plans.  

 

Shared Vision for Leadership & Governance at MBWS 

Through the consultation process (Appendix F), stakeholder needs clearly surfaced: 

● What leadership & governance should be focussed on right now (for example, as a 

decision-making lens); 

● The type of culture (and therefore leadership) needed, and; 

● The type of structures & routines that would enable that leadership to be realised.  
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Note: To best understand the above vision, it is recommended that stakeholder needs (Appendix A) 

are read in conjunction. It is also the intention that the above vision is living, iterative, and responsive 

to stakeholder needs, environment and context at any point in time. 

 

Key Focus: There is a heightened need at the moment (although in reality, always)  for 

leadership that focuses on the stewardship of: 

1. Steiner Principles and Pedagogy: 

○ Anthroposophical approach that is principles driven (avoids 

prescription/dogma); 

○ Exploration, healthy debate and experimentation in applying principles and 

pedagogy for 21st Century; 

○ Ensuring shared understanding of principles, what is core to pedagogy and 

freedoms that exist; 

○ Dynamic, inclusive, diverse iteration of the ‘Collegiate Leadership Group’ 

2. Well Resourced School: 

○ Financially strong, able to invest in educational growth; 

○ Healthy compliance in line with principles and values; 

○ Grounds/facilities we are proud of and serve our purpose and goals; 
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○ Team providing essential services (admin, grounds, canteen, cleaning etc) 

are valued, connected and able to be their best selves. 

3. Well-Being: 

○ Sense, listen deeply and respond to wellbeing needs of all stakeholders; 

○ Proactive focus on diversity and inclusion (including Learning, Gender and 

Cultural Diversity, especially Indigenous); 

○ Proactive on external factors that can impact wellbeing. 

○ Proactive focus on mental health and sex education; 

 

 

Culture:  

This must be underpinned by a culture of: 

● Connection and Connectivity (with a belief that connection builds trust and that trust 

fosters learning and growth); 

● Responsibility and Accountability (with ‘just enough’ hierarchy to guide, support and 

enable high performance in both inward and outward responsibilities); 

● Collaborative leadership that Empowers and Trusts and Serves - leadership that 

continuously develops and brings out the best in people; 

● Experimentation and Learning that Enables Growth - lifelong learning within 

individuals and the collective across all stakeholder groups, within the bounds of 

Steiner principles and compliance accountabilities. 

 

Structures & Routines: To enable this vision of leadership & governance to be realised, a 

collaborative reimagination of structures and routines is required that enables leadership 

across all stakeholders.  

 

This shared vision is not something that can be achieved instantaneously, nor by one 

‘heroic’ leader. This is a system of leadership that is a journey, and that needs to be living 

and iterative - it requires ongoing space for dialogue and creating together. It also requires a 

shift beyond binaries and fixed opinions, so that the School can locate itself on a spectrum 

(such as that below) and be clear what it is working to: 
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What is the vision revealing about the future of leadership at the School?  

 

Historically, it has not been identified and specifically stated what type of leadership and 

ways of being the community wants from the School, and what style of leadership will 

ultimately best serve our vision and the students in our care.  

 

This lack of explicit mandate and lack of connectivity between the School’s vision and the 

style of leadership required to achieve it, has meant that the community’s experience of 

leadership and governance has been predominantly shaped by those in positions of greatest 

power and authority, within the constraints of an overly prescriptive and static Constitution. 

Like many organisations, that power has too often been exercised as over-powering - with a 

degree of ‘command and control’, or decision-making that doesn't always consider the 

perspectives of those most impacted. 

 
 

This is in contrast to empowering that Rudolf Steiner envisaged. Such an empowering style 

gives teams and individuals clarity about the boundaries within which they can operate, the 

information they need to make wise decisions, and the authority to make those decisions. 

This style of leadership ensures decision-making is as close as possible to the front line, and 

ensures the right voices are ‘heard’ and considered within a structured system of leadership 

and decision rights.  

 

In recruiting for these roles where leadership is a core function, there has also been an over-

reliance on technical skill set and experience of individuals, without recognition of 

contemporary, evidence-based research on stages of leadership agility (Appendix E). This 

has meant that the style of leadership and governance enacted in the School has been left 

mostly to chance. 

 

The same is true for the formation of the Board, where individuals come together either 

through somewhat ad hoc processes, accepting the best of those who apply, but with little 

insight about or concern for the type of governance-level leadership that is demanded by the 

School’s context. 
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It is clear from stakeholder feedback that it cannot be left to chance if we are to collectively 

realise the vision for leadership and governance identified through this process.  Without 

clarity and alignment, and a mandate for the stage of leadership agility sought, it is unlikely 

that any attempts for change will meet the expectations of stakeholders, or be enduring in 

the School over the longer term. We believe that would again constrain the School’s 

progress. 

 

To create a mandate for the type of leadership required, stakeholder needs were mapped to 

levels of leadership agility. The common themes emerging from the feedback were a desire 

for leadership that: 

● Actively shows respect for all people; 

“Kind, caring, positive management so we can all do our best. Open to collaboration 
and different ways of doing things. Helping us all to get along and treat each other 
well.” - Teacher 
“We learn more about reconciliation rather than the actual culture.” - Student 

● Cares for individuals, for teams and for the whole organisation, its morale and its 

culture; 

“Rather than continually being told "don't talk" , I need experiences and opportunities 

to make genuine connections with my colleagues and opportunities to speak safely 

and heal with one another.” - Teacher 

● Focuses on collaboration, transparency and openness;  

“When you don't know where you stand as a parent (or employee or student), when 

you can't align or even evaluate your own goals and values with respect to the 

school, when you can't tell why or even how a significant decision has been made; 

these are all outcomes transparency can overcome.” - Parent 

● Empowers individuals and teams; 

“During year 12 in particular, I noticed a significant increase in the trust that teachers 

placed in me. This, in turn, strengthened my trust in them. If this could be practiced 

throughout the earlier years, not necessarily to the same extent, but in a way that 

would teach the younger students the value and importance of trust, I believe it could 

strengthen the class and even the community bonds.” Alumni Student 

● Naturally seeks out different perspectives and diverse insights; 

“In order to be a good leader you need to be a good listener and a good collaborator. 

A good leader must be willing and able to engage with alternative ideas - they must 

have a commitment to 'lifelong learning' - it is excellent to have strong values and to 

hold true to them- but to be a good leader is to also be a constant reflector - always 

questioning, learning and striving to do better.” Parent 

● Moves consciously and comfortably beyond binaries and fixed perspectives; 

“I believe that staff members, particularly teachers, should be given regular meeting 
time to share their insights, action research (successes and failures) and questions. 
This would not only build healthy connectivity and trust between staff members, but 
would also promote and grow a learning culture between colleagues and across 
faculties.” Staff member 

● Stimulates growth and development of people, and continuous improvement of 

processes and methods; 

”Room for diversity and flexibility, not dogma.  A culture of learning, where we’re 

allowed to make ‘mistakes’ in our teaching/leadership. We don’t have to get it right 

but continuously improving.  Not about the product, but a conscious and caring 

process.” Teacher 
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● Facilitates innovative and creative solutions to complex problems. 

“Gentle assertiveness in modelling and maintaining values, reflected in decision 

making and in ways issues are dealt with/managed. Communicate and liaise/consult 

with those whom the issues/considerations may impact/affect/influence to ensure all 

relevant people have opportunity for input, as appropriate.” Parent 

 

Achieving this vision requires a stewardship team who have the visionary, facilitative 

orientation found at the Catalyst level of leadership agility (see diagram below).  

 

 
The three-phase framework depicted above, which tells the story of real-world leaders as 

they develop progressively more effective ways to lead people and organisations, is 

consistent with the principles of adult development outlined in Anthroposophy. In 

Anthroposophical terms, Catalyst leadership is a heart-based form of leadership with a 

humanistic mindset. It is an approach that catalyses and facilitates groups of stakeholders, 

particularly team members. It transcends but includes the reactive tactical thinking (head) 

and proactive strategic ‘just do it’ (hands) forms of leadership found respectively at the 

Expert and Achiever levels.  

 

Research shows that less than 10% of leaders possess the maturity of Catalyst leadership. 

 

Within our School, where we hold ourselves to more humanistic values, and with a Steiner 

curriculum that focuses on the head, heart and hands, it is not surprising that there continues 

to be ongoing tensions due to a default of hands and head based leadership, and not 

enough of the heart-based (catalyst) level. 

 

These tensions are exacerbated in the School’s context of accelerating pace of change, 

increasing uncertainty and growing complexity, requiring the Catalyst leadership of people 

who can rise above the turbulence and hold themselves and others together, to collectively 
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face the challenges, or set our own visionary challenges, with confidence, equanimity and 

compassion. 

 

Implementation Plan 

The shared vision of a collaborative style of leadership that 

empowers and serves is a paradigm shift from where the 

School is currently. The transition to a system of leadership 

that includes the hands, head and heart leadership of the 

Catalyst approach is not something that can be created 

overnight. It will grow through an evolutionary journey of 

individual and collective growth and development, including 

worldviews and norms, patterns of behaviour, knowledge and 

skills.  

 

The implementation plan therefore needs to map out a 

journey of small incremental steps, rather than seek to make a 

giant leap. Importantly, any step along the path towards the 

shared vision needs to embody Catalytic forms of leadership: that articulates an innovative 

and inspiring vision, and brings together the right people to transform the vision into reality. 

 

To chart the first steps towards the shared vision, a short and medium term plan has 

emerged that meets both key considerations of our current state, whilst concurrently moving 

us closer towards our shared vision. 

 

Key Considerations of our Current State 

Key considerations that need to be acknowledged in moving towards the shared vision 

include: 

● Legislative and Operational requirements - it is acknowledged that the current shared 

vision has emerged from stakeholder needs, and does not encapsulate the need to 

maintain the operational runnings of the School, including to meet legislative and 

compliance requirements - which are of equal importance;  

● Existing Contractual commitments - the current Acting Executive have substantive 

roles, one of which is the Assistant Principal position; 

● Constitution - the current constitution specifically articulates the structure, role titles, 

group titles, reporting relationships and recruitment methodologies, as well as the 

process for changing the constitution (requiring approval by a minimum of 50 

members - a time and resource intensive process); 

● Within the constraints of the current Constitution, the Board is responsible for 

delegating authority to an ‘Executive Team’, who are then responsible for the 

operational running of the School; 

● Existing Budget which has been created based on the School’s current leadership 

and governance vs the desired future; 

● Timelines for progression, with resolution and certainty of key leadership roles by 

January 2022. 

 

Immediate Plan 
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1. Endorsement of the shared vision for leadership and governance that includes a 

core focus on Steiner Principles and Pedagogy, a Well-Resourced School and Well-

Being, through a system of leadership that serves the needs of all stakeholders; 

2. Establishment of a leadership team with a ‘stewardship’1 mindset that can 

catalyse our cultural growth and strategic development in line with this vision (see 

Appendix H). In addition to technical competence across pedagogy, well-being, 

administration, business management, and other pertinent aspects of school 

leadership, we are seeking a team of change agents who are motivated to steward 

the School through this transition and lead the strategic evolution of our School’s 

leadership and governance, who can demonstrate: 

○ Practice of leadership in service 

○ Ability to disperse authority 

○ Ability to bring together key stakeholders around a challenge and co-create 

an outcome 

○ Ability to lead decision-making approaches that result in shared, empowered 

decision making 

○ Ability to co-create a system of leadership that serves the needs of all 

stakeholders. 

● We run an EOI process to recruit for a leadership team without defining roles, so that 

we can assemble the best possible leadership team for our school; seeing the 

strengths of a collective as well as the individuals, as well as being able to manage 

existing contractual obligations and budgetary constraints. We do this within current 

constitutional constraints; 

● A draft “Invitation for Expressions of Interest to join the next Mount Barker Waldorf 

School Leadership Team" is included at Appendix D. It sets out the range of 

competencies and traits we see as necessary in a leadership team to support such a 

transition as we imagine, and to enable ongoing evolution of the school, in line with 

the expectations Rudolf Steiner declared over 100 years ago; 

● To meet the immediate need for certainty of key leadership functions by January 

2022, it is proposed to take the first step without Constitutional change, and plan 

Constitutional evolution for 2022 to better serve the needs identified through this 

process. We believe there is enough flexibility in the current constitution to proceed in 

this way, e.g. Principal (Change Agent) and Assistant Principal (Change Agent), with 

planned Constitutional evolution in 2022 once an evolution of role titles, structures 

and processes has occurred; 

● This team will be a transitional formation that the Board will guide and support to co-

evolve with the School’s evolving culture and needs over the next three years. The 

Board will support that new Leadership Team to form an initial structure and to set up 

double- and triple-loop feedback processes that will enable it and the whole school to 

constantly evolve with the changing requirements of the School community, its 

market, society and the wider environment conditions; 

3. Establish a Leadership & Governance Group that is permanent but flexible 

(consisting of representatives across all stakeholder groups, with representation from 

 
1 In  Steward Leadership: A Maturational Perspective,  Kukard, April, and Peters describe a ‘stewardship’ 

philosophy “that focuses on others, the community and the society at large, rather than the self.” They explain 
that a lot of senior leaders tend to adopt a stewardship outlook naturally as their careers mature. “Mature and 
experienced leaders know you can’t force productivity out of people. They know a team needs to feel respect, 
compassion, and inclusion before they’ll engage wholeheartedly.” 
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the Board), who are an an advisory and accountability group who play a guardianship 

role of a 3-year mandate, developed through stakeholder needs; 

4. Development of a 3-year mandate for the stewardship team and Board by co-

creation by the existing pop-up Leadership & Governance groups, informed through 

stakeholder needs surfaced as a result of consultation (refer Appendix B); 

5. Re-align existing budget where possible to be able to best support the 

implementation of the 3-year mandate.  

 

Longer-term (3 year plan) 

- Implementation of 3-year mandate for catalysing implementation, including 

constitutional evolution to ensure it serves and adapts to the school’s needs (refer 

Appendix B). 

 

 
 

Risks / Unintended consequences 

● Stakeholders can not discern between a structural hierarchy and a growth hierarchy;  

● Stakeholders can not appreciate the need for a transitional period nor embrace a 

period of flux through such a developmental journey; 

● Dearth of candidates operating with Catalyst mindset / abilities; 

● Recruiters are unable to discern between an espoused Catalyst philosophy and 

catalytic / stewardship competencies in practice; 

● Unable to recruit / form a whole Stewardship Team with catalyst leadership; 

● Board is unable to adopt catalytic governance and thus cannot catalyse leadership 

vision to be realised or effectively support leaders through a transition; 

● Existing leaders cannot embrace evolution to Catalyst leadership; 

● Members seek to retain prescriptive but restrictive descriptions of structure / titles, 

etc. in the Constitution; 

● Inability to develop a Catalyst leadership philosophy across the school;  
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● Inability to sustain Catalyst leadership over the medium / longer term: regress to 

perceived safety of ‘command and control’.   
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Appendix A: Stakeholder Needs  

 

Stakeholder What they are looking for from leadership & governance functions 

Students Foster more opportunities for students to work together and across year 
levels. 

Good teacher accountability. 

Strengthen inclusion and diversity, this starts with deeper awareness and 
focusing on our ways of being. 

Grow student voice in a way that enables broader student participation. 

Lead on climate action by seeing it as a shared school responsibility. 

Strengthen supports and capabilities around mental health and wellbeing. 

Alumni Ensure role clarity and clear accountabilities to foster better student 
experiences. 

Foster diverse student leadership skills. 

Strengthen student voice and leadership roles. 

Value Waldorf learning experience and how it sets students up for wider 
world; help grow the legitimacy of our education. 

Foster stronger partnerships and connections with other Waldorf/Steiner 
schools and the broader community. 

Staff Being explicit about our ways of being with a focus on rebuilding shared 
sense of safety, trust and value. 

Define roles in a way that engenders confidence that the outward facing 
needs and responsibilities are well met and the inward facing needs and 
responsibilities are nurtured. 

Grow a collaborative leadership approach that fosters a culture of 
collegiality and strengthens our collective capacity to work with tensions. 

Strengthen agency and power across our Staff Body. 

Foster a greater sense of connectivity across the Staff Body through 
shared goals, experiences and opportunities for cross pollination. 

Honour the role of Anthroposophy as a guide and fostering our capacity to 
grow. 

Lead us into being a well resourced school that can meet the diverse 
needs of children. 
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Parents Transparent decision making consistent with Waldorf Steiner principles. 

Quality and timely communications, tailored to engage and meet Parent 
needs. 

Foster a culture of heart focussed leadership that engenders integrity, 
inclusivity and living Waldorf Steiner philosophy. 

Grow parent voice through showing their voices are heard, courageous 
communication about the hard things and clarity of what they can have a 
say on.  

Foster a stronger wellbeing and heartspace for all. 

Strengthen accountability in governance and the role of the Parent Body. 

Discover flexible, adaptive and creative ways for Parents to contribute; 
foster a culture that supports that to thrive. 

Focus on nurturing our children to be well rounded citizens; model 
leadership in the wider world through actions within our school. 

Board Governance reflective of Waldorf Steiner principles with increased 
connectivity, adaptability, transparency and accountability. 

Stronger financial position to be able to confidently invest and plan for 
educational growth and development. 

Strong school culture that proudly reflects the core principles of Waldorf 
Steiner Education; rich in learning across the MBWS community. 

All Courageously address the past, accept the present, consciously restore 
relationships, and look to the future in service of our greater whole. 
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Appendix B: 3-year mandate for implementation 

 

Leadership & Governance Group Mandate 

- Establish Terms of Reference and ways of being that align to Catalyst forms of 

leadership 

 

- Identify pathways towards Catalyst forms of leadership. 

a. Reducing / eliminating degenerative ‘Expert’ leadership patterns. 

b. Accentuating generative approaches to ‘Expert’ leadership patterns. 

c. Reducing / eliminating degenerative ‘Reactive’ cultural patterns. 

d. Adopting generative ‘Reactive’ cultural patterns. 

e. Adopting / increasing ‘Achiever’ leadership patterns. 

f. Adopting / increasing ‘Proactive’ cultural patterns. 

g. Adopting  ‘Catalyst’ leadership patterns. 

h. Adopting ‘Progressive’ cultural patterns. 

 

Board/Governance Mandate here for next 3 years: 

Existing Budget - following approval, the existing budget needs to be reviewed and adjusted 

where possible to be able to best support the implementation of the 3-year mandate.  

Charter of corporate governance 

 

Leadership Stewards Mandate: 

 

Stakeholder Need Key Performance Indicator 
Cultural Change Indicator2 
(Leading indicators in bold) 

Timeframe 

First year (2022) 

Leadership Culture 
 
Co-created new eco-system of 
leadership and commenced 
implementation (Reimagine 
CLG, SRC, PSG and Board as 
a system of leadership and 
governance that connects, 
empowers and learns.) 
 
Grow a leadership culture that 
fosters a sense of power, value 
and autonomy in all roles. 
 
Roles redefined and renamed 
to reflect purpose and 
leadership expectations. 
 

All stakeholder groups are 
active in key decisions that 
affect them. 
 
The what, how and why of 
decisions are clear and 
shared consistently. 
 
Strong culture of trust 
(evidenced by culture amp) 
 
All stakeholder groups  
 
 

 

 
2 A “Cultural Change Indicator” is a quantifiable metric or observable behaviour pattern that can be 
evaluated as an sufficiently valid indication as to whether necessary patterns of behaviour or other 
cultural artefacts are changing in the desired direction. 
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Constitution updated to embed 
leadership culture. 

Wellbeing 
 
Supporting staff and parents 
through journey of healing. 
 
Proactive focus on diversity 
and inclusion (including, 
Learning, Gender and Cultural 
diversity - esp Indigenous). 
 
 
Proactive focus on mental 
health and sex education 
 
 

Difficult issues addressed 
proactively with relevant 
stakeholders. 
 
Wellbeing embedded into key 
routines. 
 
Best practices in inclusion and 
diversity actively applied. 
 

 

Well resourced school 
 
Address resourcing gaps. 
Establish an active 
maintenance program. 
Develop a strategic plan to 
deliver on Masterplan over next 
5 years. 

Enrolment levels  benchmark 
Retention rate benchmark 
Masterplan focus 
New revenue streams identified 
 

 

Connectivity 
 
Growth in sense of 
empowerment. 

Team providing essential 
services - admin, grounds, 
canteen, cleaning- are valued, 
connected and able to be their 
best selves 

 

Stewardship of Principles 
and Pedagogy 
 
Growth of a shared 
understanding of 
Anthroposophy and its 
accessibility across our school 
community. 
 

  

Accountability in governance 
 

  

Second year(2023) 

Leadership System and 
Culture 

All Stakeholder groups are 
actively contributing ideas to 
strengthen Our School. 
 
Staff are experimenting …. 
 

 

Wellbeing   

Well resourced school Enrolment levels  benchmark  
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Retention rate benchmark 
Masterplan focus 
New revenue streams active 
 

Connectivity   

Stewardship of Principles 
and Pedagogy 

  

Accountability in governance   

Third year (2024) 

Leadership System and 
Culture 

  

Wellbeing   

Well resourced school Enrolment levels  benchmark 
Retention rate benchmark 
Masterplan focus 
Investment plan established 

 

Connectivity  
 

 

Stewardship of Principles 
and Pedagogy 

  

Accountability in governance   
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Appendix C: Transitionary Structure 
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Appendix D: Draft Expression of Interest 

 

We will be seeking Expressions of Interest for a Leadership Team so that we can form the 

team that can best steward our school to its emerging future. The draft timelines are: 

- EOI opens 20th October for 4 weeks (therefore closes 17th Nov); review and invite to 

interview 18th/19th November; interview week of 22nd and decide by 28th 

November. 

- Channels SEA; direct conversation with Virginia Moller about what we are seeking in 

School Leader/Principal; John Somerset to seek spreading the word and about what 

we are seeking in Business Manager; Ethical Jobs … 

 

The draft Expression of Interest for Stewardship/Leadership Team is outlined below: 

 

 

 

 

 

Invitation for Expressions of Interest to join the next 

Mount Barker Waldorf School 

Leadership Team 

  

The Board of the Mount Barker Waldorf School (MBWS) invites like-minded persons to express their 

interest in joining the School’s newly forming Leadership Team. 

 

Background 

Established in 1979, the Mt Barker Waldorf School is situated in beautiful grounds in a peaceful, 

outer-urban environment on the outskirts of Mt Barker in the Adelaide Hills, a 40-minute drive from the 

CBD and one of the fastest growing councils in South Australia.  Operating from Kindergarten to Year 

12, the School’s primary aim is to provide a unique education based on Rudolf Steiner's philosophy of 

pedagogy: a transforming education which engenders a capacity for free ethical action, through clarity 

of thinking, refinement of feeling and strength of will. 

We consider that education is best accomplished in a community that: 

● Fosters healthy development in each individual child. 

● Awakens social awareness and a respect for humanity. 

● Helps students to develop the skills and values they need to fulfil their unique destiny and find 

their place in the world. 

Our School’s core values, our driving forces, are: 

Loving kindness, Spirit, Connectedness, Community, Courage, Wonder.  

 

More information can be found at the School’s website. 

 



DRAFT V1 

19 

Evolution of Leadership and Governance 

MBWS adopted the traditional Waldorf structure: a College of Teachers solely responsible for 

governance, management and educational administration.   In 2009 a Board and an internal 

leadership hierarchy were established. The School is again reflecting what cultural and leadership 

characteristics the School needs to thrive into the future.  This is generating new insights around, and 

approaches to: 

● stewardship of Steiner principles and pedagogy; 

● greater well-being for people across the school and;  

● assure we remain a well-resourced school.   

Candidates’ interests may lie in any, or more than one of these aspects. 

The emerging vision captures a spirit of ‘servant leadership’ in management and governance. This will  

support and encourage fully competent and empowered individuals and teams to take responsibility 

for autonomous decision making and for catalysing and supporting continuous improvement in all 

aspects of the School’s functions .   

The School is looking to form a new Leadership Team that will:  

● provide the type of catalytic guidance, support and encouragement  

that will . . .  

● stimulate collaboration and will develop further how the school fulfils its Mission  

and to  

● co-generate and fully realise a fresh Vision for Steiner education at this School. 

 

Leadership Team Formation Process 

Our approach is to bring together a team of highly developed people who are capable of adopting the 

level / types of cultural and leadership conditions and executive competencies set out in this 

document.  

The Board will support the new Leadership Team to form an initial structure and to set up feedback 

processes that will enable it and the whole school to evolve.  We recognise this is an uncommon 

approach, however these are challenging times that demand novel thinking and it is the Board’s 

intention to adopt as far as is possible the leadership approaches we aspire to for the whole school. 

 

Invitation to Express Interest 

We are keen to connect with interested persons with progressive leadership mindsets and relevant 

skills in and approaches to pedagogy, school administration, well-being, business management, team 

building, cultural formation and other pertinent aspects of school leadership.   

While there is scope here for experienced Principals / Deputies, Business Managers / Bursars, etc., 

our interest in traditional technical knowledge and skills is more than matched by our need for 

capabilities in leading-edge leadership, cultural evolution and continuous process improvement. 

 

Leadership Team Responsibilities  

Collectively, the School Leadership Team will share responsibility for: 

1. School Identity 

● Sustaining the School’s Core Purpose, while catalysing and facilitating progressive 

development towards the future Vision and maintaining short and longer term 

viability. 

● Modelling and upholding the school’s Core Values. 
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2. Student & Parent Value 

● Clarifying, and maintaining focus on, what is most valued by students and parents. 

● Delivering a learning and growth experience that both enables the unfolding of the 

whole person and a full, contemporarily appropriate, education experience. 

● Maintaining free-flowing stakeholder feedback loops that provide meaningful and 

timely information to staff, management and the Board. 

● Engaging families and the community appropriately in the effective operations and 

evolutionary development of the school. 

● Engaging and working with the Mt Barker community, the wider Steiner community 

and Government agencies. 

● Assuring a reliable and responsive standard of service to parents and students in all 

aspects of their experience with the school. 

 

3. Financial Management 

● Maintaining a viable financial performance and sustaining financial position that 

makes available the necessary physical and financial resources. 

● Maintaining effective financial management systems.  

 

4. Systems and Processes 

a. Pedagogy 

○ Continuously developing a coherent contemporary curriculum plus instruction 

and assessment systems that align the Steiner philosophy with regulatory 

requirements.  

○ Guiding, supporting and constantly developing our pedagogical processes, 

methods and practices in a psychologically safe learning environment,  

○ Continuously evolving students’ educational and developmental journeys.  

b. Operations 

○ Overseeing, managing and continuously improving all aspects (operations and 

risk management) of all support functions including: 

- Administrative processes and technologies 

- Land and buildings 

- Technologies and equipment 

- Workplace Health and Safety  

- Preventing and resolving grievances 

- Marketing and promotions. 

 

5. People & Culture 

● Facilitating the well-being of all staff, students and other key stakeholders 

● Continuous professional development of all team members 

● Facilitating team members’ personal growth. 

● Cultivating a culture of respect for all people 

● Employing and developing team members capable of collaboratively fulfilling the 

school’s Mission and realising its Vision 

● Empowering all school team members in exercising individual and collective 

responsibility for their work. 

● Applying systems thinking, the scientific method and a willingness to experiment 

across the School. 

● Developing a student-centric culture 

● Encouraging and rewarding cross-functional teaming  

● Developing a leadership culture in all people - staff and students - across the 

organisation:  eventually a ‘school of leaders’, beyond  a ‘leadership team’ 
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6. Leadership 

(a) Strategic Leadership 

● Displaying and developing critical, analytical thinking, strategic and creative thinking 

in the context of broader systems thinking.  

● Developing and implementing a Strategic Plan, towards fostering and realising a 

shared and challenging Vision for the school that fulfills the school Mission. 

(b) Team Leadership 

● Acting as a team leader and facilitator, developing highly participative teams. 

● Providing and seeking open exchange of views on difficult issues. 

● Empowering direct reports to act autonomously within their roles. 

● Developing a significant level of trust within teams that allows people to move 

explicitly from consensus decisions to unilateral decisions as needed. 

● Catalysing high performance ‘teaming’ 

● Coaching people in systems thinking and in applying the scientific method to their 

work. 

● Normalising work as a continuous learning process  

● Developing a progressively more agile school culture, adaptive to evolving conditions. 

(c) Leading Change 

● Progressively developing a culture of agile leadership: 

○ in all leaders across the school,  

○ in all teams across the school, 

○ in student cohorts.  

● Liberating individuals and teams across the School, to experiment in order to make 

continuous systematic improvements.  

● Guiding, supporting and coaching team members, students through personal 

transitions in line with school changes. 

● Supportive implementation of change plans and team member transitions. 

(d) Management  

● Assuring:  

○ A well-resourced school, meeting learning /teaching needs. 

○ A safe environment for all persons on campus or engaged in school activities. 

○ Longer- and short-term financial viability. 

○ Compliance with all regulatory requirements. 

○ Effective implementation of projects.  

 

Personal Characteristics    

Inwardly: 

● High levels of self-awareness, self-management and humility; 

● Passionate & committed to the growth of self and others, action learner; 

● Stewardship mindset, believing in service to others; 

● High levels of empathy with the ability to hold multiple competing perspectives; 

● Questions assumptions of self and others; 

● Deep levels of listening and skilled use of questioning; 

● Discerns technical vs adaptive challenges, using facilitative and directive methods 

appropriately; 

● Gets ‘on the balcony’: taking higher perspectives, developing wider awareness; 

● Sound understanding and experience in the teaching of a Waldorf curriculum. 
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Outwardly: 

● Kind, compassionate, caring, assertive - balances power and compassion; 

● Distributes authority; 

● Profound knowledge of learning experiences and pedagogical processes; 

● Builds community and relationships, engages diverse stakeholders; 

● Brings key stakeholders together around a challenge to co-create an outcome; 

● Liberates decision-making, empowers individuals and teams; 

● Foresight and proactivity in addressing challenges strategically and systemically; 

● Skillfully navigates conflict and tension with a learning mindset; 

● Maintains balance between operational and strategic aspects of work; 

● Environmental awareness and foresight; 

● Adapts regulatory obligations and industry developments to Steiner principles.  
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Appendix E: External Steiner Trends 

 

Excerpt from Torin M Finser, PhD, “Leadership Development, Change from the Inside Out” 

 

(On the considerable challenges faced by professionals who serve in administrative roles in 

Steiner schools): 

1. “Pedagogical leaders selected by the faculty often have the goodwill of their 

colleagues but not the necessary skill sets to do the job; 

2. Waldorf teacher education programs give little time and attention to issues of 

leadership development and administration; 

3. Yet often within months, teachers are asked to participate in mentorings that include 

personnel and HR matters in which they have little experience; 

4. Decision-making is often more a matter of rendering an opinion than doing a 

thorough analysis of the options and the available data; 

5. Administrators often have the skill sets needed in their area of specialisation (finance, 

development, admissions etc) but sometimes lack a thorough understanding of the 

school’s philosophy or culture; 

6. As a result of some of the above, there is often a disconnection between those in 

administrative roles and the teaching faculty; 

7. These differences can play out in a way that there are different expectations arising 

from the trustees vs. the faculty. Parents are sometimes caught in the middle; 

8. Much work is accomplished through dedication and long hours of work, but much 

human capital and energy are expended. Burnout is sometimes a result among 

parent volunteers, administrators and teachers; 

9. Even when systems are in place and good policies have been developed, 

communication can at times be erratic and support for the schools suffers; 

10. Many of the above factors have an effect on institution development and fund-raising, 

which in turn can result in tuition dependence and an endless cycle of budget 

discussions; 

11. Whereas schools seem to strongly support mentorship for teachers, there is much 

less evidence of any real investment in leadership development or professional 

development of administrators. In some cases, there is evidence of negative 

attitudes, though often not verbalised, to anyone who tries to exercise real 

leadership; 

12. Lack of professionalism and governance matters affects morale and can cause a 

preoccupation with internal matters at the expense of community outreach and 

development.” 
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Excerpts from “Steiner 2021: The curation of contemporary education” - A presentation on 

23/8/2021 by Associate Professor Scott Eacott and Dr Felipe Munoz Rivera, University of 

New South Wales. Outcomes of research into the provision of schooling in Steiner schools in 

Australia: 
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Appendix F: Consultation Process 

 

The following gives a brief overview of the consultation process that the L&G Pop-up Group 

has undertaken to arrive here. 

 

L&G Consultation Process 

Step Date commenced Description 

1 December 2020 Calls put out from the Board for interest in an ‘L&G Pop-up Group’ 

2 May 2021 Formal announcement of extension to Acting leadership roles at the May 
AGM, with the aim of giving permanency by Jan 2022. 

3 June 2021 Expansion of L&G Group after defining Stakeholder Representative 
Groups*, to ensure all areas of the school community were represented. 

4 July 2021 Emerging Future sessions scheduled  in the LAC for all community 
members to see what was living and what was emerging  (cancelled due to 
COVID19 restrictions) 

5 July 2021 Independent group work started in each SRG to generate the questions to 
pose to their stakeholders. 

6 August 2021 1 month Consultation period from each SRG with their stakeholders, via f2f, 
zoom, surveys and listening posts. 

7 September 2021 Consolidating and Synthesising of feedback, before coming together with All 
SRGs meeting* in the IRC to discuss what has emerged and what it seeks 
from L&G at MBWS.  Outcome: Board given a mandate to generate a 
proposal for the next step before presenting to the group for approval. 

8 October 2021 Proposal xxx generated and taken to Board for approval. 

 

 

*Stakeholder Representative Groups (SRG)  were defined as representing members of the 

School Community in the following areas; 

 

Admin/Grounds/Canteen Deborah  Parent/Caregiver - Early Childhood Marjolijn, Katrina 

Alumni Stella  Parent/Caregiver - High School David 

Association Member Emily  Parent/Caregiver- Primary School Sonya, Christie 

Board Verity  Students from Class 10-12 Charlotte, Tess, Jozie 

CLG Jeremy, Anna  Teacher - (Early Childhood) Anna 

Executive Liam  Teacher - (High School) Jeremy 

Learning Support/SSO Debra  Teacher - (Primary School) Mary 
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The following gives a summary of the All SRG Meeting on September the 26th in the IRC at 

MBWS, run between 12-5pm. 

 

The day opened with a shared lunch and a coming together, before acknowledgement of 

country, sharing a mindfulness moment and then a poem to bring us to focus.   

 

With facilitation from Kerry, and assistance from Kristy and Dan, the workshop opened with 

pairs from different Rep groups walking through the gallery that shared all the feedback from 

the various groups over the consultation period. They were asked to note down common 

themes or needs.  These were then brought back to the circle for open discussion. 

 

     
Kerry then invited everyone to create 2 groups to create a 3D model of the future 

possibilities of leadership and governance at MBWS, holding the needs and hopes in mind.   

 

  
Participants were asked to select objects and add them to the model, describing what they 

were imagining, whilst others in the team were asked to be curious, ask questions, to build 

and adapt.  This was the Imagining stage. 

 

When the models were finished, each group then reflected on the model from 4 viewpoints, 

this was the Presencing stage; 
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From the East (Feeling) 

What do you love? What ignites energy? What other emotions come up? If these emotions 
could talk, what would they say? 
 
From the South (Truth & Action) 
What are the conflicts and hard truths we are facing collectively going forward? 
 
From the West (Perspective) 
What is ending in this situation? What is wanting to emerge? 
 
From the North (Purpose) 
If this model is designed for you to learn, what might it be trying to teach you? 
What is the deeper call of the future you see?  
 
These different lenses allowed greater definition of the model in preparation for the next 

step; Defining. 

 

         
 

Working with what had surfaced, the groups were invited to start defining possible Roles, 

functions and attributes that had emerged.  Next, looking at Ways of Being, and how they 

may be nurtured, and finally possible Structures or Ways of Organising and their respective 

purpose, features and boundaries.  

 

For the final part of the workshop, the groups returned to the circle for a brief share back of 

what came out of the session, with a focus on next steps and who may be involved.  This 

included looking at Roles, Recruitment processes and Working groups. 

The group suggested that the Board facilitators be given a mandate to come up with a 

proposal for the group to approve a way forward.  This led to this Proposal document. 

 

A huge thank you to all the people that put their time, energy, and passion into this process, 

for the School community, by the School community. 
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Appendix G: An overview of Catalyst leadership 

 

Following are excerpts from Bill Joiner “Leadership Agility: from Expert to Catalyst” (2006) 

based on theories in his book “Leadership Agility” by Josephs and Joiner.  

 

“While specific future developments are increasingly difficult to predict, there are two deep 

trends we can predict with great certainty: The pace of change will continue to increase, and 

the level of complexity and interdependence will continue to grow. For over a decade, 

organizational change experts, acutely aware of these powerful trends, have been talking 

about the need to develop “agile” companies — organizations that anticipate and respond 

rapidly to changing conditions by leveraging highly productive internal and external 

relationships.  

 

To enjoy sustained success, companies need to develop a level of organizational agility that 

matches the increasing level of change and complexity in their business environment. Yet, 

for the vast majority of companies, full-fledged strategic and operational agility is still more 

an aspiration than a reality. One of the major reasons for this continuing “agility gap” is the 

need to develop more agile leaders.  

 

What is leadership agility? In essence, it’s the ability to lead effectively under conditions of 

rapid change and mounting complexity. Research reported in Leadership Agility, a book I 

recently co-authored, shows that there are five distinct levels in the mastery of this vital 

competency. Each new level of agility represents an ability to respond effectively to an 

increased level of change and complexity. Strikingly, this research indicates that only about 

10% of managers have mastered the level of agility needed for consistently effective 

leadership in today’s turbulent world economy. 

 

In the chart that begins on the next page, you will find profiles that show how managers at 

three levels of agility conduct themselves while carrying out initiatives in three action arenas: 

leading organizational change, improving team performance, and engaging in pivotal 

conversations. Based on data collected from over 700 managers, we estimate that about 

90% of managers operate at the pre-Expert, Expert, or Achiever levels of agility. The Expert 

level, with its tactical, problem-solving orientation, is best suited for relatively stable 

environments where complexity is fairly low. The Achiever level, with its strategic, outcome-

orientation, is effective in moderately complex environments where the pace of change is 

moderate and episodic.  

 

The predominant combination of Expert and Achiever leadership worked relatively well for 

most companies until the waning decades of the 20th century, when the globalization of the 

economy ushered in an era of continuous change and growing interdependence. Generally 

speaking, consistently effective leadership in this uncertain environment requires mastery of 

the visionary, facilitative orientation found at the Catalyst level of agility.  

 

Each level of agility includes and goes beyond the skills and capacities developed at 

previous levels. Percentages refer to research-based estimates of the managers currently 

capable of operating at each agility level.  
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The following diagrams are adapted from Pete Behrens & Agile Leadership Journey, and 

describe the mindsets and behaviours associated with each of the three levels: 

 

Expert Leadership Characteristics:Tactical 
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Achiever Leadership Characteristics: Strategic 

 

 
 

Catalyst Leadership Characteristics: Visionary 

 

 
 
Note: This thinking originates from adult development theory (aka ‘vertical’ development).  This theory espouses 

that humans naturally advance through stages of increasing awareness of their outer world and of their inner 

selves, and progressively develop greater ability to respond to things that they experience, externally and 

internally.  (In contrast ‘horizontal development refers to improving existing skills, within an existing paradigm.) 

This is not new.  The general theory is supported by many decades of research into the behaviours of children 

(Piaget, Ericson, Steiner, etc) of adults (Gebser, Graves, Torbet, Kegan, Wilber, O’Fallon, etc) and of leaders 

(Blanchard, Beck & Cowan, Cook-Grueter, Senge, Josephs & Joiner, Anderson & Adams, Braks, etc). A 

corresponding vertical development journey has been observed in human social systems and paradigms 

(Graves, Beck & Cowan, Wilber, Scharmer), in interpersonal relationships and communications (Scharmer), 

organisational cultures (Senge, Beck & Cowan) and in enterprise strategies (Ansoff & Antoniou).  
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Appendix H: Stewardship3 
 

In Steward Leadership: A Maturational Perspective,  Kukard, April, and Peters describe a 
stewardship philosophy “that focuses on others, the community and the society at large, 
rather than the self.” They explain that a lot of senior leaders tend to adopt a stewardship 
outlook naturally as their careers mature. “Mature and experienced leaders know you can’t 
force productivity out of people. They know a team needs to feel respect, compassion, and 
inclusion before they’ll engage wholeheartedly.” 

Traditionally a steward is someone entrusted with something that belongs to someone else. 
Stewardship goes a little beyond ‘guardianship’, which tends to protect things and keep them 
just as they are.  Stewardship seeks to maintain and develop things, so that when the 
Steward has completed their term, the institution is in a healthy state, well adapted to its 
changing world.  In an educational setting, there are multiple stewardships. 

Stewardship of Students 

First and foremost parents trust school leaders and teachers with their children.  We would 
always take the responsibility of stewardship of other people’s children seriously. Education 
is a calling; being a wise steward of students engages responsibility, passion, enthusiasm 
and joy. 

Stewardship of Relationships 

Relationships and communication are fundamental building blocks of leadership. School 
leaders are entrusted to build and maintain relationships across many stakeholders. First 
and foremost with students. Building professional, meaningful relationships with children 
makes the entire educational process easier and more effective.  They also build 
relationships with peers and faculty with an attitude of ‘We are all here for each other and 
our students’. Leaders also encourage one another and remember that our weaknesses are 
others’ strengths. 

Educational leaders can utilise stewardship of relationships in valuable ways. Leaders are 
most productive when building relationships. It is hard for anyone to be effective without 
actively pursuing growth in this area. We are not on an island all by ourselves, but we are 
here for each other and our students. 

Wise stewardship of relationships works to support parents. Steward leaders make contact 
and share successes so that when problems arise, they have formed a relationship and can 
move forward together.  

Stewardship of Influence 

Just as teachers have a remarkable amount of influence over their students, school 
leadership has the same influence over people across the organisation. We are entrusted to 
use that influence in such a way that our pedagogical teams can help our students become 
productive members of society.  What we all say and do matter, and misusing words is being 
a poor steward of influence.  

With a stewardship mindset, leaders use their influence to lift teachers up so that they can 
do the same for their students. They consciously choose to lead staff down a path of 
success. They look to the positives, not negatives, of their team and students. Stewardship 
of influence is a powerful tool, so they use it wisely to lead staff to achieve their goals.

 
3 Material in this Appendix is adapted from The Importance of Stewardship in Leadership  by Derrick 

Burress at  https://www.graduateprogram.org   

https://www.graduateprogram.org/
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