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Abstract
This article explores many of the avenues that were undertaken and continue to be
explored to train, support and grow pastoral leaders in the Middle School at Barker. It
aims to highlight some of the initiatives that took place in the lead up to the expansion
of the Middle School, beginning in 2019 with new pastoral structures being adopted.
The quality of pastoral care provided in the Middle School has always been an integral
support mechanism for students in some of the most formative years of their schooling
journey. With the Middle School expanding over the years 2020-2022, new structures and
practices were implemented, whilst existing practices improved upon, to ensure that students
continued to thrive. This article aims to provide insight into what is happening in the Middle
School to train, support and grow pastoral leaders.
The lack of time for training is always identified as a hindrance to growth in the teaching
profession (Buchanan, Prescott, Schuck, Aubusson, Burke and Louviere 2013) and this is also
true for those in pastoral leadership positions. With the Middle School expanding gradually
between 2020 and 2022, Heads of Houses were allocated the full 0.2 FTE allowance to
perform their duties, but with fewer students in their House group for the initial period. This
effectively provided more time that could be allocated to development; a great initiative by
the school. The appointment of three Deans of the Middle School in line with the Senior
School model, also freed further time across the Middle School to facilitate growth.
Mentoring has been a long-proven method of facilitating growth in teachers (Moar and
McConney 2015). With this in mind, a pastoral mentoring program and the time for mentoring
to occur was prioritised in the Middle School. All Heads of House were allocated to a mentor,
with each of the Deans and the Head of Middle School working with four Heads of House.
Heads of House meet with their mentor once a fortnight on a one-on-one basis, giving
them the opportunity to discuss their role, students in their care and their own professional
development. Where professional development needs have been identified, the School has
provided opportunities for staff to attend courses. One such example is the AIS Middle
Leaders’ Course which two Middle School Heads of House attended this year, feeding back
what they learnt to the pastoral group. Additional to this one-on-one mentoring time, the
mentor and the four Heads of House have time allocated at the beginning of Head of House
meetings which are held three times a term to meet as a small group (mentor groups). This is
essential for quality mentoring to occur (Feiman-Nemser 2012) and has been proven to be a
successful way to allow open conversation between peers with varying levels of experience
and expertise.
When the decision was made to move from eight to sixteen houses in the Middle School,
this brought with it the need to increase the number of Heads of House. This process saw
ten new Heads of House appointed, all with varying levels of experience and expertise. In
order to continue building capabilities among Heads of House (new and experienced alike),

a Middle School Pastoral Day was organised during Term 4, 2018. On this day, essential
training occurred around Child Protection, Restorative Practice and Record Keeping. Further
to this, time was given to working in mentor groups, looking at common pastoral scenarios
and discussing approaches to dealing with them. It was invaluable to have counsellors,
senior staff and the Director of Wellbeing involved in these discussions.
Mental health issues continue to be prevalent in youth (Lawrence, Johnson, Hafekost,
Boterhoven De Haan, Sawyer, Ainley and Zubrick 2015) and Pastoral Leaders need to
be acutely aware of these in their dealings with students. It is essential for these staff to
understand mental health issues, be able to recognise them and assist students to seek the
help needed (Jorm, Kitchener, Sawyer, Scales and Cvetkovski 2010). With all these factors
considered, the School determined that it was essential for Heads of House to be trained
in Youth Mental Health First Aid, yet again putting in place measures to train staff. Pastoral
Staff were given class relief for the 14 hours of training needed to complete this training.
The chance to meet as a Middle School team has always been imperative to the efficient
running of the Middle School. However, the timing of the meetings (once a fortnight during
lunchtime), has always meant that administration has been the priority, rather than specific
staff training. This year, the School’s commitment to growing pastoral leaders saw a change
in timing and purpose of these meetings. As mentioned above, some of this meeting time is
allocated to meeting in mentor groups. However, there has also been greater priority placed
on growth initiatives. One such initiative was to have staff complete a work preferences’
survey to give them a clearer understanding of how they prefer to work. In doing this, the
Heads of House were provided with a clearer picture of what this meant for their leadership
and what it meant to others who would be working with them or led by them. Heads of
House were given the opportunity to compare approaches and thoughts in these meetings
across terms. A second initiative, which is still ongoing, was to provide all Heads of House
with a copy of Henry Cloud’s book “Integrity”. A highly-engaging book on leadership, staff
were encouraged to read through it at their own pace. However, particular areas were taken
out and explored during Head of House meeting time, again providing opportunities for
development of leadership in the Middle School.
Overall, a thorough process was and continues to be put in place to develop pastoral leaders
in the Middle School. Through mentoring, training, professional development opportunities
and meeting time, pastoral leaders have been upskilled so that they may provide even better
care for the students in their care. It is a great blessing that the School has provided and
continues to provide appropriate structures, resources and time to facilitate the growth of
pastoral leaders in the Barker Middle School.
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