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COUNTERPRODUCTIVE: 
A relatively toxic culture where people  
actively resist change and improvements  
are not made.

REACTIVE: 
Busy. Operational. Transactional. Everyone  
is putting out spot-fires but the strategy is  
missing and there is a feeling of paddling  
like crazy beneath the surface but making  
no ground.

COMPLIANCE: 
People generally follow directions and work  
get done ‘because we have to do it’ not because 
people understand the ‘why’ or are personally 
motivated or engaged with the work. 

CONNECTED: 
Some transformational leadership is  
occurring and there are some high  
performing teams doing work with impact.

DYNAMIC: 
People exhibit ‘above and beyond’  
commitment and there is evidence of  
discretionary effort. People are motivated  
by the big picture and understand system  
requirements, often completing work  
with high levels of engagement.

WHAT IS CULTURE?   
How do you know whether you’ve got a good one?

Culture resides beneath the readily-observed 
systems and practices of organisations, yet 
exerts a powerful effect over staff professional 
behaviours and predicts educational results.  
Defined as an organisation’s shared attitudes, 
beliefs, and values, culture shapes the  
interactions, communication and behaviours 
which can either help, or hinder,  
improvement agendas. Combining research 
across multiple levels of the organisational  
system (i.e., Organisation, People, Work,  

Team and Leader) that contribute to  
continual improvement, the Sentis Culture 
Model is a framework that helps schools  
to evaluate the cultural strengths and 
opportunity areas that may impact  
educational outcomes.

The Sentis Education Cultural Maturity  
Assessment is a purpose-made tool to  
rigorously scan and assess a school’s current 
cultural context. 

This report is collated from assessments completed 
by schools from a diverse range of educational  
settings across Queensland and explores the  
frequency of schools operating at each of the  
evidence-based Cultural Maturity Model’s 
- 5 levels of maturity:

DYNAMIC

CONNECTED

COMPLIANT

COUNTER-PRODUCTIVE

REACTIVE
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THE PROCESS  

The model helps leadership teams define ‘HOW’ they do the ‘WHAT’ to drive engagement from all 
members of the community and ultimately achieve greater results.

Via an online assessment, plus comprehensive face-to-face interviews  
with all leaders and key stakeholders, participants responded to questions 
exploring the various domains within the Cultural Maturity Model:

•	 Emotional intelligence 
•	 Resilience
•	 Engagement
•	 Mindset
•	 �Discretionary effort
•	 �Stress management
•	 Expectations
•	 Active care
•	 Agility

•	 �Clear vision, meaning 
and purpose

•	 Leader behaviours
•	 Accountability
•	 Alignment
•	 Leader mindset
•	 �Building capacity  

and capability

•	 Adaptability
•	 Authenticity
•	 Thinking
•	 Drive
•	 Influence
•	 Innovation
•	 Positivity
•	 Resilience

•	 Psychological safety
•	 Group expectations
•	 �Connectedness  

of work
•	 �Positive wellbeing  

and collegial support
•	 �High team expectations 

and performance
•	 �Data analysis and  

decision making
•	 Communication
•	 �Agreed ways of working

•	 �Whole school  
pedagogy

•	 Alignment

•	 �Systems, processes 
and procedures

•	 �Collaboration and 
shared practice

•	 Feedback

•	 Expectations

•	 �Professional  
learning process

•	 Wellbeing focus

•	 �Research-based 
decision making

•	 Resourcing

•	 Quality assurance
•	 Student focus
•	 ”Aces in their Places”
•	 Autonomy
•	 Resourcing
•	 Line of sight

•	 Feedback
•	 �Task significance
•	 Differentiation
•	 Inclusion
•	 �Coach, mentoring & 

observations
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COMPARISON of Cultural Maturity Level in each Domain

AGGREGATE RESULTS for each Domain

The suite of ‘facets’ - the leadership and team behaviours associated with each domain - 
serve as a means of determining modes of operation in each unique workplace:  

•	 Psychological safety
•	 Group expectations
•	 �Connectedness of work
•	 �Positive wellbeing &  

collegial support
•	 Communication

•	 �High team expectations  
& performance

•	 �Data analysis and  
decision making

•	 �Agreed ways of working

•	 �Whole school pedagogy
•	 Alignment
•	 �Systems, processes &  

procedures
•	 �Collaboration & shared  

practice
•	 Feedback

•	 Expectations
•	 �Professional learning process
•	 Wellbeing focus
•	 �Research-based decision  

making
•	 Resourcing

•	 �Clear vision, meaning & purpose
•	 Leader behaviours
•	 Accountability
•	 Alignment
•	 Leader mindset
•	 �Building capacity & capability
•	 Adaptability

•	 Authenticity
•	 Thinking
•	 Drive
•	 Influence
•	 Innovation
•	 Positivity
•	 Resilience

•	 Quality assurance
•	 Student focus
•	 �”Aces in their Places”
•	 Autonomy
•	 Resourcing
•	 Line of sight

•	 Feedback
•	 �Task significance
•	 Differentiation
•	 Inclusion
•	 �Coach, mentoring &  

observations

•	 �Emotional intelligence 
•	 Resilience
•	 Engagement
•	 Mindset
•	 �Discretionary effort

•	 �Stress management
•	 Expectations
•	 Active care
•	 Agility
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COMMON CHALLENGES: 
•	 Moving from transactional to transformational leadership

•	 Strategising in the face of competing priorities, multiple  
stakeholders and frenetic environments

•	 Moving from a reactive culture to strategic planning  
and preparation for improvement

•	 Developing helpful mental models to support a change  
in thinking

•	 Implementing change / improvement effectively and engaging staff

•	 Predicting and managing risk

•	 Moving staff from compliance to engagement

•	 Building a common language and common expectations

TOP 5 FACETS OBSERVED: 
1.	 Authenticity  (LEADER)

2.	 Middle leader commitment  (LEADER)

3.	 Resourcing  (WORK)

4.	 Professional learning  (ORGANISATION)

5.	 Team support for improvement priorities  (TEAM)

BOTTOM 5 FACETS OBSERVED:  
1.	 Agility  (PEOPLE)

2.	 Team processes and policies  (TEAM)

3.	 Wellbeing  (ORGANISATION)

4.	 Change and innovation  (LEADER)

5.	 Feedback  (WORK)
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OBSERVATIONS  
AND ACTION POINTS:  

TEAM 
•	 Limited consistency of standards or expectations across teams.

•	 Teams at all levels are focused on the operational elements of meetings and work,  
with little to no consideration and planning around team norms, processes, etc.

•	 Clarifying opportunities for ‘feedback’. Feedback can include feedback about pedagogy  
as well as workplace behaviours and the impact on other people.

•	 Articulating tight and loose properties – what we hold close / this is our culture – this  
cannot change. Where do we allow more autonomy and professional discretion? 

•	 Improving the team’s ability to have a straight conversation – being clear and firm  
without it being perceived as ‘conflict’.

•	 Focusing on building team cohesion (vertically and horizontally) and ways to check  
in on how the team is functioning. Too often, the focus is on the actions of team members 
instead of the effectiveness of the team. Are we making progress? How do we know?  
What are our measures and checkpoints?

PEOPLE 
•	 There is consistently a strong sense of meaning and purpose among staff, with high levels  

of commitment to students.

•	 Many schools lack a clearly articulated (and shared) vision.

•	 There is often a lack of consistency around ‘what good looks like’ among the various levels  
of staff in a school.

•	 Around 30% of schools experience ‘public compliance, yet private dissidence’ around  
new priorities.

•	 Many schools need to revisit their values and how they link to decisions, collective efficacy 
and ‘the work’.  They can start by asking, “How do we articulate our values?” and  
“How do we link the values to the core business of teaching and learning?”
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WORK 
•	 Schools report limited time available to discuss and share strategies in meetings.   

Any informal mentoring most often occurs in teachers’ and leaders’ ‘spare’ time.

•	 Participants note a need to devote a great deal of time to completing operational  
tasks – which may not be helpful in fostering a positive school culture.

•	 Feedback about tasks, leadership, progress, concerns can be formal and informal,  
via one-on-one conversations, formal feedback tools and informal conversations.  
A focus on ‘hunting the good stuff’ and recognition for contribution can also be  
incorporated into building a feedback culture.  Schools have a great opportunity  
to identify any existing processes where purposeful feedback can be provided  
(in a variety of ways) to staff at all levels.

•	 There is definite scope for leaders and teachers to shape the way feedback is provided. 
Through being specific and identifying how people want feedback, all staff can be  
supported to provide useful, clear feedback.

LEADER 
•	 Addressing staff non-compliance is a common issue at all levels of leadership and has  

a detrimental effect on the discretionary effort and engagement of all staff.

•	 There is often inconsistent communication regarding the purpose/intention/details  
of school initiatives.

•	 Schools need to define terms such as ‘high expectations’ to ensure the collective  
understanding is cohesive and aligned.  Asking “What are teachers saying and doing if  
we have high expectations? What are students saying and doing? How do we know we  
are on the right track? What are the expected measures (qualitative and quantitative?)”  
can help leaders shape, clarify and articulate what is required at all levels.

•	 Creating opportunities with leaders for strategic thinking time (either individually or in 
teams) within the school timetable is critical to the promotion of innovation, critical and  
creative thinking.  There is a need to provide time, and a deliberate focus on process  
improvement, to collaborate and shift from operational interactions to strategic.

ORGANISATION 
•	 There is an awareness of areas to be improved, but not always a coherent strategy  

to address the issues.

•	 Many schools struggle to identify specific process improvement opportunities and/or  
strategies. Time efficiency is a particular area of need across most schools.

•	 There is often an opportunity to utilise the induction / orientation process to be a ‘culture’ 
handover as well as to prepare new staff operationally.

•	 Developing strategies to avoid assumptions about what people think, do and understand  
is an area of need.  Through encouraging people to ask questions for clarification and  
providing mechanisms in meeting / collaboration time, staff are able to check in on their 
understanding and discuss misconceptions and the like.

•	 Identifying the opportunities to apply new learning, try new leadership strategies and  
embed the change in approach as the team progresses. 

•	 Scheduling collaborative reflection time to review events, check progress on initiatives,  
and establish agreed measures moving forward, can help to avoid ‘reactive’ decisions due  
to time limitations and create a culture of considered continual improvement.

OBSERVATIONS  
AND ACTION POINTS (CONTINUED):  
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TESTIMONIAL

This program has been instrumental in shaping our 
4-year Strategic Plan and highlighting to our leaders the 
importance of their approach to leading their teams. 

It has provided us with valuable insights around how  
to enhance our leadership capabilities and drive  
performance across the organisation.  

(Principal)

Sentis Education offers a comprehensive suite of professional learning programs to specifically target  
each of the elements discussed in this report and more.

To explore your next steps, contact: 

Lisa Newland 0427 282 142   |   lisa.newland@sentiseducation.com.au

For more information see the Sentis Education Assessments page via our website HERE

https://sentiseducation.com.au/

