




Participants' resource folder 

Leadership review 

• Learn to understand the skills associated with expert leadership and thinking. 

• Review and discuss the dimensions of leadership and Education Department 
& Training/or System (Catholic; Lutheran system). 

• Read set resource articles on leadership and mentoring for class and group 
discussion of key leadership and mentoring issues. 

• Link leadership capabilities with the leadership research findings of Kouzes 
and Posner (Reference: The Leadership Challenge). 

Individual learning 

• Use a mentoring survey to analyze individual skills of each mentor and 
develop a profile. 

• Understand mentoring styles and the need to change styles through the 
mentoring relationship. 

• Incorporate shadowing module training on request as a valuable technique to 
use with mentees. 

Resource ideas 

• Use the section on 'Questions often asked by mentors' for a group review 
and a planning device in establishing a mentoring program. 

• Plan the use of mentor skills cards to use in reflective conversations. 

• Review and use sample material in the SAGE implementation folder. 

• 
• 

Use the optional goal-action plan format to plan approaches to mentoring . 

Have regional groups use and apply sample phase ideas in the regional 
implementation planning guide. 

• Plan and use of skill cards for specific program situations. 

Informal learning opportunities 6 

Personal meaning - personal knowledge, critical reflection, personal experience 

• Recognition that learning is an active and constructive process by which 
individuals try to make sense of the information and experiences they bring to 
the session. 

• Realise participants bring with them beliefs and thoughts that guide the way 
they see and interpret life and influence their thinking and information 
processing. 

• Provide time to allow individuals and groups to discover and explore 
correlations between self-understanding and leadership practices. 
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Collegiality - collaboration, co-operation, risk-taking 

• Provide a series of getting acquainted activities to help socialize and unify a 
state-wide group. 

• Build a model of trust and understanding of colleagues through developing a 
non-threatening and open format. 

• Model the use of informal coaching and mentoring techniques by the 
presenters throughout the program. 

• Work with members of the group to improve facilitation skills and problem­
solving as a group . 

• Recognise, address and use issues and controversial points to evoke 
discussion and debate. 

• Use the experiences and background of participants to explore examples. 

• Recognise that important social learning occurs in breaks and at dinners. 

• Recognise the affiliation needs of all participants and try to develop inclusive 
strategies for all participants . 

Empowerment · control, ownership, self-direction, risk-taking 

• Provide opportunities for participants to monitor and evaluate their thinking 
and restructure their prior knowledge on leadership and mentoring issues. 

• Treat all participants as valued learners whose experience is relevant and 
insightful to the program. 

• Give people time to explore their thinking on given issues to reflect upon 
differences in processes of learning. 

Action- practicality, pragmatism, doing, experience 

• Try to immerse everyone in the program through active involvement and 
participation in the learning process. 

• Recognize the context and background of their adult lives and how this might 
impact upon mentoring . 

• Develop with interested groups or individuals an optional individual action 
plan. 

• Ask participants to participate in, take responsibility for, and own the 
development of an annual principal regional mentoring plan. 

Personal characteristics - self-image, self-worth, self-concept, view of self as 
learner 

• Self-esteem and motivation are heightened when participants are placed in 
non-threatening situations where they feel their contributions are valued and 
accepted. 
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Table 2: Suggested criteria For participant selection7 

Research has identified a number of attributes or qualities as being highly desirable 

qualities for the job of mentoring. The following criteria may be of use in beginning to 

identify practising principals to become mentors and support beginning principals. You 

may wish to add other qualities you think are important for your context. 

1 . Management perspective 

• Someone who is an experienced and competent school manager and a leader of 

people 

• Has a wide range of experience in different management roles or contexts 

2. Organisational know-how 

• Someone who knows how to get things done within the Department of Education 

organisational system 

• Understands the cultural norms and values of the organization and knows how to 

get things done. 

• Keeps in touch with latest trends and thinking for schools. 

3. Credibility 

• Someone who enjoys personal and professional credibility 

• Sets a good example and is a good role model for others 

4. Accessibility 

• Someone who is able to make him/herself available to others when they are 

needed 

• Treats others with respect even when holding contrary views 

5. Communication 

• Someone who has highly developed interpersonal and communication skills 

• Someone who creates a supportive climate in which others can learn 

• Checks frequently for understanding and clarity in discussions 
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• Listens attentively and promotes meaningful conversations 

6. Developmental orientation 

• Someone who takes a keen and active interest in the development of others 

• Encourages others to take responsibility for tasks 

7. Inventiveness 

• Someone who is open to new ideas and to different ways of doing things 

• Generates, examines, and evaluates a broad range of options and alternatives 

8. Empowering orientation 

• Someone who creates a supportive climate in which others can learn 

• Allows opportunity and latitude with others to develop ideas 
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Figure 1: Development cycle of APC ongoing mentoring and coaching programs 

Preparation for the Ongoing development for 

Principalship 
Beginning Principal 

New and Experienced 
Induction 

Principals 

Succession planning Helping beginning Providing a suite of 

through experiences in: principals to "learn the programs to assist 

ropes" using selected principals and teams to 

experienced principals address individual and 

through: staff development 

through: 

• Mentoring • Relationship • Coaching 

building 

• Shadowing • Reflective • Peer assisted 

experiences leadership 

feedback 

• Assigned roles • Building a regional 

strategy plan 

• Ongoing 

Leadership 

• Development 

Groups 
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Preparation for the Ongoing development for 

Principalship 
Beginning Principal 

New and Experienced 
Induction 

Principals 

MENTORING MENTORING MENTORING & 

COACHING 

SAGE: Leading and SAGE: The Art Of Coaching for High 

Learning Together Mentoring Performance 

*Mentors and mentees *Mentors are invited to Coaching for Financial 

attend and build a become mentors by Administration 

mentoring relationship regional groups based on 

together a criteria 

*Training in: *Mentors volunteer or are *Training in: 

mentoring styles/building chosen by beginning types of coaching/theory 

relationships/ mentoring principals to work with and practice/ 

learning styles them models/coaching skills 

feedback/shadowing and 

program implementation 

*Mentors work with PRISM 

mentees to help develop 

leadership and 

management skills 

*Training in: Training in: 

mentoring styles/building building peer 

relationships/ mentoring relationships and skills in 

learning styles shadowing and reflective 

feedback/shadowing and Interviewing 

program implementation 

*Peer Assisted 

Leadership 

Coaching, feedback and a 

school improvement 

project working with a 

partner 
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Figure 2: Developing a professional community of practice using SAGE principles 

Developing and building a community of effective leadership and school 

practices 

Strategy: Sponsor visits and exposure to exemplar program and leadership and 

the sharing of good practices 

Improving professional practice of schools for 

beginning and experienced principals 

Strategy: 

Provide ongoing help and support with samples and 

ideas for school tasks and expose them to effective 

principals within the collegiate group 

Initial support of beginning 

principals 

Orientation 

Strategy: 

Develop a mentoring 

relationship and support the 

transition into the school by 

'teaching neophytes the 

ropes' 
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Figure 3: Putting SAGE principles into practice: A support template for beginning 

principal mentoring 

Orientation for new principals 

S Supporting 

A Accomplishing 

G Guiding 

E Enriching 

On-the-Job training and 

professional training for new principals 

Guiding 

Establishing a relationship and meeting 
times 

School visits by mentors and beginners 

Share school documents and practices 

Plan an orientation to the new school 

Gather information and set expectations 

about carrying out the role 

Learn the ropes from the expert mentor 

Share ideas and discuss practice 

Give and receive feedback by learning 

together 
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Accomplishing 

Mentor and beginner attend workshops 
together and share information on 
management practices 

Mentor works with beginner in their own 

school and attends finance management 

workshop together 

Use reflective questioning to examine 

problems and school practices 

Use reflective case studies to explore 

difficult school issues 

Explore perceived 'crises of practice' with 

mentees over coffee 

Set time-lines and expectations for the 

year with mentees 
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Observation and contact of expert 

principals in practice 

Enriching 

Mentor sponsors visits to expert 
knowledge principal to share their 
expertise with newcomers 

Allocate local collegiate meeting time to 

hear from knowledge mentors on a specific 

area 

Build an on-line email reference base of 

mentors and their skills for newcomers to 

contact on specific areas of management 
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Peer support and collegial activities 

Supporting 

Make a trained mentor responsible for a 
newcomer and develop a collegiate plan 

Invite mentors to debrief after collegiate 

meeting on key issues and ' in-the-basket' 

issues. 

Use trained mentors over the year for 

monthly group mentoring and facilitating 

group reflective meetings to share ideas 

and common issues 
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Commentary 

by Kent Peterson 

The SAGE Principal Mentor Program located in the Australia Principal Center is an 

extremely well designed and conceptually organised program. It provides a clear and 

detailed description of the skills, experiences, and understandings that will be addressed 

in the program. It has an understandable set of strategic aims and a well-designed set 

of structures to achieve those aims. 

SAGE uses an integrated pair of programs to serve principals and its regions. 

Incorporating these two programs enhances each. The first, The Art of Mentoring, is a 

thorough and conceptually grounded effort to train highly effective mentors, both for the 

second SAGE program, but also for regional groups. The second, Leading and Learning 

Together, is focused on providing comprehensive and integrated mentoring and learning 

experiences for new principals. It is thoughtfully designed with a coherent curriculum. 

The SAGE training program includes a set of thorough descriptions of purposes, 

processes, plans, and expectations for participants. For example, the list of "what 

participants will get out of the program" delineates a relevant list of underlying processes 

and expectations. It provides participants with a picture of what the varied efforts will be 

and provides mentors a portrait of the overall program. 

Similarly, SAGE provides a list of "five elements" that are critical for success of the 

program. These five elements highlight core challenges and approaches that need to be 

addressed. Additionally, the content of the program is described in a set of six very 

understandable phrases. Mentors, mentees, and facilitators are more likely to be 

successful in a complex training program when core elements and processes of the 

program are specified clearly. Specifying the foundational approaches can provide 

cognitive maps for all involved thus enhancing the coherence and impact of the program. 

The Art of Mentoring program offers a comprehensive set of skills and approaches to 

enhance the mentoring skills of these participants. The program helps future mentors 

learn about their roles, develop skills in building relationships, gain understanding of their 
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own learning styles and their mentees, and enhance their knowledge of the leadership 

model of the regional agency. All of these seem useful and relevant skills, knowledge, 

and understandings for effective mentoring. Additionally, the set of interactive activities 

used to accomplish these capacities (discussion, small group exercises, peer group 

reviews, research, journaling, and so forth), no doubt, provide models of activities that 

they could use with their mentees. Finally, all of these activities for mentors may, in 

important ways, enhance their skills in collaborative leadership and the development of 

teacher leaders that could be extremely valuable in their own school settings. 

The content and organization of the four primary training sessions in Phase 1 are well 

thought-out and draw on much of what is known about adult learning and mentoring. 

The two-day program includes a good mix of research, practice, and personal reflection. 

The detailed curriculum for the sessions shows participants what is planned and the core 

ideas and skills that are being addressed. This may provide all participants with 

important advanced organizers that can enhance their learning. 

Implementation of the mentoring is regionally coordinated with SEOs. The combination 

of meetings and visits by mentors, shadowing, and monthly group sessions offers a 

useful blend of approaches. Given the flexibility of activities, the "memorandum of 

agreement," an informal contract between mentor and mentee is a particularly useful 

technique to concretise expectations and plans. Rather than simply listing what mentors 

and mentees are expected to accomplish, this approach fosters reflection, planning, 

negotiating, and relationship-building skills. 

SAGE explicitly details a number of important facets of the program. As noted above, 

"formal learning opportunities" are described in-depth, thus providing a clear and 

coherent document to enhance coordination and consistency across facilitators and 

mentors. Similarly, the function and structure of the "informal learning opportunities" are 

explained and described in ways that boost learning. These are richly textured portraits 

of quality formal and informal adult learning. The Criteria for Participant Selection offers 

a thorough and thoughtful model for identification of participants. Finally, the "support 

template" in Figure 1 presents an excellent list of activities and approaches that mentors 

can use to enhance their meetings with mentees. It is clear, coherent and enormously 

valuable for mentors. 
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SAGE also addresses the important challenge of developing a new "culture of 

collaborative learning." As in many districts and regions in many countries, the culture of 

early socialisation for principals is highly individualistic and isolated. This program is 

working explicitly to help transform the culture of isolation into a culture of collaboration 

and collegiate group learning. By working on this explicitly, the program is having an 

impact on existing principal cultures, but may also be helping new principals understand 

and shape collaborative cultures in their own schools. 

A small, but useful point should be made about the name of the program-SAGE. In 

this program the acronym actually represents both a useful concept-using the savvy of 

practice-and a description of program elements: Supporting, Accomplishing, Guiding, 

and Enriching. 

The program uses some important approaches to reinforce program culture. They build 

strong collegial relationships, offer time for social interaction, have a meaningful 

acronym for the name, and have established an APC "Mentoring Hall of Fame." There 

are important times to recognize contributions and to celebrate success that reinforce a 

"culture of mentoring." 

One of the positive features of SAGE is the development of additional coordinated 

programmatic elements to extend and deepen learning of participants. Seeing the 

interest and need for extending initial skills, the program has added sessions on 

coaching for high performance, coaching for financial management, and PRISM, a 

program on shadowing and self-reflection. These bring participants back together in 

meaningful professional activities, which will further deepen their professional culture. 

Recommendations 
These recommendations are provided to suggest ways to refine, fine-tune and enhance 

existing qualities of the program. All programs are designed within fiscal, social, and 

contextual parameters. The ideas are provided as thoughts to consider as these 

programs move forward. 
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The two-day training session included some important skills. In some regions these are 

reinforced in follow-up sessions after mentors have actually established relationships 

and started working with their mentees. It is often useful to return to these core skills 

after they have first been used. Encouraging this in other regions is recommended. 

There seem to be many important opportunities that shape the culture of the groups in 

the program. The program might consider developing more culture-building and 

symbolic elements in to the program, such as adding times for alumni to return and 

reconnect, and supporting symbolically the sense of identification with the program 

through participation in a convocation or other award ceremonies for mentors. 

Finally, the program might consider offering consultation internationally on the 

development of mentoring programs. Many educational agencies around the globe are 

developing mentoring programs. SAGE could put their accumulated knowledge into a 

set of materials, videotapes, and training sessions for these agencies. 
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Commentary 

by Dick Weindling 

Beginning in a small way in 2000, this APC program has become very successful and 

almost 350 principals have now been trained as mentors. The program is based on a 

centre-periphery model, with a central two-day training course for experienced 

principals, and then an implementation phase at regional levels using the cadre of 

trained mentors who work on a one-to-one basis to support new principals. 

Key components 
This is an excellent program with a number of positive features. SAGE is built on the 

principles of adult learning and the best knowledge about mentoring. The developers 

and trainers bring together a strong combination of US research with first-hand 

knowledge and experience of Australian principals. Before the program was set up the 

developers sought advice from a principal reference group, and travelled to various 

countries to look at good examples of mentoring programs. 

It is recognised that not all principals will make effective mentors. So the developers 

have produced criteria which are given to the regions to assist in the selection of 

experienced principals as mentors. 

The course has a program which allows the participants to examine mentoring and their 

own learning style, with an emphasis on reflection and observation through work 

shadowing. Throughout the two days the program looks at mentoring skills and the 

phases of the process. The focus is on mentoring, learning, effective principals, and 

reflection. 

An important component is the use of research to help practitioners. The course 

introduces research on beginning principals, mentoring, the change process (Hall and 

Hard), and leadership (Kouzes and Posner). There are very good materials such as key 

articles, some of which is pre-course reading. I particularly like the use of journals, and 

problem-based learning with case studies and video clips. Each of these techniques has 

been shown to be effective with adult learners. 
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In the second phase of implementation, the matching of the new principals and mentors 

is undertaken by the Senior Education Officers and a regional principal group. An 

important part of the scheme is that the SEOs from the regions attend the latter half of 

the second day's training. This is an attempt to ensure they all hear the central 

messages. 

Once they begin the mentoring the pairs use a 'memorandum of understanding' to assist 

the process (examples of these are provided at the training). This encourages 

commitment from the participants and acts like an informal learning contract. 

The quotations from the mentors and new principals demonstrate clearly the two-way 

nature of mentoring. There are effects on the new principal who becomes more 

confident and competent and reduces the feelings of isolation found in research on new 

heads and principals (Weindling and Earley, 1987). On the other side of the coin, the 

mentors re-examine themselves and the way they work as principals. 

In response to demand, the original SAGE program has been expanded beyond 

principals and versions have developed for assistant principals, aspiring principals and 

classroom teachers. 

Suggestions for improvement 
This is a very good mentoring program which has been well thought out and successfully 

run for several years. Therefore there are only a small number of suggestions about 

ways of improving the scheme. 

The new principals do not seem to attend the two day training. The national evaluation of 

the headteacher mentoring scheme in England and Wales (Bolam et al1993), showed 

that where the new heads came to the last half-day of training they rated the subsequent 

mentoring process as more successful than those heads who did not attend. Although 

there may be practical problems in trying to get the new principals to attend the last part 

of the training, this is a powerful way of beginning the mentoring process. 

While the centre-periphery model has the strength of control over the central elements, it 

also has potential weaknesses at the periphery level. With SAGE there appears to be 
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considerable variation in how the regions organise their facilitation and support for the 

new principals and their mentors. Greater consistency is therefore required across the 

regions. A key issue, recognised by the trainers, is how to develop a regional culture of 

collaborative mentoring as a community of practice. The trainers are now adding a 

follow-up day at regional level which should help a great deal. 

So far only one of the regions has thought about ways of supporting the mentors. It is 

necessary to plan support mechanisms at the regional level so as to facilitate the 

ongoing learning and development of the mentors. Very few mentoring schemes seem 

to have done this, which means that after the initial training mentors are simply left to get 

on with the process with their new principal partner. 

Such a major program as SAGE, which has now trained 344 mentors, definitely needs 

an external evaluation. The program planners are encouraging the Victorian Department 

of Education and Training to consider such an evaluation. Although requiring reasonable 

funding, an evaluation would provide important data about the ways in which SAGE has 

helped both the new principals, the mentors and their schools. The findings could also 

be used to refine and improve the program. 
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