
Learning-centred leadership 
 

RESOURCES 

 
Resource 19: Stoll and Fink on invitational leadership 

 
The following Resource is based on work by Louise Stoll and Dean Fink in Changing Our Schools 
(1996). 
 
Stoll and Fink use an approach taken from perceptual psychology. This asserts that every 
human being has a conscious choice about how to behave, but their choice will depend on their 
perception of themselves. People’s views of themselves are formed by the range of experiences 
they have, and in particular the range of positive and negative interactions they have. They 
take the metaphor of an invitation to separate the interactions that people have into positive 
and negative invitations. Those in leadership roles have to communicate positive invitational 
messages to individuals and groups, which will have a positive effect on the way people choose 
to respond. The notion of leaders offering an invitation to their ‘followers’ sits well with the 
notion of school improvement being a journey which people choose to accompany each other 
on. 
 
They also believe that the invitational leader has four important characteristics: optimism, 
respect, trust and intentionality.  
  
Invitational leaders have to invite themselves personally and professionally and invite the 
people they lead both personally and professionally. A summary of each of these four 
‘invitations’ is given below: 
  
Leaders invite themselves personally  
‘Invitational’ leaders pay attention to their own personal ‘life balance’. They care for themselves 
personally, physically, intellectually and emotionally so that they are in ‘good shape’ to 
undertake their leadership role. 
  
Leaders invite themselves professionally  
Invitational leaders pay self-conscious attention to their own professional growth and 
nourishment and by so doing model good practice for others.  They read, research, reflect, 
network and they write – for their own internal school purposes or to share thoughts with 
others beyond the school.    
 
Leaders invite others personally  
Geoff Southworth believes that leaders have to ‘work intensively’ with colleagues in their 
institutions, and this is what leaders who invite their colleagues personally are doing. They work 
with their staff to know them as people and professionals. They give time to developing 
interpersonal relationships and to creating a climate in the school where staff are valued and 
where appropriate support systems are in place and which help to develop a sense of belonging 
in teachers.   
 
Leaders invite others professionally 
This is alongside inviting others personally and has a clear focus on the development of learning 
both for staff and pupils. Invitational leaders do this by bringing into play a wide range of 
professional development opportunities and by thinking laterally about the sort of professional 
experiences that will help their staff grow. This includes making it clear that the expectation in 
the school is that everyone is a learner – and therefore developing ways of working that help 
people learn and building them into the structures and ways of working. They do this because 
they make it clear that they expect high standards from pupils and staff, but that they know 
that if they have these expectations then they must put mechanisms in place to help colleagues 
to achieve them.  This is what Laura Resnick calls 'reciprocal accountability'. It’s a very 
important principle for invitational leaders. 

 Copyright Fieldwork Online Training 2004 


	Resource 19: Stoll and Fink on invitational leadership
	Leaders invite themselves personally
	Leaders invite themselves professionally
	Leaders invite others personally
	Leaders invite others professionally

