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The heart of leadership The heart of leadership (Sarros 2002)(Sarros 2002)

Because human beings are ruled by feelings Because human beings are ruled by feelings 

as well as reason, the traditional picture of as well as reason, the traditional picture of 

the firm (school) as a bureaucratic, the firm (school) as a bureaucratic, 

impersonal entity…is becoming increasingly impersonal entity…is becoming increasingly 

redundant and largely irrelevant… redundant and largely irrelevant… ((Sarros, 2002, Sarros, 2002, 

p.7p.7).).



"Placing emotional meaning higher on 

teachers' and leaders' agendas can only 

increase the possibility for more authentic 

and educationally and personally rewarding 

teacher leader relationships (Beatty, 2000, p. 

31)".



Leading the emotionsLeading the emotions

Emotion often seen as a "pesky interloper" 
(Beatty, p.2)

Emotions are at the heart of teaching and all 
human relationships.

Emotions have psychological and physical 
impact.
Links in with the interest in emotional 
intelligence.



Leaders can be seen as emotionally 
significant others - affirming supportive, 
emotionally sustaining

Emotional geography - how "close" you feel 
to someone - level of attachment to the 
school or personnel within it.

Emotional Leadership is leadership by 
support (rather than influence)



Leadership from the heartLeadership from the heart

is about:is about:
Caring and compassionCaring and compassion
Passion and convictionPassion and conviction
CommunicationCommunication



The heart of leadershipThe heart of leadership

Idealised influenceIdealised influence: : engendering feelings of engendering feelings of 
trust and respect among followerstrust and respect among followers

Inspirational motivationInspirational motivation: : appealing to appealing to 
emotions by raising expectations of about the mission emotions by raising expectations of about the mission 
and visionand vision

Individualised considerationIndividualised consideration: : coaching and coaching and 
teaching on an individual basis, showing care and teaching on an individual basis, showing care and 
compassioncompassion

Intellectual stimulationIntellectual stimulation: : encouraging encouraging 
creativity in decision making and problem solvingcreativity in decision making and problem solving



These qualities lead to:These qualities lead to:
Leaders building teams through Leaders building teams through 
effective communicationeffective communication
Leaders empowering the staff who work Leaders empowering the staff who work 
for themfor them



Emotional leadershipEmotional leadership

Emotion: the essence of Emotion: the essence of integrated leadershipintegrated leadership
((HedeHede, 2002) (, 2002) (Compare this with Spady and Compare this with Spady and 
Schwahn’s (2001) ideas of “Total leaders” Schwahn’s (2001) ideas of “Total leaders” ))
Integrated leadership is leadership by the Integrated leadership is leadership by the 
whole person, drawing on a full range of whole person, drawing on a full range of 
competencies:competencies:
-- intellectualintellectual
-- socialsocial
-- behaviouralbehavioural
-- emotionalemotional



Eight categories of emotions Eight categories of emotions 

Anger Anger –– resentment, annoyanceresentment, annoyance
Sadness Sadness –– grief despairgrief despair
Fear Fear –– anxiety, frightanxiety, fright
Enjoyment Enjoyment –– ecstasy, happinessecstasy, happiness
Love Love –– devotion, kindnessdevotion, kindness
Surprise Surprise –– shock, wondershock, wonder
Disgust Disgust –– contempt, revulsioncontempt, revulsion
Shame Shame –– guilt, regretguilt, regret

((GolemanGoleman, 1995)., 1995).



Emotional competenciesEmotional competencies

SelfSelf--awareness awareness –– knowing one’s internal stateknowing one’s internal state

SelfSelf--regulation regulation –– selfself--control, trustworthinesscontrol, trustworthiness

Motivation Motivation –– emotional tendencies to guide/facilitate emotional tendencies to guide/facilitate 
the attainment of goalsthe attainment of goals

Empathy Empathy –– awareness of other people’s feelings, awareness of other people’s feelings, 
needs, concerns.needs, concerns.

Social skills Social skills –– adept at inducing desirable responses adept at inducing desirable responses 
from othersfrom others

GolemanGoleman, D. (1998) , D. (1998) Working with emotional intelligenceWorking with emotional intelligence



Relational LeadershipRelational Leadership

W hat teachers don’t w ant is: W hat teachers do w ant is:

 te lling ,
 ordering,
 hum iliating,
 prejudging,
 relying on hearsay,
  in terfe ring,
 m anipulating; and
 contro lling , careless,

     career affecting decisions.

 connectedness,
 com m itm ent to  professional

relationships,
 thanking,
 com m ending,
 appreciating,
 asking,
 listening,
 consulting, and
 collaborating.

B eatty (2000).



Emotion and conflictEmotion and conflict

Emotion is the root of interpersonal conflict, Emotion is the root of interpersonal conflict, 
the most disruptive and costly aspect of the most disruptive and costly aspect of 
organisational life, and the biggest strain on organisational life, and the biggest strain on 
leadership.leadership.
Conflict is best understood as involving two Conflict is best understood as involving two 
factors factors 
-- cognitive disharmony (disagreement)cognitive disharmony (disagreement)
-- affective disharmony (emotion)affective disharmony (emotion)



Emotion and conflictEmotion and conflict

Key emotions are the negative ones inKey emotions are the negative ones in
Goleman’s  Goleman’s  categories categories -- anger, fear and anger, fear and 
disgust.disgust.

A leader needs to manage his/her emotions A leader needs to manage his/her emotions 
and deal with others who become emotionally and deal with others who become emotionally 
reactive.reactive.



Conflict ModelConflict Model vsvs Harmony ModelHarmony Model

Conflict Conflict –– protection of interests, will sell protection of interests, will sell 
position to others or fight for it.position to others or fight for it.
Harmony model Harmony model –– collective collective 
responsibility for the interests of the responsibility for the interests of the 
school, participation and handling of school, participation and handling of 
differences.differences.

(Everard and Morris, 1990)(Everard and Morris, 1990)



Techniques for improving Techniques for improving 
emotional competenceemotional competence

How we feel 
emotionally

How we see 
the world

How we think 



“Five emotional glasses” “Five emotional glasses” –– the the 
leader’s emotional self awareness leader’s emotional self awareness 

Happy/joyfulHappy/joyful
Trusting/friendlyTrusting/friendly
Excited/highExcited/high

PositivePositiveYellow glassesYellow glasses

Calm/openCalm/open
PeacefulPeaceful
AcceptingAccepting

EmphaticEmphaticGreen glassesGreen glasses

CentredCentredNeutralNeutralClear glassesClear glasses

Low/depressedLow/depressed
DistrustingDistrusting
UnfriendlyUnfriendly

NegativeNegativeBlack glassesBlack glasses

Irritable Irritable 
ResentfulResentful
HostileHostile

AngryAngryRed glassesRed glasses

Feelings within selfFeelings within selfFeelings towards Feelings towards 
othersothers

Coloured glassesColoured glasses



Method of using glassesMethod of using glasses

Check your glasses Check your glasses –– what are you what are you 
feeling? About yourself? Towards feeling? About yourself? Towards 
others?others?
Change to clear glasses Change to clear glasses –– especiallyespecially if if 
you’re wearing black or red glassesyou’re wearing black or red glasses
Review your thinking patterns Review your thinking patterns –– again again 
especially if you’re wearing red or blackespecially if you’re wearing red or black
Stay aware of your glassesStay aware of your glasses
CoCo--ordinate your glasses and your ‘hat’ ordinate your glasses and your ‘hat’ 
(De Bono (De Bono –– Six thinking hats)Six thinking hats)



Managing emotional reactivity Managing emotional reactivity ––
the READE methodthe READE method

Step 1:Step 1: RRegister and stop egister and stop –– detect detect 
symptoms/indicators of emotion and give symptoms/indicators of emotion and give 
yourself time to deal with ityourself time to deal with it

Step 2:Step 2: EExperience and separate xperience and separate –– feel your feel your 
emotion and separate yourself from itemotion and separate yourself from it

Step 3:Step 3: AAnalyse the trigger nalyse the trigger –– what is what is 
causing your emotional reaction?causing your emotional reaction?

Step 4:Step 4: DDecide and act ecide and act -- choose the best choose the best 
option for action/nonoption for action/non--actionaction

Step 5: Step 5: EEvaluate (now and later)valuate (now and later)-- check check 
that you’re in control and reflect laterthat you’re in control and reflect later



Integrated leadersIntegrated leaders

Integrated leaders are self awareIntegrated leaders are self aware
Integrated leaders are centredIntegrated leaders are centred
Integrated leaders own their own ‘shadow’Integrated leaders own their own ‘shadow’
Integrated leaders are ‘real’Integrated leaders are ‘real’
Integrated leaders are reliableIntegrated leaders are reliable
Integrated leaders are relationalIntegrated leaders are relational
Integrated leaders are sensitive to othersIntegrated leaders are sensitive to others
Integrated leaders are accepting of differenceIntegrated leaders are accepting of difference
Integrated leaders can manage ‘emotional Integrated leaders can manage ‘emotional 
reactivity’.reactivity’.



Moral, spiritual and ethical Moral, spiritual and ethical 
leadershipleadership

Moral leadership Moral leadership –– concerned with the concerned with the 
social and personal ‘mores’ of behavioursocial and personal ‘mores’ of behaviour

Ethical leadership Ethical leadership –– linked with the linked with the 
‘ethos’ we create when we make our ‘ethos’ we create when we make our 
decisions and lead out our livesdecisions and lead out our lives

From: MacRaeFrom: MacRae--McMahon, D. (2000) McMahon, D. (2000) Daring LeadershipDaring Leadership Sydney: ABC BooksSydney: ABC Books



Spiritual leadershipSpiritual leadership

…truly respectful of the of the authentic complexity …truly respectful of the of the authentic complexity 
and genuine struggles of human life…and genuine struggles of human life…
…the spiritual leader in honesty and openness to …the spiritual leader in honesty and openness to 
discover and point to the signs of goodness, grace, discover and point to the signs of goodness, grace, 
courage and hope, which lie in many different courage and hope, which lie in many different 
environments  and in many different people…environments  and in many different people…
About using language… helping to provide meaning… About using language… helping to provide meaning… 
and connecting with a view of reality that is larger and connecting with a view of reality that is larger 
than themselves…than themselves…

From: MacRaeFrom: MacRae--McMahon, D. (2000) McMahon, D. (2000) Daring LeadershipDaring Leadership Sydney: ABC BooksSydney: ABC Books



Leadership from soulLeadership from soul

is leadership with integrity and with 
the overarching vision and long term 
purpose of the workers and the 
organisation in mind.



Leadership with soulLeadership with soul

Involves:Involves:
Articulating valuesArticulating values
Living those valuesLiving those values
Building credibility / trust / confidenceBuilding credibility / trust / confidence



Ethical LeadershipEthical Leadership

•The ethic of JUSTICE
Rights and laws
Tolerance and fair treatment

The ethic of CRITIQUE
Challenge the status quo
Redefine and reframe concepts of 

privilege, power, culture and justice
•Political dimension



The ethic of CAREThe ethic of CARE
Education as a human enterpriseEducation as a human enterprise
values of loyalty and trustvalues of loyalty and trust

The ethic of the PROFESSIONThe ethic of the PROFESSION
code of conductcode of conduct
ideal image of the moral character of the ideal image of the moral character of the 
professionalprofessional
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