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THE QUESTION

Are we asking the right questions...

What happens when technology creates capacity - and 
what do we choose to do with it?"

AI creates capacity. 
Leadership determines whether that capacity becomes flourishing.



THE CONTEXT

When Something Becomes Abundant,

Its Value Changes.

F O R  C E N T U R I E S

Knowledge
was scarce.

Schools transferred it.

Teachers held it.

Access to it was everything.

T O D A Y

Knowledge
is abundant.

AI accelerates that abundance.

So the value equation changes.

What becomes scarce now?

If knowledge becomes abundant - what becomes scarce?



PART 1

The Wrong Conversation

T H E  C U R R E N T
C O N V E R S A T I O N

• Which tools should we use?

• How do we write a policy?

• How do we stop students cheating?

• What do we ban?

• How do we protect ourselves if 
something goes wrong?

• What does the system want us to do?

T H E  B E T T E R
C O N V E R S A T I O N

• What must remain human?

• What conditions help people flourish?

• What kind of school do we want to be?

• How does this mean for humans in our 
care?

• How do we lead with human dignity, nit just 
follow policy?

• What will we wish we prioritized in ten 
years?



PART 2

The Capacity Paradox

If AI gave you five hours back each week -
what would you do with them?

C A P A C I T Y  I S  N E U T R A L

It can be filled.  Wasted.  Protected.  Invested.

Leadership determines which.

"Education has developed a habit: whenever capacity appears, we fill it. 
AI is asking us to break that habit."



PART 3

The Capacity Investment Framework

F I L L  I T

Do more

New projects

More compliance

Busy by default

The default response.

Most leaders land here.

P R O T E C T  I T

Reduce unsustainable load

Restore wellbeing

Set boundaries

Recover capacity

Necessary.

But still reactive.

I N V E S T  I T

Coaching

Relationships

Vision & culture

Presence

This is where

leadership lives.

"Busy is not the same as purposeful. AI gives us the chance to finally tell the difference."



PART 4

The Human Advantage

A I  I S  G E T T I N G  B E T T E R  A T

• Draft & summarise

• Analyse & organise

• Generate content

• Recall & pattern-match

• Process & report

• Simulate empathy

O N L Y  L E A D E R S  C A N

• Build trust

• Notice the person behind the data

• Carry hope when others have lost it

• Exercise wisdom & courage

• Read a room

• See potential

• Create culture

"AI can provide information. Leaders provide meaning."



The more intelligent

our tools become,

the more intentional

our leadership must become.



CLOSING

Twenty years from now...

Nobody will remember which AI platform your school used.

They will remember:

• Did students feel known?

• Did staff feel valued?

• Did people flourish?

• Did leaders build trust?

• Did the school remain deeply human?

"Technology alone never changes schools. Leadership does."



What are we unwilling to lose?

THE THINKING

The capacity to think deeply. To wrestle 
with complexity. To exercise wisdom 
that only comes from doing the hard 
work of judgement yourself.

THE DIGNITY

The conviction that every person in our 
care has inherent worth — not as a 
data point, not as a result, but as a 
human being.

THE FLOURISHING

The conditions where students, staff 
and communities do not merely 
function — but genuinely thrive.

Humanity is not the soft edge of leadership. It is the irreducible core.



Your Turn

Turn to someone next to you.

Share one thing you will do differently with the capacity AI creates.

Protect It

What unsustainable work will 
you stop?

Invest It

What high-human work will you 
do more of?

Lead It

What will you model for your 
team?



IF AI CREATES CAPACITY -

HOW WILL YOU INVEST IT?
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