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1. What is the Principal pathway and what are the supports for it?

2. What is informing the thinking

-Data and patterns

-Overseas research

-Work of the leadership advisory service

3. Mentoring and Coaching

- Shadowing

- Why a change?

- Benefits for all

4. Becoming a mentor

5. Other examples of ‘for Principals by Principals’

In this session



The Principal Pathway

A profession in partnership with the Govt



What supports are in the Principal Pathway?

✓ Beginning principal programme
✓ Principal induction support (on appointment as a 

beginning and newly appointed principals) | Te 
Mahau

✓ Principal Development Map
✓ Principal study awards and sabbaticals
✓ Leadership Advisory service



What’s coming?

✓ Aspiring Principal programme



We’re taking an informed view of:

Who?
What?
How?

& using evidence to evaluate impact
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Small: 13 
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How many years take a beginning teacher to become a principal 

Very Small Small Medium Large Very Large

How many total teaching years  does it take a beginning teacher to 
become a primary principal, Insights by school size (2014-2023)



Primary principals from all levels 
of Urban areas were quite alike, 
steady increased overtime from 8 
years in 2015, to 12 years in 2024.

Senior leadership experience differs in urban/rural area over time

In general, primary principals 
from Rural area had 3 years less 
leadership experience before 
their principalship.



Typical Career Pathways for Primary Principals over the past 10 
years (2014-2023)

PrincipalBeginning 
teacher

Initial unit 
holder/ team 

leader

Senior
leadership

60%
Had no middle 

management 
experience 

35%
Only 1 third followed the 
sequential pathway 

15%
Had no senior 
leadership 
experience 

6 %
Had no middle nor 
senior leadership 
experience 



Career progression to larger schools or keen to remain the 
same?

Beginning teacher                   Middle management                Senior leadership                     Principal

Less change in this stage
Many remain in their similar settings to seek and 
progress to senior leadership roles

Very similar dynamic in this stage, 
suggesting that AP prioritise the 
opportunity to become a principal over 
school size.

Medium-Sized Schools act as hubs 
Teachers in Medium-sized schools show 
significant movement, advancing into 
both larger and smaller schools, 
suggesting medium-sized schools may 
act as a flexible middle ground, providing 
teachers with opportunities to varies 
schools where principal positions are 
available.



Many remains in their similar 
settings to seek and progress to 

senior leadership roles

However, a significant changes, changing career lanes, 
shifting from larger cities to smaller rural areas, 
suggesting that AP prioritised the opportunity to lead a 
school over a more urban setting (also cost of living) and 
their previous settings

How could this trend could 
help us in intervention 
strategies?

Career history: How principals moved through various urban/rural 
settings as they advanced in their careers? 

Beginning teacher                   Middle management                Senior leadership                     Principal



Overall trend: strong direct internal promotion when 
appointing first-time principals 

Note. Due to the small number of Māori medium appointments (typically 6–50 annually), 
their internal promotion rates are more sensitive to year-to-year changes.

School size Urban-Rural Medium Gender

» Larger schools are more likely to 
promote internally when appointing first-
time principals, while smaller schools 
tend to appoint externally.

» Rural schools have the lowest internal 
promotion rates, possibly due to fewer 
internal candidates with senior leadership 
experience or a preference for external 
hires.

» Māori medium schools are more likely to 
promote from within than English medium 
schools, likely valuing leadership 
continuity, alignment with Kaupapa, and 
strong community ties.

» Female have higher chance of internal 
promotion than male.





What can we learn from the work of the Leadership Advisors?

Receiving advice, ideas and examples of how others have responded to similar issues- 80%
Increased clarity of what we are expected to do, the guidelines etc     70%
Being able to progress something significantly       32%

Mentoring…..

Coaching…..

Reflecting on leadership

Reflecting on my situation and practice, thinking out loud and brainstorming alternatives    60%
Having a place to start and knowing where to go next            55%

Hauora and investment in self

Positively influencing the way I think about my role or how I will lead in the future        49%

Working with others/ reduced feeling of professional isolation         56%
Feeling like my wellbeing is being supported           48%
Investing in own professional growth / learning         42%



Key features of Pathway Stage support from 
2026

Learning about- Self 
directed|  “Core 

Curriculum”

Learning with- Guided|  
Collaborative learning 

and network 
development support

Learning alongside- 
Supported| Mentoring/ 

coaching- from 
experienced principals

Supported transition- 
Application (AP), 

induction (BP) and then to 
Leadership advisors



Mentoring… 

Coaching… 

Learning 
alongside- 
Supported| 
Mentoring/ 
coaching

Coaching and 
mentoring can 
connect theory and 
knowledge to 
practice and 
support changes in 
role identity and 
socialisation as 
people move from 
teacher to Principal 
(Roberts 2023)



What did ERO 
discover about 

the role of 
mentors in 

principal 
preparation?

 
  Everything was 

New (2023)

Improved Preparedness for the Role:

Boosted Confidence Over Time:

Effective Ongoing Support:

Higher Engagement in Development 
Activities:

Coaching and mentoring was highly 
valued by new principals:



What about-

Shadowing?

Learning 
alongside- 
Supported| 
Mentoring/ 
coaching

‘Shadowing enables the observer to closely and unobtrusively observe another leader in action, 
reflect, ask questions and clarify the skills and knowledge needed to enact a role’ O’Mahony and 
Mathews 2003, Oran& Rooney, 2006)



b. 
Mentee actively observes 

the principal in action

c.
Mentee seeks to 
understand the values, 
beliefs and theories for 
action that sit below the 
veneer.

a.
Mentee has discussed with 

the mentor what they 
would like to see and why 
this is important. They 
have agreed on the ‘how’.

d. 
Mentee considers what they 

have seen and works to 
make sense of the ‘why’. 
They think about what this 
means for them and the 
leader they want to be 

4. 

Mentor reflects 
on their own 

practice

1.

 Mentors works 
with mentee 
over purpose 

and practice to 
be observed.

2. 

Mentor makes 
explicit their 

practice

3.

 Mentor 
discusses the 
thinking and 

rationale behind 
their practice



Benefits of 
Shadowing for 
Aspiring 
Principals

Real-World 
Insight

Leadership Skill 
Development

Contextual 
Learning

Confidence 
Building

Networking 
and 

Mentorship

Career Clarity 
and Motivation

Seeing 
alternative 
leadership 

behaviours in 
action



Back to the future?



Benefits for 
the Mentee

• Currency

• Nuanced

• Embedded

• Responsive



Benefits for 
the Mentor

“There’s no better way to 
learn about leadership 
than to mentor someone 
in leadership”- Prothero 
2014

• Refreshment

• Feedback

• Seeing objectively

• Knowing how far 
you have come

• Encourages critical 
reflection

• Reduces 
professional 
isolation

• Affirmation



Mentoring an Aspiring Principal

• 1 ‘year’ long
• Support the learning of the aspiring principal by:

• Helping to understand the core role and responsibilities of the principal as the 
aspirant works through the curriculum

• Shadowing opportunities
• Talking out loud about the ‘why’ behind your leadership
• Providing another perspective on the ‘what and how’
• Providing external support for their in-school leadership project
• Giving feedback and advice on additional learning opportunities 

• Flow is likely to be steady over the year
• What about the role of the ‘home school’ principal?



Mentoring a Beginning Principal

• Generally 2 year mentoring relationship
• Mentoring involves:

• providing responsive support
•  to address ‘first time’ needs and emerging issues and challenges

• giving proactive help
• timely check in’s
• helping with induction and the curriculum (Principal knowledge, skills and understandings)
• signposting when expert support is needing- brokering
• promote self-care and networking

• Intensity will likely vary over the two years
• Relationship negotiated
• After two years- transition to Leadership advisors



Can we do it? Yes we can!
• 200 Aspiring Principals annually

• 350-450 Beginning principal (including Acting 
principals



Being a mentor

Determine your 
availability

Gain board support
Register your interest Become part of the 

panel of mentors
Matched to suitable 

mentee

Engage in training 
and support for role

Support through mentoring 
an aspiring or beginning principal

Help us keep the 
register up to date



Resources supporting mentoring

Mentoring and coaching course (3 modules)- 
under development

Season two- 2 podcasts on mentoring aspiring principals

      - new format interview with Jan Robertson



Other supports in the system that are fPbP




	Slide 1: “For Principals by Principals”
	Slide 2
	Slide 3: The Principal Pathway
	Slide 4
	Slide 5
	Slide 6
	Slide 7: How many total teaching years  does it take a beginning teacher to become a primary principal, Insights by school size (2014-2023)
	Slide 8: Senior leadership experience differs in urban/rural area over time
	Slide 9: Typical Career Pathways for Primary Principals over the past 10 years (2014-2023)
	Slide 10: Career progression to larger schools or keen to remain the same?
	Slide 11: Career history: How principals moved through various urban/rural settings as they advanced in their careers? 
	Slide 12: Overall trend: strong direct internal promotion when appointing first-time principals 
	Slide 13
	Slide 14
	Slide 15: Key features of Pathway Stage support from 2026
	Slide 16: Mentoring…   Coaching…   
	Slide 17: What did ERO discover about the role of mentors in principal preparation?     Everything was New (2023)
	Slide 18:  What about-  Shadowing?
	Slide 19
	Slide 20: Benefits of Shadowing for Aspiring Principals 
	Slide 21
	Slide 22: Benefits for the Mentee
	Slide 23: Benefits for the Mentor
	Slide 24: Mentoring an Aspiring Principal
	Slide 25: Mentoring a Beginning Principal
	Slide 26: Can we do it? Yes we can!
	Slide 27: Being a mentor
	Slide 28
	Slide 29: Other supports in the system that are fPbP
	Slide 30

