
Leading excellent practice in ECEC

Exploring the role of Educational Leader 

through action research



Background

Action research project

To explore the role of the 
Educational Leader and how 
this might work best within 
different service contexts.       

Some of our educator researchers



Action Research

a “cyclical process of 
think-do-think” with the 
end goal of creating 
change. 

(McNaughton & Hughes, 2009, p. 1)

Research interests:

Implementing and/or strengthening 
the role of Educational Leader

Leading and motivating educators

Learning and strengthening practice 
through professional conversations

Developing a culture of reflective 
practice and ongoing learning



Active adult learning

Some topics explored

• Action research
• Andragogy
• Critical reflection
• Higher order thinking
• Leadership
• Mentoring
• Motivating staff
• Professional conversations
• Theory and practice

Theory Trivial Pursuit: Final Round
Janet crowned “Theory Head 2014”



Peace of Mind Family Day Care  

Research question

How do we ensure that all 
stakeholders have a shared 
vision for children? 



Project Outcomes

• Creation of Family Liaison Role

• Documented Vision Statement

• Vision meetings vs Monday 
check in

• Team Culture Contracts

• Focus on ongoing learning

• Collaborative critical reflection



The Educational Leader Role

Multiple layers in FDC

• Educational Leader (as figure head) 
supporting the development of 
Coordinators

• Coordinators as educational leaders 
for  their own group of educators

• Educators furthering their own 
leadership and ongoing learning



Key Learnings

Focus on:

• Building capacity in each other

• Collaborative critical reflection

• A strong team culture

Mentor NOT monitor



Next Steps

• FDC Educational Leader is systemic

• Honour significance of Vision 
Meetings

• Refine processes and tools

• Action research strategies for 
operation

• Reflect, reflect, reflect…

(Howard-Miller, 1943)



Goodstart Bongaree

Research questions

How effective is our current 
culture of learning within the 
centre?

How can this be strengthened?

Making visible our thinking and  learning



Project Outcomes
• Strengths-based approach to 

learning and quality improvement

• Range of strategies to suit 
individual adult learners
– Professional Conversations instead of 

Staff Meetings

– Knowledge of educators 
communication and learning styles

– Learning Spaces adapted to suit 
needs of educators

– Increased variety of collaborative 
tools for educators to access

Embedding a culture of learning



The Educational Leader Role

• Experienced ‘on floor’ educator
• Allocated time each week
• Works in collaboration with Director 

(2 distinct roles)
• Works with Area Early Learning 

Consultant
• Bi-Monthly Goodstart Educational 

Leader Network Meetings

Professional conversations 
(Irvine & Price, in press)



Key Learnings

Educational Leader
• The Educational Leader is present to support and mentor 

educators
• The role can not be implemented effectively without a 

shared culture of learning

Action research
• Only get out as much as you put in
• The underpinning foundation of shared inquiry and 

collaboration can be used to strengthen motivation, 
learning and practice within the service



Next Steps

• Continue professional conversations 
and reflective activities

• Incorporate team building activities 
into meetings

• Recognising and celebrating 
individual and team successes

• Continue to build educator’s 
knowledge and confidence through 
team meetings

Second Core Learning Day:               
High Tea with Piaget and friends



Samford Pines Early Learning

Research question

How can we develop the role 
of Educational Leader to best 
suit the needs of educators, 
children, families and the 
centre environment?

Sharing knowledge, ideas and experiences



Project Outcomes
• Collaborative development of a 

Position Description reflecting the 
role of the Educational Leader 
within our centre community

• Stand alone Mentor Policy

• Allocation of time and resources to 
support success of this important 
role Wisdom in the group

(Stanfield, 2000)



The Educational Leader Role

• Educational Leader role is standalone 
position within the centre. 

• One day per week is rostered for the 
Educational Leader. 

• Senior Educators have programming 
time rostered on same day. 

• Constant reflection as a team to 
ensure the Educational Leader role 
continues to work for us individually 
and as a team.Some of our ‘educator researchers’                     

(including our action research baby)



Key Learnings

Educational Leader 

• The role needs to be clear but dynamic.

• A collaborative approach supports all team members 
to gain wider knowledge and understanding of 
quality ECEC practices. 

• Tapping into individual educator’s learning styles 
enhances learning and positive outcomes for all.



Key learnings

Action research

• We had previously had a positive experience with an 
Action Research Project.

• We use the Action Research model within our 
environment when facing challenges and changes;           
It is a great way to get everyone involved: thinking 
and reflecting to enhance practice and outcomes                  
for all stakeholders.



Next Steps

• Continue to tap into individual 
educators learning styles. 

• Continue to promote a 
community of learners.

• Continue with our local 
Educational Leader network.

Second Core Learning Day: Do you see what I 
see? Assessing quality in ECEC.



Educator as Researcher Study
Key findings: Role of Educational Leader

• “Making people aware that it is a really important role”. 

• “Educating staff on what the role actually entails… We now have educators 
come to us”.

• “Learning how to lead an educational program without doing the old 
program checks”. 

• “Motivating and inspiring educators… to want to learn and grow”.

• “Being given the time; It is viewed as an important aspect of our service and 
[allocated time] is never compromised”.

• “That within the service there's more than one leader…” 

(Professional Conversation, End of Project)



Educator as Researcher Study
Key findings: Action research

• “I really liked the fact that we were looking at it from different 
perspectives…in ECEC there is no one right way”.

• “I think it broadens your mindset. I find …I’ll go and research something. I 
feel like I’m more competent”.

• “Using ourselves as our own resources…to talk, to network to share 
ideas…was very appealing”.

• “It really is about critical reflection, isn't it, collaborative critical reflection.  
They say that the most powerful changes are more likely to happen and 
practice is more likely to improve if you engage in collaborative critical 
reflection, which is what we've done”.                           

(Professional Conversation, End of Project)



The Moreton Action Research Project was funded by the Queensland Health and Community Services                  
Workforce Council (Inclusion and Professional Support Program). 

The IPSP is funded by the Australian Government Department of Education

“I'm always working towards the perfect educator that I want to be”.
(Professional Conversation, End of Project) 
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