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PRAISE FOR
Spiritual Leadership
Graham Stanton’s discussion paper, Spiritual Leadership: The
Role of the Principal in the Spiritual Leadership of an Anglican
School, is a valued resource for schools and school leaders.
His description of what spiritual leadership is and the many
shapes that it can take provides a welcomed rubric by which
leaders in schools can evaluate performance and plan for
change. His understanding of the Scriptures, the available
literature and the outcome of his research gives authority to
his paper and fills a gap in our understanding of how spiritual
leadership can be evaluated and enhanced in Anglican schools.
Stephen Kinsella, Headmaster—
The Illawarra Grammar School, Wollongong

Biblically-based, meticulously researched and superbly written,
Graham Stanton’s discussion paper provides a comprehensive
analysis of this complex and significant role in a manner that
demonstrates profound understanding of the uniqueness of
each leader’s style and school context, and cleverly avoids
advocating a ‘one size fits all’ approach. Providing clarity,
wisdom and insight, as well as excellent discussion ‘prompts’,
this paper most definitely fulfils its aim of deepening the
understanding of and the conversation around the role of the
principal in the spiritual leadership of an Anglican School.
Megan Krimmer, Principal—
Roseville College, Sydney
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Foreword
Although the Diocesan Policy Statement on Education adopted by the Synod
in 2007 affirmed the spiritual leadership role of the principal in Anglican
schools, very little of a practical nature has been written about the subject
since then. This might suggest that it is a ‘no-brainer’ that simply needs to be
taken as a given without any further thought.
Anglican EdComm, comprising principals, governors and other educators,
thought that it would be a profitable exercise to research the topic with
a view to providing the leaders and governors of schools with a variety of
perspectives on how spiritual leadership may be discharged in different
schools. The Rev. Graham Stanton was charged with this task and the
material that follows is the fruit of his labours.
It will become apparent to readers that the term ‘spiritual leadership’ is
variously understood by different people in different schools. There is no
one way in which spiritual leadership is demonstrated in Anglican schools. In
some schools the spiritual leadership is a shared responsibility involving the
principal and other staff but in no school can the principal dissociate herself/
himself from playing a part in the spiritual life of the school.
This paper does not pretend to be the last word on the subject. It is rightly
described as a ‘discussion paper’ and it will have served its purpose if it
triggers robust conversations, reflection and action at the school level. It is,
though, a ‘must read’ for principals, would-be principals and school council
members.
Dr Bryan Cowling
Executive Director
Anglican EdComm
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Introduction
Some leaders lead by force, others by force of personality; some lead with
wisdom, others with wit. To paraphrase Shakespeare, some are born leaders,
some achieve leadership and some have leadership thrust upon them. One
thing that all leaders share is a lasting impact on those whom it is their
privilege to lead, be it in politics, business, family or sport; leaders change
things, whether for good or ill.
The same is true for spiritual leadership, and particularly so for the spiritual
leadership of an Anglican school. While all members of a school community
have a role to play in its spiritual life the principal carries a unique responsibility
and privilege for its spiritual leadership. Irrespective of whether the title is
Principal, Headmaster, Headmistress, Head of School, or some other variation,
the privilege of leading a school community is matched by the weight of the
task.1 This discussion paper is offered as a service to all those who have
already taken on this role, those who aspire to do so in the future and all who
would support them in that undertaking.
Among their various responsibilities there is general agreement that
principals play a significant role in the spiritual leadership of an Anglican
school community. The Sydney Diocesan Education Policy supports the
appointment of chaplains to ‘assist principals in the provision of spiritual
leadership and to faithfully minister the Word to the school community’ (SDS
2006, section 2.3.7). The Sydney Anglican Schools Corporation Philosophy
of Education refers to responsibility for ‘appointing principals to lead and
integrate the intellectual and Christian life of a school community’ (SASC 2012,
p. 2). The Dearing Review (Church Schools Review Group, 2001) of church
schools in England identified Head teachers as ‘spiritual and academic
1 This discussion paper considers the impact of language choices on how the leadership of a school is
perceived by all those involved, from the incumbent to the inquiring new parent. Though the titles Principal,
Headmaster, Headmistress, Head teacher, Head of College are broadly synonymous, choosing any particular
title over another will communicate various things to different stakeholders. For the sake of simplicity rather
than in order to suggest a ‘right’ choice of title, this discussion paper uses the title Principal, consistent with the
Sydney Anglican Diocesan Education Policy.
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While the general idea of spiritual leadership is affirmed, little detail is given
to the actual responsibilities of such a role and little guidance is provided
to principals on how to fulfil the task. This conceptual void is often filled
with unarticulated assumptions and competing visions, which can lead to
disappointment and conflict. Without clearly articulated expectations it
becomes difficult, if not impossible, to apply needed accountability for this
aspect of a principal’s role. Spiritual leadership can end up as little more than
a slogan. The spiritual leadership that is occurring in school communities may
be taken for granted and the needed support for further development or
celebration of accomplishment can be easily overlooked.
In 2009 Archbishop Peter Jensen noted various lacunae in thinking about a
distinctively Anglican education within the Diocese of Sydney. This included
‘no special place for new Heads to think about the issues raised by leading an
Anglican school’ (Jensen 2009, pp. 2-3). That there was no context for new
principals to think about the issues is in part related to the fact that there has
been little clarity about precisely what those issues are.
This discussion paper provides direction for leaders of Anglican schools,
including principals, councils, council chairs and chaplains, to think about how
spiritual leadership is exercised (or could be exercised) within a particular
school community. The ideas gathered here are not prescriptive. They are
intended to spark conversations among those who have responsibility for
leadership of an Anglican school so that they might be able to articulate ‘how
spiritual leadership is exercised around here’. There are conversation prompts
at the end of each chapter or appropriate subsection. They include some
key questions to consider in order for the ideas to be grounded in specific
school communities.
This discussion paper has been developed through interviews with a number
of principals, council members and chairs, and chaplains (listed in Appendix
1). In many ways this is an attempt to capture the ‘collective best practice’
of spiritual leadership in Anglican schools in the Diocese. There is no ‘one
way’ for a principal to exercise spiritual leadership; there is no ‘one way’ to
express what spiritual leadership of a school involves or even ‘one way’ to
name the activity with which this discussion paper is concerned. Naming,
articulating and implementing an approach to spiritual leadership in a school

Spiritual Leadership © Anglican EdComm 2015

7
Introduction

leaders’ with the distinctive role of ‘the creation of a distinctive Christian
community’ (p. 60).

community calls for the examination of various options with consideration for
how these options integrate with the particularities of each distinct context.

8

For current principals and school councils, this paper offers the opportunity
to affirm what is already being done and to suggest direction for the future.
For new and aspiring principals and councils, we hope it will provide valuable
guidance and support.

Introduction

Spiritual Leadership © Anglican EdComm 2015

CHAPTER 1:
What is spiritual leadership?
Describing ‘spiritual leadership’ is complicated by the flexibility in meaning
given to the terms ‘spirituality’ and ‘leadership’ in contemporary usage. The
specific application of spiritual leadership to schools adds all the complexity
of a school community to the ambiguity that already exists in the concept.
Narrowing it further to Anglican schools only serves to add to the complexity
given the additional stakeholders in the Anglican world. Anglican schooling
also adds to the ambiguity given the lack of consensus about what it means
to be Anglican in the first place! The first challenge for any school community
in articulating an approach to spiritual leadership is to define this central term.
The language of spirituality is relatively commonplace in contemporary
Australia. The 2008 Melbourne Declaration on Educational Goals for Young
Australians includes promoting spiritual development as one of the roles of
Australian schools (alongside intellectual, physical, social, emotional, moral
and aesthetic development). Used in this context the definition of spirituality
is as broad as it is vague.
To speak of ‘spiritual leadership’ could be heard to imply a separate role
to ‘non-spiritual leadership’, perpetuating the misguided promotion of two
parallel worlds: the sacred versus the secular (Cowling 2010). This approach
falsely assumes that it is possible, even desirable, to isolate the spiritual
aspects of school leadership from the other dimensions of the role. The
Christian worldview acknowledges a spiritual dimension to all human activity.
This remains true even if leadership is pursued under a ‘secular’ or ‘atheistic’
heading. The commitment of the NSW Department of Education, as it was
then known, to ‘values education’ (NSW Government 2004) is a decidedly
‘spiritual’ concern since the values chosen embody a particular vision of ‘the
good life’ and contain at least an implicit stance toward God.
Given the problems that exist with popular understandings of spirituality it
may seem that the term ‘spiritual leadership’ is only used in lieu of a better
Spiritual Leadership © Anglican EdComm 2015

When the New Testament describes something as ‘spiritual’ it is almost always
referring to something that has been energised by the Holy Spirit: whether gifts
(Romans 1:11; 1 Corinthians 14:1), the Old Testament law (Romans 7:14), blessings
(Ephesians 1:3), songs (Ephesians 5:19; Colossians 3:16), wisdom (Colossians
1:9), sacrifices (1 Peter 2:5), or the resurrection body (1 Corinthians 15:44‒46).2
People are identified as ‘spiritual’ as a result of the work of the Holy Spirit in
their lives (see 1 Corinthians 2:15; 3:1; 12:1; 14:37; Galatians 6:1; 1 Peter 2:5). In
1 Corinthians 3 Paul distinguishes those who are ‘spiritual’ from other Christians
who are people of the flesh, ‘infants in Christ’. To be spiritual in this context
refers to a level of Christian maturity that was lacking in the Corinthian church
at the time. The words Paul speaks are called ‘spiritual truths’ because they
are taught by the Spirit rather than arising from human wisdom (1 Corinthians
2:13). These are the words that Paul explains to people who have been made
alive by the Spirit.
The identifying mark of the Spirit’s work is to confess the Lordship of Christ.
In place of the Corinthians’ wrangling over who had the most spiritual
experiences or exercised the most spiritual gifts, Paul draws them back to
the recognition that ‘no-one can say “Jesus Christ is Lord” except by the
Holy Spirit’ (1 Corinthians 12:1-2). The defining feature of something that is
‘spiritual’ is that it will in some way bring glory to Jesus. In what J. I. Packer has
described as the ‘floodlight ministry’ of the Spirit, as promised in John 16:14,
the Holy Spirit will bring glory to Jesus—like a floodlight on a building, the light
does not draw attention to itself, but to what it illuminates. It is as if the Spirit
stands behind us shining a light over our shoulder so that we might be able to
see Christ standing in front of us (Packer 1984, pp. 65-66).
Spiritual leadership therefore is a leadership animated by and exercised in
response to the work of the Holy Spirit of God and which therefore seeks to
glorify Jesus Christ as the Lord.
Spiritual leadership works itself out in three ways: first, applied personally,
spiritual leadership refers to the personal faith, piety and righteous life of
the leader; second, applied to the leadership task, spiritual leadership of an
2 The one exception of when the word pneumatikos doesn’t refer to the Holy Spirit is the Ephesians 6:12
reference to the ‘spiritual forces of evil’.
Spiritual Leadership © Anglican EdComm 2015
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alternative. Yet even though misunderstandings exist, ‘spiritual’ remains a
good biblical word which, if we can hear it with a biblical imagination, can
focus our attention on the central work of the Spirit of God in our endeavour.

Chapter 5 reflects on the personal factors that shape the manner in which
spiritual leadership may be exercised in different settings. Spiritual leadership
is fundamentally personal: it is an activity of persons in relation with other
persons. Therefore the personality and gifts of the principal, the principal’s
relationship with a chaplain, and the principal’s relationship with the school
council will each have significant impact on how spiritual leadership is
practised at any particular time and place.

Is the principal the spiritual leader?
Before expanding on each of these aspects of the role of a spiritual leader
we ought to first establish whether or not the principal is in fact the spiritual
leader of an Anglican school.
Many people contribute to the spiritual leadership of an Anglican school.
In particular there is a significant exercise of spiritual authority in the
preaching office that may be variously conducted by a designated
chaplain, other suitably gifted staff, or a local clergy person. Spiritual
leadership is also exercised by those responsible for the governance
of the school, such as council members, the chairperson and the
bishop. Beyond these key roles other teachers of Biblical Studies,3
other teaching staff, as well as key student leaders all exercise spiritual
leadership in some way.4
Despite the number of people who contribute to spiritual leadership, the
reality is that the principal is the primary leader of all dimensions of an Anglican
school. This is both the privilege and responsibility of leadership. A principal is
the spiritual leader of the school even if he/she allows the exercise of spiritual
leadership to be taken by someone else. Ultimately it is the principal who is
3 There is some debate about the naming of this part of the curriculum. Some prefer the term Christian
Studies, others use the term Biblical Studies. Without suggesting a conclusion either way, the term Biblical
Studies will be used in the remainder of the paper to describe the classroom programs implemented in
Anglican schools in addition to Board of Studies syllabuses.
4 Future discussion papers will focus on how these other roles exercise spiritual leadership in Anglican
schools. By opening a conversation around the role of the principal we hope this will spark further conversations
around the various roles played in spiritual leadership in Anglican schools.
Spiritual Leadership © Anglican EdComm 2015
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Anglican school refers to articulating a Christian approach to education; third,
spiritual leadership involves embedding that educational vision in the life of
the school. Each of these aspects of spiritual leadership is taken up in turn in
the following chapters.

We have chosen not to refer to the principal as ‘spiritual head’ in order to
preserve the unique position Jesus holds as the head over the church
(Colossians 1:18). Even if the principal is given a title involving reference to
headship, Archbishop Jensen notes that ‘it [must be] obvious to all that [the
Head] knows that they are not the ultimate force or power. Even the youngest
may appeal to God, to whom the Head too is accountable. Even the youngest
may judge the leadership by the standards revealed in God’s word’ (Jensen
2009, p. 13). Nevertheless there is a unique privilege and responsibility given
to the principal in the authority structure of an Anglican school.
A principal might employ a chaplain and might rely heavily on him/her as the
educational theologian for the school (see Chapter 5 for a discussion of the
relationship between the principal and a chaplain). This does not necessarily
imply the principal is abdicating their role as spiritual leader. As an exercise
of spiritual leadership principals ought to ensure that the best theological
advice is made available to them. This is no different to appointing a head of
curriculum to assist in the educational leadership of the school; the principal
remains ultimately responsible for the school’s educational mission. The
principal appoints a grounds-person to maintain the buildings and sporting
fields, while remaining responsible for the upkeep of the facilities. Because
of the complex nature of Anglican schools it can be wise for a principal to
share the leadership task with others who bring complementary gifts to
the role. In one example, the leadership of a school is exercised by a kind of
‘triumvirate’ of the principal (bringing organisational leadership), the chaplain
(bringing theological leadership) and a Director of Teaching and Learning
(bringing educational leadership). Yet, even though the task is shared, final
responsibility will rest with the principal.
Some principals may be reluctant to describe themselves as the spiritual leader
and prefer instead to acknowledge themselves as one leader among many,
or as being an educational leader with a role to play in spiritual leadership.
This can be an admirable expression of humility and collegiality. But it can
also diminish the sense of responsibility that rightly belongs to the role. The
privilege of leadership gives the principal freedom to place his/her personal
mark on the life of the school and the lives of all those who are associated
with it. There is an associated burden to accompany the privilege: the burden
of leadership is that the principal is the one person who is ultimately held
Spiritual Leadership © Anglican EdComm 2015
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accountable for how the school operates in response to the work of the Spirit
for the glory of Jesus.

Recognising positional authority in this way is a particular feature of an
Anglican approach to leadership structures. Together with other Reformation
churches there is no suggestion in Anglican theology that leaders have an
inherent superiority of being. However to disregard any sense of ‘official’
leadership (literally, ‘by virtue of the office’) fails to acknowledge the legitimate
practice of the early Church in appointing people to particular leadership roles.
Leadership is one of the gifts of the Spirit to be exercised in love among the
body of Christ (Romans 12:6–8). It is the dual task of the principal to diligently
fulfil the requirements of high office as an act of service among brothers
and sisters.

Three dimensions of spiritual leadership
Spiritual leadership in a school community will be developed here in relation to
three distinct but related activities: (1) personal faith, piety and righteousness
of life of the individuals involved, (2) articulating a particular approach to
Christian education, and (3) embedding that approach to Christian education
in the culture of the school.
The three tasks are distinct but inseparable. The godly character of the people
responsible for leadership in the school will influence how any approach to
Christian education is expressed and experienced. The approach to Christian
education articulated by the school’s leadership has direct influence on the
practices employed to embed that theoretical approach in the actual life of
the school. Less obvious but no less present is the influence that the practices
of the school will have on the way Christian education is understood and
articulated. Yet even a theologically flawless educational vision with wise and
insightful systems and structures will be emptied of power if the personal
lives of leaders are at odds with the Christian gospel the school is claiming
to promote.
The principal as spiritual leader must pay attention to each of these three
dimensions and the way each interacts with the other two. Each of these
dimensions of spiritual leadership will be discussed in the following chapters.
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accountable for the way the elements of spiritual leadership are fulfilled or
not. Schools need principals who will own the role and fulfil the task with
dedication and humility.

CONVERSATION PROMPTS
For principals: Are you comfortable with accepting the title
of the ‘spiritual leader’ of the school community? How might
you be tempted to overstep the limits of the role by failing
to acknowledge the ultimate headship of Christ over the
school? How might you be tempted to downplay the role
by failing to exercise your responsibility in the role?
For school councils: Is the role of spiritual leader made
explicit in the role description and accountability
structures for the principal or is it merely assumed?
For staff: Are you prepared to acknowledge the principal as the
‘spiritual leader’ of your school community? How are you tempted
to undermine the role by failing to submit to the principal’s
authority? How are you able to enhance the role through
willing support, fearless advice, prayer and encouragement?

Spiritual Leadership © Anglican EdComm 2015
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CHAPTER 2:
Word, prayer and example
Basic to all spiritual leadership is the personal Christian faith, piety and
righteous life of the leader. This aspect of spiritual leadership is often named
as ‘Christian leadership’, referring to leadership within any domain of human
society that is undertaken by Christian people or informed by the Christian
tradition. The CEO of a major corporation can exercise Christian leadership
as can a local government official, a netball coach or a Christian person as
the principal of a public school. The Servant Leadership movement founded
by Robert K. Greenleaf is often pursued as an approach to leadership at least
consistent with, if not explicitly formed by, Christian ethics. More recent books
with similar cogency within a Christian worldview are Patrick Lencioni, The
Five Dysfunctions of a Team (2002); Arbinger Institute, Leadership and Selfdeception (2010); and Simon Sinek, Leaders Eat Last (2014).
The disciplines of word and prayer, and the exercise of godly character are
indispensable requirements which undergird theories of leadership such
as these. If the sort of spiritual leadership exercised by the principal in an
Anglican school is that which is energised by the Holy Spirit, the principal
must be a person of Christian faith and conviction. The indwelling Spirit will
be transforming them into the likeness of Christ (Romans 8:29; 2 Corinthians
3:18). By word, prayer and godly life, the principal imitates Christ’s dependence
on the Father and submission to the Father’s will.
First then, the principal must be a person who has been formed by the
revealed word of God. ‘Faith comes from hearing the message, and the
message is heard through the word about Christ’ (Romans 10:17). Therefore,
while principals may not have formal theological education, they will have a
mature level of biblical literacy such that both their personal faith and spiritual
leadership has been formed by the word of Christ.
Second, as a person shaped by the word of Christ, the first responsibility of
the principal as spiritual leader is to pray for the school community. More
Spiritual Leadership © Anglican EdComm 2015

Practices of private and public prayer are not only practices that express a
theology of submission to divine authority, they promote that truth in a way
that shapes our subsequent words and actions. Principals who are in the
habit of beginning each day in prayer for the events listed in their diary put
themselves in a place where they are more likely to be conscious of their
dependence on God than those who rush ahead without pause. A habit of
preparing for every conflict resolution meeting by taking time to pray for
those involved, especially to pray for those with whom we ourselves are in
conflict, can be a powerful means by which the Spirit of God works peace
in our hearts. Organising, promoting and attending prayer meetings for staff,
parents or students provide opportunities for whole school communities to
come together in dependence on God.
Thirdly, a life shaped by the word of Christ will model authentic Christian
character and righteous life. The ‘loudest’ communication of the Christian
faith that leaders exercise in a school community is the way they relate to
staff, students and other stakeholders. This is particularly so in times of crisis
when the need for leadership becomes acute. However the ability to walk in
righteousness ‘when everyone around you is losing their heads and blaming
it on you’ does not only belong to men (as Kipling understands manhood) but
to any man or woman who has practised walking in righteousness when all is
calm and when no-one is watching.
A righteous life is not a sinless one. The gospel calls us to live a life that
depends on grace, not one that implies we have no need of it. A life lived in
right relationship with God will honestly acknowledge sin, willingly repent and
earnestly seek reparation.

Spiritual Leadership © Anglican EdComm 2015
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than just an obligation of the office, taking time to pray is consistent with the
theological truth that Christ is the head of the school. Conversely, to neglect
to pray suggests that we have all we need for ‘success’ in our own resources.
When Luther was asked what his plans were for the following day he is said
to have replied, ‘Work, work, from early until late. In fact, I have so much to do
that I shall spend the first three hours in prayer’.

CONVERSATION PROMPTS
For principals: How could your personal practices of
engaging with God’s word, prayer and righteous life be
most effectively integrated with your role as spiritual
leader? Who can you call upon in the school community
to provide you with personal accountability in your
exercise of word, prayer and righteous living?
For councils and staff: If it is the principal’s responsibility
to pray for the school community, who is praying for
the principal? How are faith, piety and righteous living
affirmed and encouraged in the leadership structures of
the school community? Who is encouraging the principal
in his/her personal spiritual health and growth?

Spiritual Leadership © Anglican EdComm 2015
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Chapter 3:
Articulating an approach
to Christian education
The second dimension of spiritual leadership of a school community is to
clearly articulate how the school’s mission is animated by the Spirit of God
for the glory of Christ. The Sydney Diocesan Policy Statement on Education
describes Christian education as one that ‘creates learning situations where
the true knowledge of God, of the world and of ourselves can be explored
and embraced’ (SDS 2010, p. 2). The statement lists 12 factors that help
differentiate a Christian approach to education from other religious and
non-religious approaches, headed by promoting God’s glory (see Appendix 2).
Articulating an approach to Christian education is answering the question,
what do we mean when we say this is a Christian school? What do we mean
when we identify as an Anglican Christian school? Nick Foord, Community
Chaplain at Shore School, offers the example of what it might mean for
a group of Christians to operate a shoe shop: what does it mean to be a
‘Christian shoe shop’?
‘… a shop that is being run by Christians, no more no less. It would be
an expectation that relationships between employees in the shop were
based on Christian principles. It would also mean that the business
would operate on sound Christian principles …
[A shop that] is being run with the ultimate aim of furthering some
Christian ‘purpose’… [such as] reaching people for Christ …
We might run a Christian shoe shop because the shoes in other shops
are too expensive for many of the local community to afford and so out
of a Christian motivation to provide basic needs a shop is started …
The shop may be run to raise money to assist other Christian ministry in
another place’ (Foord 2010, p. 3).
Spiritual Leadership © Anglican EdComm 2015

Being a Christian Anglican school means being the finest educational
community possible from the perspective of the Christian worldview, a
worldview that begins with the conviction that Christ is Lord of all of life
(Dickson 2014, p. 1).
Trevor Cairney notes that ‘education must do more than just give knowledge
of the world that will empower; it must nurture faith in Christ and knowledge
of God that will enable a transformation and freedom that has eternal
consequences’ (2011, p. 15).
Timothy Wright draws on the biblical household as an analogy for a Christian
school. Grounded in covenant agreements, the household is bound together
by promises of mutual obligation, responsibility and trust. The principal as
‘household head … bears the responsibility directly or indirectly for the welfare,
discipline and setting of direction for the community as a whole and for the
individuals in it’ (Wright 2015). As a Christian household, the school community
exists for the holistic education of students in a way that is consistent with the
beliefs and practices of the Christian faith. Using the household metaphor,
Wright understands students from non-Christian families as choosing to
covenant as members of a Christian community within which they will receive
their compulsory primary and/or secondary education. Within this community
they will be educated in the Christian faith and participate in Christian
practices such as chapel as a member of this household.
Whatever approach to Christian education the school adopts, it is essential
that the principal is the chief promoter of this vision. It is not necessary for
the principal to be the primary architect of the school’s educational mission.
Nor does the principal have to take the lead in the detailed articulation of the
mission in order to induct new staff into the school’s culture. But if the principal
cannot be clearly identified as the leading champion of the chosen approach
to Christian education that vision will never become deeply embedded in the
life of the school. The precise way that principals promote the mission will
vary depending on their individual gifts and personality. This will be addressed
in more detail in Chapter 5. Yet all principals must understand the choices
that have been made in the school’s approach to Christian education. All
principals must be able to communicate the essential features of the school’s
Spiritual Leadership © Anglican EdComm 2015
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Clearly there are a variety of ways in which a school might understand its work
and mission as existing for the glory of Christ. Starting from the assumption
that Anglican schools are first and foremost educational institutions, John
Dickson offers this definition:

There will be a number of public occasions in the life of the school and the local
community when it is vital that the principal can persuasively communicate
the Christian mission of the school. Open nights for prospective parents and
speech night at the conclusion of the year are obvious examples.

CONVERSATION PROMPTS
What documents exist that describe the specific approach
to Christian education pursued by the school? Is there
a consistent vision of Christian education presented
in written documents and public communication?
Of the 12 affirmations of a Christian approach to
education proposed in the Diocesan Policy Statement
on Education (see Appendix 2), which of these are
prominent in the school? Which are less prominent?
What are the main public opportunities for promoting
the Christian mission and vision of the school? If a parent
or staff member was relying on the most recent public
communication from the principal what would they be able
to conclude about the educational mission of the school?

Articulating an approach to Christian education is a complex task. There
are competing theoretical and theological perspectives on which to draw
as well as the demands of choosing language that will clearly express the
mission, vision and values of a school that are consistent with Christian faith
to diverse audiences (such as students, staff, parents, and council members).
Most schools do not come to the task of articulating an approach to Christian
education with a blank slate. In such cases the challenge is not to come up
with something brand new, but to review and refine what has been developed
in the past, and ensure alignment with the way Christian education is actually
practised in the school.
Spiritual Leadership © Anglican EdComm 2015
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approach to Christian education. All principals must be willing to defend the
school’s approach to Christian education.

1.

What faith commitments are expected of school staff, particularly
of teaching staff?

2.

What place is given to Biblical Studies and the Christian worldview
in the school curriculum?

3.

What is the relationship between the Christian mission of the school
and the ministry of the local church?

What faith commitments are expected
of school staff?
Among the Anglican schools in the Diocese of Sydney there appear to be three
different views about what is expected of staff by way of faith commitments.
Each approach can be and is defended on strong biblical and educational
principles. This discussion paper does not advocate one approach as better
than the others. This does not mean that principals should simply run with
whatever choice they prefer, or whatever view they may inherit from their
predecessor. Rather, we recognise that along with the contribution that each
approach can make to the life of a school there are particular challenges that
will need to be met.
Our aim is to deepen the conversation around this significant issue. There
is very little value in caricatures, thoughtless assertions or convenient
justification for pragmatic choices. The following section gives a description
and rationale for each approach and notes the significant challenges for
spiritual leadership that are most likely to arise under each option.
i. All staff are expected to hold a personal commitment to Christian
faith and be actively involved in a Christian worshipping community.
As religious institutions Anglican schools are able to choose to employ only
Christian staff on the grounds that all staff will participate in the Christian
pastoral care program and broader Christian mission of the school. The
expectation of active Christian commitment is usually extended to the
members of the school council as well. In some schools the requirement
for Christian commitment may apply only to teaching staff and other staff
directly involved in pastoral care and school leadership.
Spiritual Leadership © Anglican EdComm 2015

21
Chapter 3

Three diagnostic questions clarify the central features of an approach to
Christian education:

In a school community where all staff members are confessing and practising
disciples of Jesus, the educational mission of the school is seen as an activity
of the Church in service of the wider community. In particular, such a school
community may see itself as an extension of the family for the nurture of the
children of Christian parents in life and faith.
This approach does not necessarily mean a school will employ a less
competent teacher who is a Christian over a highly competent teacher
who is not. Doing so could threaten not just the viability of the school as
an educational institution but the integrity of the school as an act of loving
service to students and their families in honour of Jesus. Schools that adopt
this approach need to work hard to identify and recruit Christian teachers
of the highest calibre. It would be wise therefore for a school pursuing this
approach to staffing to make a particular contribution to the wider task of
recruiting Christians into teaching, and providing the best possible training
and professional development needed to advance the profession. EdComm
has been working since 2007 to promote teaching as a strategic ministry
for Christians to pursue. From 2015 the Christians in Teaching initiative has
expanded to include supporting schools in their induction and development
of new teachers, promoting teaching as a vocation among senior students
and engaging with final year education students.
The first challenge in relation to this approach is how the leadership of
the school determines the personal faith commitments of applicants.
Receiving letters of commendation is a practice that goes back to the early
Church. In Romans 16:1–2 Paul commends Phoebe to the church in Rome,
requesting they receive and support her ministry. Paul provides similar
references for Timothy (1 Corinthians 4:17) and Titus (2 Corinthians 8:16–19,
Spiritual Leadership © Anglican EdComm 2015

22
Chapter 3

This approach is grounded in the assumption that it is the entire staff team
that carries the Christian ministry of the school. This is significant in relation
to the Christian content of the school curriculum as well as the school’s
Christian pastoral and formational ministry. Employing only Christian teachers
often goes hand-in-hand with the desire for the Christian worldview to be
expressed in the teaching of all classes across the curriculum. The discussion
below recognises that just because someone professes to have a Christian
faith, it doesn’t necessarily mean they are skilled in integrating the Christian
worldview in their particular subject area. Nevertheless, because Christian
faith is essentially about a relationship with God rather than a philosophy
about God, effectively communicating the Christian worldview requires
personal commitment as a necessary foundation.

Secondly, once staff are employed there remains an ongoing challenge for
the school to hold them accountable for their Christian faith and faithfulness.
This will place a considerable degree of importance on the pastoral care and
support systems provided for staff.
ii. All staff are expected to commit to promoting the Christian
mission, vision and values of the school.
This approach recognises how difficult it is for a school as an institution to
determine the personal faith commitments of prospective and existing staff.
A process of personal discernment is difficult to formalise in the policies of
an institution. An alternative therefore is to require new and existing staff to
commit to a set of values and behaviours that have been chosen because
they embody the Christian mission and vision of the school.
By committing to this set of values and behaviours, the staff are expressing
a willingness to engage in a process of Christian formation, at least in some
way. If one of the values of the school is to promote formation in the Christian
faith through applying the Christian worldview to all relationships, curriculum,
policies and procedures, then by committing to that value the staff are
committing to pursuing their teaching in a way that will include pursuit of
Christian formation.
In common with the first approach discussed above a school that adopts
this approach can also see itself as an activity of the Church, understand
the school’s Christian mission to be carried by the whole staff, and seek to
articulate the Christian worldview in all classes across the curriculum. The
significant difference is that this approach does not ask the local church to
vouch for the Christian commitment of staff; instead, the school itself has
established a set of expectations that include some element of pursuing a
personal faith journey.
The first challenge in this approach is to ensure that prospective staff
understand the significance of the commitments they are making in their
employment. It will be important to explain why these commitments are being
asked for, and what assumptions will be made by the school’s leadership
based on these commitments.
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23–24). Even though personal conversations are often used in preference to
written references, schools will need to set a clear policy regarding which
churches they will be in fellowship with in order to accept recommendations
for prospective staff.

iii. Staff are not required to hold a personal commitment to Christian
faith, but are expected to work within and support the Christian
mission and vision of the school.
As with the second approach outlined above, this third model recognises how
difficult it is, if not impossible, for a school as an institution to determine the
personal faith commitments of its staff. In contrast there is no expectation
given or assumption made that staff will be pursuing Christian formation in
any particular way. Staff will be at liberty to express their personal convictions
in their teaching and other interactions with students. The only requirement is
that they do so in a way that is duly respectful of the Christian mission of the
school and consistent with certain moral and ethical commitments.
The rationale for this approach places a priority on the activity of the school
as an educational institution. Despite whatever goals of Christian formation
or worldview education the school may hold, the majority of parents who
choose to send their children to the school do not profess Christian faith. They
are primarily seeking a high quality education for their children. This does not
imply that these schools have sacrificed Christian purpose for educational
excellence. Rather, the Christian values of love and faithfulness to a promise
are grounds for a school doing all that it can to ensure families receive the
education for their children for which the school has been contracted.
Just as the first approach outlined here can be poorly caricatured (‘we
will happily employ incompetent staff as long as they love Jesus’), so too
this approach can be pilloried as ‘we’re just interested in producing the
best performing students whether they end up as Christians or not’. Both
caricatures are possible, but neither is necessary. John Dickson recognises
that though non-Christian staff would not be expected to promote the gospel,
their involvement in the school can be a healthy expression of Christian
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Further, as with all corporate values statements, staff must be held
accountable to the commitments made in an employment contract. Schools
will also need to recognise that a willingness to pursue Christian formation
from all staff will still require determining which staff have the necessary
maturity in the faith and appropriate gifting to undertake certain ministry roles
in the school. Determining a discipline policy, preaching in chapel, teaching
Biblical Studies, offering Christian pastoral care and counselling, teaching a
Christian worldview approach to a learning area: all of these are roles that
require Christian maturity, specialist expertise and ongoing training.

Support for the Christian mission and vision of the school should at least be
demonstrated by the way all teachers abide by a relevant code-of-conduct
or other formal expression of the way teachers are expected to relate with
one-another, with students, and students’ families. Schools ought to also
ensure that non-Christian staff have the freedom to express personal
convictions without undermining the Christian purpose of the school. It
would be reasonable to expect a teacher to explain why they disagree with
the sermon preached in the school chapel; it would be unreasonable for a
teacher to speak disrespectfully of the preacher or to dogmatically dismiss
Christian faith as stupid.
Schools are able to make the most of this approach by establishing open
forums for discussing and debating Christian belief and practice. To be
consistent with a Christian mission there would need to be a strong Christian
presence among the staff who are able to defend the faith in public debate.
The Christian mission of the school will include equipping staff and students
to contend for the faith in a contested environment.

CONVERSATION PROMPTS
What expectation is made about the faith commitments of
staff? Are there different expectations for teaching staff and
office staff? What are the implications of such differences for
the way the Christian purpose of the school is pursued?
What are the particular opportunities presented by the approach
taken in your school? How can the principal make the most of
those opportunities in the way he/she engages with the staff?
What are the particular challenges presented by the approach
taken in your school? How can the principal counteract those
challenges in the way he/she engages with the staff?

Spiritual Leadership © Anglican EdComm 2015

25
Chapter 3

values: ‘True Christian conviction does not silence alternatives but engages
with them, confident that truth and beauty have a way of “outing” themselves’
(Dickson 2014, p. 3).

There are three broad options in relation to where biblical teaching sits in
relation to the rest of the school curriculum: as a distinct learning area with
specialist content (figure 1); as a distinct learning area with an integrating role
across the curriculum (figure 2); and as an integrating element taught across
all learning areas (figure 3).

Fig 1.

Fig 2.

Fig 3.

i. Distinct learning area with specialist content
Biblical Studies could be taught as a distinct learning area that focuses on
teaching the nature and content of Scripture. A Biblical Studies curriculum
ought to encompass the doctrine of Scripture including inspiration,
canonisation and transmission. Students should gain an awareness of the
content of Scripture, surveying the various genres of biblical literature and
understanding the overarching narrative of the Bible from creation to new
creation. A survey of systematic theology would introduce students to how the
teaching of the Bible engages with the contemporary world. An examination
of church history could explore the impact of Christianity on human culture,
consider the influences of the Protestant reformation on the western world
and demonstrate the influence of the Anglican Church on the establishment
and growth of modern Australia.
The strength of this approach is its acknowledgement of the study of the
Bible and Christian faith as a key area of human learning alongside the more
familiar aspects of the school curriculum. In order to flourish in a society that
has been profoundly shaped by the Bible through its history (see Clark 2013)
students ought to be given the opportunity to develop an awareness of this
text. A curriculum in Biblical Studies will mean that ‘students ought to be
able to accept or reject the faith but not, at the end of their time at school,
misunderstand it’ (Wright 2014).
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Where does the study of the Bible and
Christian faith fit within the school curriculum?

ii. Distinct learning area as an integrating unit across the curriculum

The oft-quoted conviction of Abraham Kuyper, ‘There is not a thumbsbreadth of all creation of which God does not say, “This is mine”,’ enables
teaching Biblical Studies to connect all the separate key learning areas of the
curriculum to the Gospel of Jesus. Biblical Studies lessons can dovetail with
other learning areas and demonstrate how each subject can be understood
within the Christian imagination. When the students in a Year 7 Design and
Technology class begin planning their first woodwork project, the Biblical
Studies class could be discussing God’s creative activity that is shared with
human beings who are created in his image. When Year 9 English students
study Shakespearean tragedy, the Biblical Studies classes might engage
with the plot line of the biblical drama and contrast how the reality of human
conflict is overcome through the work of Christ and the promise of God’s
eschatological renewal. Alongside the school production of Les Misérables,
the Biblical Studies class could consider how Victor Hugo has expressed
the Christian doctrine of grace and discuss the implications of mutual grace
relationships for human flourishing.
This approach to Biblical Studies places significant demands on those
who teach it. Not only do they need to be on top of biblical, historical and
systematic theology, they also need to be sufficiently adept at the other key
learning areas in the curriculum to be able to provide more than a superficial
theological engagement with key content. The Biblical Studies Framework for
Anglican Schools Years 7-10 (AEC 2013) pursues this approach by placing all
human history and endeavour under the broad biblical theological framework
of Creation-Fall-Redemption-New Creation. The framework includes key
questions in each subject area that connect with a biblical worldview. Ruby
Holland, lead writer of the Biblical Studies Framework has also produced a
series of booklets on ways of teaching Mathematics, Science, English and
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The good news of Jesus is not just a message about ‘going to heaven when
you die’ but about the restoration of our creation purpose to be the image
and likeness of God in creation. Eternal life is not merely a quantity of life
in the next age; it is a quality of life available to human beings in this age in
having relationship with the Father through the Son (John 17:3). This ‘full life’
that Jesus came to give (John 10:10) is a sharing in Jesus’ own life (Galatians
2:17) since Jesus himself is the eternal life (1 John 5:20). Being conformed to
the image of Christ means becoming truly human as we were created to be.
Understood in this light, the biblical revelation shapes a way of imagining the
world that is able to make sense of all human experience.

iii. Integrating element taught across all learning areas
If the integrative teaching outlined above can be done in a distinct Biblical
Studies class, there is no theoretical reason why it could not be incorporated
into the teaching of all classes across the curriculum. The practical obstacle is
the need for classroom teachers to be as fluent in Bible and theology as they
are in their particular subject, as well as having the skills of integrative thinking
to draw insightful connections between the two. As noted above, this is a
challenging task even if the school has a policy of only employing practising
Christian teachers. Not all believers are sufficiently skilled for or trained in this
kind of integrative thinking, let alone teaching.
Again the opportunity presents itself for team teaching. Rather than classroom
teachers participating in the Biblical Studies program (as suggested in point ii
above), the Biblical Studies staff could participate in particular aspects of the
teaching program in other subject areas.
Each of these approaches has benefits to offer the Christian mission of
the school. Ideally aspects of all three approaches should be included in
the teaching program. Indeed, to pursue Biblical Studies only as a discrete
subject with no explicit connection to the rest of the curriculum is a missed
opportunity for demonstrating the full riches of the good news for all of human
life. At least some elements of the program for a discrete Biblical Studies
class ought to involve demonstrating how the gospel speaks into other parts
of the school curriculum.

CONVERSATION PROMPTS
Where does the study of the Bible and Christian faith fit
within the school curriculum? How are the opportunities
present in this approach being maximised? How are the
challenges inherent in this approach being counteracted?
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History ‘with the eyes of faith’ (Holland, 2012a, 2012b, 2013a, 2013b). One way
of facilitating this sort of integration is to take opportunities for team teaching,
where subject matter experts teach alongside Biblical Studies experts in
order to best engage with the richness of each subject area.

A particular feature of Anglican theology in the Diocese of Sydney is the
understanding of the local congregation as ‘the church’. The so-called
‘Knox-Robinson ecclesiology’ argued that the New Testament use of the
word ekklēsia, meaning ‘gathering’, for the church refers in the first place to
the spiritual gathering of all believers in heaven around Christ. The physical
gatherings of believers in local congregations is subsidiary to this heavenly
gathering (Knox 1964; see Jensen 2013, Chapter 6). Thus, ‘the church’ is
not the Diocesan office nor the denominational network, but the local
congregation. The key ecclesiological question for Anglican schools in the
Diocese of Sydney is the nature of their relationship with local congregations.
All of the principals, chaplains, Biblical Studies teachers and council members
interviewed for this paper agreed that the school is not a church. That said,
there was some question over whether the schools ought to be churches
because of the quantity and quality of effective Christian ministry being
conducted in them compared to what is occurring in many local churches.
The number of staff and students in the average Anglican school in Sydney
dwarfs the number of people the average parish engages with each week.
The opportunities for gospel ministry presented (in classes, chapel, lunchtime
groups, pastoral counselling) exceed those of many parishes. Yet the local
church is not identified by the quantity or ‘success rate’ of the ministry being
performed. Two key factors distinguish an Anglican school from the church:
membership of the school community is restricted by the school’s enrolment
policy, which is in most cases connected with the payment of fees; and
membership is limited to the duration of a student’s enrolment in school.
Though an Anglican school is not a church, it still has a significant role to play
in God’s redemptive mission: it is a fellowship of Christian people who have
banded together to operate an educational institution. Winter (1974) names
this type of fellowship a ‘sodality’ (from Latin sodalitas, meaning ‘fellowship’),
in contrast to a local congregation, which he names as a ‘modality’. A modality
is defined as ‘a structured fellowship in which there is no distinction of sex
or age’, such as a local congregation. A sodality is ‘a structured fellowship
in which membership involves an adult second decision beyond modality
membership, and is limited by either age or sex or marital status’ (1974, p. 127).
Rather than pitting one structure against the other, there can and ought
to be an effective partnership between the local church and para-church
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What is the relationship between
the school and the local church?

An Anglican school is a ministry fellowship that exists alongside and in
partnership with local churches. To be most effective in fulfilling God’s
redemptive mission in the world Anglican schools and local congregations
should not operate independently of each other.
An approach to Christian education ought to articulate how the school and
the local church will work together. The expectations of staff and students
to participate in school activities ought not to prevent them from fully
participating in the regular ministry of their local church. At the same time,
churches ought to recognise that Christian teachers are often exercising
significant gospel ministry in their work at school.
Schools should consider how any evangelistic ministries undertaken by the
school can connect with local churches. Some regional schools are able to
readily identify five to ten Anglican parishes that cover the majority of the
school’s drawing area. This will be more challenging for city schools that draw
from across the metropolitan area. Nevertheless, students and their families
must be encouraged to connect to a local church to pursue a lifetime of
Christian discipleship.
The responsibility for church–school partnership falls on both parties.
Leaders of schools and leaders of churches both complain about a lack of
willingness on the part of the other party to devote the time and energy to
working out effective ways to complement one another’s ministry. Schools
often have facilities that could be used as a central gathering point for church
leaders. Proximity can be a catalyst for innovative thinking about effective
partnership. At the very least schools and churches ought to be aware of
each other’s calendars and wherever possible coordinate their diaries so that
the youth group camp isn’t scheduled on the same weekend as the school
production again!

Spiritual Leadership © Anglican EdComm 2015

30
Chapter 3

fellowships such as Anglican schools. The primary example of a sodality is
Paul’s missionary band. Winter points out that Paul’s missionary activity was
‘not simply the Antioch church operating at a distance from its home base’
(1974, p. 123), but neither was Paul’s activity entirely separated from or in
competition with the local church. The missionary fellowship was birthed out
of the local church (Paul and Barnabas were set apart for their work by the
elders of the church in Antioch, Acts 13:1–3); the fellowship included people
from other local churches (such as Timothy, Acts 16:1–3); and the fellowship
worked to establish new local churches (Acts 14:23).

CONVERSATION PROMPTS
Of the students’ families who attend a church regularly, from
which local churches are the majority of them drawn?
What opportunities exist for the leaders of those churches
to meet one another to develop relationships of trust?
How can the school’s resources be used to facilitate the
shared ministry goals of the school and local churches?
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Chapter 4:
Embedding culture
Articulating and championing a particular approach to Christian education
is foundational to embedding that educational vision in the school’s culture.
Spiritual leadership also requires the embedding of those ideas in the culture
of the school in order to affect lasting change.
James K. A. Smith (2009) has emphasised the formational power of embodied
practices in both secular and religious life, drawing on the concept of the
‘social imaginary’ from Charles Taylor (2007). A social imaginary is similar to
a worldview in that we are thinking about how a particular image or view of
the world shapes the way we engage with the world. Unlike a worldview, a
social imaginary operates at the level of tacit rather than focal knowledge:
where a worldview can be articulated in a set of propositions about the
world, the social imaginary is carried through the interaction of customs,
stories, behaviours and buildings. The social imaginary is both descriptive and
normative, ‘providing a sense of how things usually go ... how they ought to
go, [and] of what missteps would invalidate the practice’ (Taylor 2007, p. 106).
Spiritual leadership includes recognising the importance of the school
environment for shaping how people will experience the school’s approach to
Christian education. As spiritual leader, a principal needs to give attention to
the physical, ritual and relational environment that will embody the Christian
mission of the school.

Physical environment
When the British House of Commons was to be rebuilt following World
War II, Winston Churchill said ‘We shape our buildings and thereafter they
shape us’. The building in which the British Parliament met was designed and
constructed to serve a particular purpose (MPs meeting to formulate laws).
Once built, the building itself had a role in shaping the behaviour of those who
met in it. Churchill was arguing for rebuilding the parliamentary chamber in a
Spiritual Leadership © Anglican EdComm 2015

The built environment of a school can reflect and promote the school’s
Christian mission, or counteract and undermine it. For example, to have the
Biblical Studies staffroom in a demountable in the back corner of the school
property will suggest that the Christian mission is a loose attachment to the
life of the school. Investing in a chaplaincy office in the centre of the campus as
part of the main gathering areas of the school is an act of spiritual leadership
in support of a Christian approach to education that sees Christian faith
as central to the work of the school. Talking about the value placed on the
teaching staff as a united group of professionals will struggle to gain traction
among a staff who are scattered around a variety of isolated staffrooms.
Investing in new classrooms and converting existing rooms into a central
staff meeting area is an act of spiritual leadership in support of a Christian
approach to education that sees the unity of the staff as an expression of
fellowship as humans created in God’s image.
Renovating buildings is not always possible. It may be that a school will need
to live with inadequate or less-than-ideal facilities. If so, more attention may
need to be given to communicating the mission, acknowledging the limitations
of the buildings, and looking for rituals and relationships that can overcome
the physical challenges.

CONVERSATION PROMPTS
What story is being told by the physical structures and
environment of the school? How is the physical environment being
‘read’ differently by students, staff, parents, the local community?
What changes are necessary to align that story with the
stated Christian mission and vision of the school?
If it is not possible to make physical changes, what
positive messages need to be reinforced in order to work
against the limitations of the physical environment?
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way that forced members to sit very close to one another. His point was that
English democracy had been influenced by the fact that political debate was
conducted with those on opposing sides (literally) being able to see each
other face to face.

The ritual environment of the school refers to the intentional practices that
are enacted in the life of the school in response to, and in order to promote,
its approach to Christian education. Though the language of ‘ritual’ is often
restricted to religious settings, we are talking more broadly of the actions
or practices that are intentionally pursued in the school. Because they
are physical actions, rituals take hold in our subconscious and shape our
thoughts and actions. This is true whether the rituals are formal, like giving
an acknowledgement of country at the beginning of school assembly, or
informal such as catching the train to school every day. As such, rituals are a
significant element of a social imaginary. A selection of examples will serve to
demonstrate the point.
Where the principal sits during chapel is a significant ritual in the life of the
school. The principal might enter the chapel at the head of a procession of
those taking part in leading the service and then sit on the stage with the
chaplain as the service proceeds. This practice might communicate to the
students that the principal is actively involved in the chapel ministry: by sitting
in such a prominent position students will always be able to see the principal
in attendance. However, an unfortunate implication of this practice is that
the principal will be left sitting behind the chaplain during the Bible reading
and sermon. Rather than just attending chapel and supporting the chaplain,
the principal may now be seen to be presiding over it. This message would
be at odds with the Christian value that all human leadership is exercised
in submission to the headship of Jesus exercised through his word. An
alternative ritual could have the principal enter the chapel walking side by
side with whoever is preaching that day before taking a seat in the front row
together with students and staff.
The way students are expected to address teachers is a significant ritual in
the life of the school. Calling teachers by their first names or using a nickname
might express a sense of collegiality in the task of learning, but could undermine
a value placed on respectfulness and submission to authority. Addressing
male teachers as ‘sir’ could engender respect for those in authority, or it could
undermine a value on relationship that removes the teacher’s personal name
in place of a general honorific.
The way teachers are expected to address students is equally significant in
the ritual environment of the school. Are students Harry and Maya, or Mister
Spiritual Leadership © Anglican EdComm 2015

34
Chapter 4

Ritual environment

When and where prayer happens in the school is an aspect of the ritual
environment. Beginning every formal meeting of staff or council with prayer
can express the school’s value of being dependent on God. Though if the
prayer is unrelated to the business at hand and members are allowed to read
their agenda or make a cup of tea while the prayer is said, it will suggest
that prayer is a formality that needs to be endured before getting down to
business. Finding a quiet place to pray away from others can say that explicitly
calling upon God is a special kind of conversation; on the other hand, praying
in the same place that you’ve just held a conversation with someone can say
that God is as much part of our everyday conversation as any other person.
Where the chaplain’s report appears in the school newsletter is part of the
ritual environment of the school. If Biblical Studies is promoted as a key learning
area with equal prominence to Science, Mathematics and English, then it is
appropriate for the Biblical Studies report to be arranged alphabetically in
the newsletter after Art and before Chemistry. Alternatively, if Biblical Studies
is to be the integrating unit for the whole curriculum, it could reasonably be
placed ahead of or as a conclusion to the other subject reports.
Rituals include what is not done as much as what is. Holding many other
co-curricular activities in the same timeslot as the Christian lunchtime group
can negate any explicit message that encourages students to attend. A policy
of not scheduling other activities in competition with the Christian group can
be a powerful ritual practice that expresses the value the school places on
Christian ministry. It may be that the chaplain will choose not to attend the
lunchtime group to give greater authority and responsibility to the student
leadership team.
Important as ritual practices are, we need to remember that their meaning is
not transparent. Without explicit interpretation the purpose of ritual practices
may be interpreted in a way opposite to what was intended. There needs to
be constant interaction between what is stated about the school’s approach
to Christian education and what is practised. The ritual environment of the
school needs to be explained in relation to the articulated mission, vision and
values of the school; and the mission, vision and values of the school need
to be embodied in practices that will both express and support the school’s
approach to Christian education.
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Berry and Miss Johnston, or simply Berry and Johnston? Is it acceptable for
teachers to use nicknames for students?

CONVERSATION PROMPTS
What messages are being told by the rituals and regular
practices of the school? What are the ritual practices
experienced by students and how might they be different
from what is experienced by staff or parents?
What rituals and regular practices need to be changed to align the
story with the stated Christian mission and vision of the school?
What rituals and regular practices need to be explained to
remind students, staff and parents about how they embody
the stated Christian mission and vision of the school?

Relational environment
As noted earlier, spiritual leadership is fundamentally personal: persons in
relationship with other persons. Therefore the relational environment of the
school is a critical element in spiritual leadership.
The relational environment of the school concerns more than just the relational
values that the school will uphold. A set of ethical values is often included in
the school’s expectations of teachers in relation to their personal Christian
faith. Those values are not abstract moral concepts but summary statements
for how the members of the school are expected to interact with each other.
With this recognition spiritual leadership will be concerned with the relational
structures within which those interactions occur. Like the physical and ritual
environment, relational structures can express and promote a particular
approach to Christian education. There are various elements of the school’s
relational environment that are particularly relevant for a principal’s role as
spiritual leader.
i. Determining spiritual leadership offices
As spiritual leader, a principal needs to determine what other official roles will
be established in the life of the school. Whether or not there is a designated
Spiritual Leadership © Anglican EdComm 2015

Chapter 4

36

ii. Staff recruitment, selection and induction processes
The individuals who comprise the staff of the school are crucial for the way
the entire school community experiences its Christian mission. Spiritual
leadership must pay attention to the processes used to recruit, select and
induct new staff.
Involvement in recruiting Christian people into the teaching profession
ought to be a significant concern for all principals irrespective of their
particular employment practices. Every Anglican school will benefit from a
growing supply of well-trained teachers who are equipped to integrate their
personal faith with their teaching. In this sense the spiritual leadership of the
principal extends beyond the immediate concerns of their particular school
and contributes to the wider fellowship of schools that are committed to
Christian education.
The level of involvement that the principal has in staff selection and induction
is an important element in establishing the relational structure of the school.
Other than in very small schools it is almost impossible for the principal to be
personally involved in interviewing all prospective staff. Nevertheless there
will be key positions for which the principal will want to be directly involved in
interviewing and selecting.
Because of the significant personal dimension to spiritual leadership it is
important for new staff to have the opportunity to build a personal relationship
with the principal as quickly as possible. For some staff roles this will simply
involve being able to meet the principal in a function for new staff. For others
it will require a careful investment of time to build a generous understanding
of each other in relation to the shared work of the school.
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chaplain is a decision for the spiritual leader of the school. Will there be a
chaplain, or a head of Biblical Studies, or a director of mission? If there is to be
a chaplain, where will that role sit within the school’s leadership structures? If
there is to be a number of people in a chaplaincy team, how will the lines of
authority and responsibility in the team be structured? The choices involved in
establishing chaplaincy (or not), choosing titles and applying an organisational
structure will all communicate something in relation to the school’s stated
approach to Christian education. Principals need to pay attention to the
messages that are given explicitly and implicitly by these choices.

iii. Establishing pastoral care policies and systems

Establishing structures such as staff devotions, prayer meetings and
Christmas parties are all elements that contribute to the pastoral care and
support of staff. One of the advantages of having a staff who each profess
Christian faith is the opportunity to arrange staff in prayer triplets and to
celebrate communion together at key times through the year. Many other
structures are also possible for building a sense of fellowship and common
purpose among a staff team.
There are many reasons why the principal cannot provide pastoral care and
support to every individual and family. Not only are there too many people
in need of care, there will be circumstances where it is inappropriate for
the principal to be the ‘support person’ for those in need. It may be that the
principal is directly involved in a conflict. If a staff member reports directly
to the principal, offering pastoral care may be complicated by concerns
for professional accountability alongside personal concern. The level to
which a principal is involved in pastoral care situations will depend on each
circumstance as well as the principal’s personal gifts and relationship with the
people concerned.
iv. Staff appraisal/development systems
Keeping staff accountable to the obligations of their employment and
membership of the school community is an important aspect of the relational
environment of the school. A code of conduct that is never enforced is more
than a waste of time; the lack of follow-up communicates that these values
are actually not as important as official statements might say. As a result, the
implicit message is that ‘mere compliance’ is more highly valued than personal
commitment. On the other hand, staff accountability must not resemble the
intrusive policies of a police state.
Some schools have chosen to replace a ‘staff appraisal’ process with a ‘staff
development’ process. Both systems are quite similar: a personal review of
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Pastoral care systems provide the structures in which values of love and
concern can be expressed for the members of the school community: for
staff, students and their families. Systems wisely conceived can support and
enable personal relationships and help ensure that no individual is overlooked.
Poorly conceived and carelessly implemented systems can become a burden
that work against the original intention. Spiritual leadership must pay attention
to the way the values of caring support are implemented.

One school sought to open conversations about improving teaching to
all members of staff rather than restricting such conversations to formal
meetings between supervisors and direct reports. Staff were asked to take
time to visit one another’s classrooms and to stay in the room long enough to
observe three things they could commend and one thing on which they could
offer constructive feedback. All staff taught with an ‘open door’ and could
choose where and when they would do their observation. It was effective for
a season in making conversations about the quality of teaching a regular part
of school life. Practices such as these reflect Christian values of openness and
accountability. They communicate powerfully to students and their families as
much as to teachers themselves.
v. Student discipline procedures
Christian discipline ought to involve more than just keeping the rules. When
Paul instructs parents to bring their children up in the ‘training and instruction
of the Lord’ (Ephesians 6:4) he would have been thinking more broadly than
rules and punishments. Stirrup (2013) observes,
‘The Greek word that [Paul] used has to do with an organised and
coherent training package. This training had the aim of cultivating
familiarity with the cultural markers and traditions of a community. The
training would be offered in order to acquire an appreciation of the key
elements of that culture. Even more, the hope and expectation is that
through involvement in the program, participants will develop a sense
of identity that is fully aligned with that culture and that tradition. They
will tell its stories and sing its songs. They will take in its norms and live
out its values.’
Discipline therefore refers to the embedding of a Christian approach to
education as we have been outlining here.
That said, a significant aspect of a Christian understanding of discipline is
applying sanctions to behaviour that is outside the standards set by the
community. It is not ‘un-Christian’ to establish rules and consequences. In fact
the imposition of a penalty in response to misbehaviour expresses the value
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progress over the past year followed by an interview with a supervisor. The
difference is that rather than having a tone of ‘Have you met the standard?’
it is conducted with the sense of ‘How can we help you continue to develop
your gifts as a teacher?’

CONVERSATION PROMPTS
What are the social and relational structures that shape the
interactions of the members of the school community?
What are the structures that relate to the principal and
executive; principal and staff; principal and students; staff
and each other; staff and students; staff and students’
families; principal and students’ families etc.?
Which of these structures are supporting the Christian
mission and vision of the school? Which of these structures
are inhibiting the Christian mission and vision?
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placed on individual responsibility and freedom in Christian theology. A school
discipline policy ought to extend grace and mercy and treat all students and
staff with equal respect. Programs designed to encourage recognition of the
consequences of behaviour and to facilitate restoration of relationships are
to be encouraged. However, if a student is not willing to repent and seek
forgiveness for the hurt they may have caused to another, they cannot be
forced to do so.

Chapter 5:
How can spiritual leadership
be exercised?
Each of the dimensions of spiritual leadership outlined in Chapter 4 will be
exercised in different ways and to different degrees by a range of people
involved in the life of the school. The principal as the spiritual leader holds
ultimate responsibility for how each is exercised. Yet there is no one way for
spiritual leadership to be exercised. The particular way in which principals
express their responsibility will be shaped by the interaction of three key
factors: their leadership style and gifts, their relationship with the chaplain(s),
and their relationship with the school council.

The leadership style and gifts of the principal
There are some leadership styles and gifts that are fundamental to the
role of principal of an Anglican school. We have already identified the need
for the principal to be able to communicate persuasively and publicly the
Christian mission and vision of the school. The ability to speak to a range
of audiences (staff, students, parents, general public) is essential. Principals
also require outstanding gifts in interpersonal relations to enable them to
engage effectively with a wide range of people. Spiritual leadership cannot
be separated from the person-to-person relations that are integral to the
leadership of a school community.
Beyond these common elements, we could identify three models of leadership
that reflect different leadership styles and gifts: the principal as preacher,
the principal as teacher, and the principal as pastor. These are not mutually
exclusive categories and most principals would employ at least two if not all
three of these roles to some degree in their work. Yet one may be a more
prominent leitmotif in the way they exercise their spiritual leadership.
A principal gifted with theological insight and oratorical skills has an
opportunity to lead the school community through preaching and public
Spiritual Leadership © Anglican EdComm 2015

Other principals will focus their spiritual leadership among teachers and
students through a continued classroom presence. The principal as teacher
can exercise leadership by providing direction for the content of the Biblical
Studies program in the school. Some principals take a role as a classroom
teacher in Biblical Studies either taking a particular class or visiting various
classes through the year. Some principals are involved in team-teaching in
Biblical Studies classes for senior students.
The principal as pastor may exercise a particular spiritual leadership by
providing pastoral care to staff and, in some cases, to students’ families. This
role is incumbent on the principal developing a high level of trust among the
staff. Along with the personal gifts of the principal, a strongly pastoral spiritual
leadership will often be most available when a principal has been in their
role for some time. This role is also enabled by a school administration large
enough for the principal to not be directly involved in overseeing the work
responsibilities of other staff.

CONVERSATION PROMPTS
Is the principal’s leadership readily categorised
into one of the models outlined here: principal
as preacher, as teacher, as pastor?
What are the unique gifts, personality traits and professional
experiences that the current incumbent brings to the role?
Is the expected role giving the principal the
opportunity to serve from his/her strengths?
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speaking. Harris described the way Rod West exercised his leadership of
Trinity Grammar School through ‘delivering passionate biblically-based
orations to hushed whole-school assemblies on moral and societal issues’
(2013, p. 64). West’s promotion of Christian teaching through writing for the
former Teachers’ Christian Fellowship, and speaking with clergy and parachurch organisations to recruit Christian graduates is an example of the
type of spiritual leadership appropriate for someone with preaching gifts
and personality.

A school chaplain, or chaplaincy team, has the potential to be the principal’s
greatest asset or obstacle in fulfilling their responsibility of spiritual leadership.
Chaplains and principals must recognise that the principal holds the senior
role in relation to spiritual leadership. A principal cannot hand over spiritual
leadership to the chaplain. At best such an arrangement implies a dichotomy
between the spiritual and the secular; at worst, spirituality is marginalised as
insignificant in the ‘real business’ of education. Neither can a chaplain seek to
wrest spiritual leadership from the principal. While the chaplain will often be
the most visible ‘public face’ of Christian faith in the school (taking a lead in
chapel and Biblical Studies), the role must be exercised in submission to the
authority of the principal.
A chaplain is another one of the principal’s ‘expert team’ who comes alongside
to assist in leading the school. The principal is ultimately responsible for all
teaching and learning, as well as for the upkeep of the property. Principals
exercise that responsibility by appointing (and developing) expert staff.
However, because of the nature of the spiritual dimension across the ministry
of the whole school, the chaplain will sometimes hold a privileged position
within the executive team. Where the head of English has a specific area of
responsibility and the groundskeeper another, the chaplain will often have a
theological perspective to contribute in many, if not all, areas of school life.
Various metaphors for the relationship between principal and chaplain
have been suggested: the fool, the chief advisor, the prophet and the
assistant minister.5
Drawing on the image of the Shakespearean court, the fool had the freedom
to challenge the king at any time, on any matter. Far from being a figure of
ridicule, the fool was often the wisest figure at court. The fool had the right
to speak without fear or favour, while the king retained the authority to rule.
A less confrontational version of the same idea casts the chaplain as the
chief theological advisor to the principal. This role recognises that a chaplain
often comes with more formal theological education than the principal.
5 Foord (2008) identified eight metaphors or theological terms used by chaplains to describe their role:
prophet, priest, missionary, apologist, evangelist, pastor, teacher/preacher, and leader. The metaphors
discussed here are restricted to those that were suggested by chaplains and principals in the course of
interviews conducted for this project (for list of contributors see Appendix 1).
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The principal’s relationship
with the chaplain

The chaplain can be to the principal as the Old Testament prophet was to the
king. The king carried the authority to rule, but only did so under the authority
of the word of God delivered through the prophet. This metaphor reminds
both principal and chaplain that they both operate as ‘elders’ with authority
over God’s people, but only as shepherds under the authority of the chief
shepherd (1 Peter 5:1–4).
The image of king and prophet also gives the reminder that the prophet can
be welcomed or ostracised from the exercise of leadership. Sometimes a
chaplain may become domesticated and do little more than say what the
principal wants to hear, as did Zedekiah the son of Kenaanah and the other
prophets in Ahab’s court (1 Kings 22:11–12). Sometimes a chaplain may be
despised and sidelined for speaking the uncomfortable word of God, as was
Micaiah the son of Imlah (1 Kings 22:8).
Some chaplains view themselves in ways analogous to the assistant minister
or youth minister in a local church. There are benefits to the metaphor in
articulating the authority given to the principal and the wider sphere of
responsibility they hold. It is important for chaplains to recognise that the
principal has to make decisions that must hold in tension the Christian
formation goals of the school program with the economic realities of running
an educational business. Where this metaphor is employed by chaplains who
have come into the school from a parish background it will be important for
them to consider the differences that exist between a school and a church
(as discussed in Chapter 3).
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The chaplain as chief theological advisor may provide the principal with
details of the biblical and theological issues relevant to an issue, while the
principal maintains the responsibility for making the decision. A principal may
have a tacit knowledge of the ‘right decision’; a theologically-able chaplain
acting as theological advisor is able to make explicit the biblical grounds for
that decision.

CONVERSATION PROMPTS
How does your school conceive of the relationship between
the principal and the chaplain or chaplaincy team?
How do the gifts of the principal and chaplain/
chaplaincy team complement each other?
How might these two roles be best organised
to fulfil the spiritual aims of the school?

The expertise and focus of the council
Just as principals and chaplains have specific gifts and personality, so too
school councils will have particular strengths and areas of focus: law,
marketing, business, property, education, ministry or theology. The focus of
the council will influence what the principal may emphasise in his/her role and
what he or she is able to rely on council members to contribute.
With a council made up of clergy and active church members who are
focussed strongly on the Christian formation aspect of the school’s mission,
the principal’s responsibility for spiritual leadership may call for a strong
articulation of a biblical pedagogy. A council dominated by business people
and lawyers may focus on the economic and legal aspects of the business of
education leaving the principal free to focus on Christian formation.
The composition and expertise of the council will also influence the type
of ministry pursued by the chaplain: a council with strong theological and
educational expertise can provide the role of chief theological advisor, leaving
a principal free to appoint a chaplain who can develop strong relational and
pastoral connections with students.
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CONVERSATION PROMPTS
What is the particular expertise and focus of the school council?
How do the gifts and personality of the principal
relate to the composition of the council?
Is there opportunity for the principal to shift the focus of his/
her leadership to complement the contribution of the Council?
Should the focus and/or membership of the council shift
in order to complement the gifts of the principal?
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Conclusion
Spiritual leadership is a leadership animated by and exercised in response
to the work of the Holy Spirit of God and which therefore seeks to glorify
Jesus Christ as the Lord. In an Anglican school, spiritual leadership requires
giving attention to articulating a clear and considered approach to Christian
education, and to how that educational mission and vision is embedded in
the environment of the school. This sort of leadership must be exercised by
someone who has been made alive by the Spirit of God through the gospel
and who lives for the glory of Jesus.
The principal of a school carries both the responsibility and privilege of
shaping the life of the school community. Included in this wide sphere of
influence is how the members of the school community will live in response to
the work of God in Christ by the Spirit.
As the spiritual leaders of Anglican schools principals carry a significant
responsibility. This discussion paper is offered in the hope that greater clarity
around the role of spiritual leadership will lead to greater support, guidance
and encouragement being given to those men and women who have been
gifted and appointed by God to this high office.
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Appendix 1:

Persons interviewed for this paper
The following individuals, listed in alphabetical order, were interviewed in
preparation of this paper.
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•

Mr Paul Cockrem, Principal, Richard Johnson Anglican School
Mrs Jodi Crain, Chaplain and Head of Christian Studies,
Roseville College
Mr Milton Cujes, Headmaster, Trinity Grammar School
Mr Tony Cummings, Head of College, Shellharbour Anglican College
Rev. Nick Foord, Community Chaplain, Shore School
Dr Julie Greenhalgh, Principal, Meriden School
Rev. David Hayman, Chaplain, Macarthur Anglican School
Rev. Andrew Katay, Chair, Meriden Council; Council member,
Trinity Grammar School
Mr Stephen Kinsella, Headmaster, The Illawarra Grammar School
Mrs Megan Krimmer, Principal, Roseville College
Mrs Sue Middlebrook, Principal, Tara School for Girls
Rev. Clayton Moss, Chaplain, Meriden School
Mr Don O’Connor, Headmaster, Broughton Anglican College
Dr Stuart Quarmby, Headmaster, Wollondilly Anglican College
Mrs Jann Robinson, Principal, St. Luke’s Grammar School
Rev. James Rogers, Chaplain, The Illawarra Grammar School
Mr Bill Shields, Board member, Sydney Anglican Schools Corporation;
Chair, Shoalhaven Region Anglican Schools Council
Mr. Scott Sloan, Chair, Roseville College Council
Simon Smart, Director, Centre for Public Christianity
Rev. Martin Telfer, Formerly Director of Christian Faith & Values,
Chaplain, Tara School for Girls
Mr Ron Webb, Board member, Sydney Anglican Schools Corporation;
Chair, Wollondilly Anglican School Council
Mr Tony Willis, Chair, Sydney Anglican Schools Corporation
Dr Timothy Wright, Headmaster, Shore School
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Appendix 2:
A Christian approach to
education—An extract from
Diocesan Policy Statement
on Education 2012
A Christian approach to education is deeply informed by a biblical theology
and worldview. Among other things this theology and worldview affirms:
1. the eternal existence of the one true God in three
persons, the Father, the Son and the Holy Spirit;
2. the sovereignty of God and the goodness of his
purposes in creation and redemption;
3. the unique place of Jesus Christ as the Son who reveals the
Father and who alone restores us to relationship with him;
4. the holiness of the Spirit who is the Lord, the giver of life;
5. the value of all men and women, created in the
image of God, including the capacity for and
responsibility in the exercise of human choice;
6. the reality of universal human rebellion and its consequences
in guilt, corruption, enslavement to sin, death and judgment;
7. the centrality of the cross of Christ in God’s plan to redeem
men and women from sin and all its consequences;
8. the importance of the resurrection of Jesus Christ
as the inauguration of the new creation and the
proclamation of Jesus’ future role as judge;
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9. the powerful work of the Holy Spirit to unite us to Christ
by faith, so that we are justified by grace alone and
brought to and sustained in the new life in Christ;

50

10. the certainty of Jesus’ return to establish the new heavens
and the new earth in everlasting righteousness;

Appendix

11. the reality for Christian believers, as they await Jesus’ return,
of a world where belief and unbelief, blessing and curse, glory
and suffering, hope and frustration, all exist side by side; and
12. the supreme authority of the Bible as the word of
God written to direct our response to God’s grace
and mercy in every aspect of our lives.
Source: Sydney Diocesan Secretariat (SDS) (2010),
Diocesan Policy Statement on Education. Retrieved from
< http://www.sds.asn.au/Site/103799.asp?a=a&ph=sy>.
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