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Instructional Leadership — Quadrant D Leadership Practices

The combination of leadership practices that is consistent with the

Quadrant D Leadership model are:

* Management practices: best implemented with authoritative

leadership (Quadrant A)

e Empowerment practices: contribute to a more -collaborative

environment (Quadrant B)

* Vision practices: compatible with creative leadership (Quadrant C)

¢ Culture practices: consistent
lasting change (Quadrant D)

with adaptive leadership, bringing

Effective instructional leadership results from understanding how each of
these sets of practices complements the others to move a school toward

its goals.
Four Quadrants of Leadership
Creative Adaptive
k  High Leadership Leadership
o
w
L
E
0 A B
€ Low Authoritative Collaborative
Leadership Leadership
Low High
APPLICATION
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A three-step process —
1. create a context
(Ch. 4)
2. define a specific target
(Ch. 5)
3. develop an array of
practices (Ch. 6-9) —
frames instructional leadership
planning and action.

Overview

Following is an overview of each chapter.

Chapter 1: Lessons About Leadership starts the resource kit with a
thorough study of current research from the fields of neuroscience and
social science, along with a review of historical and contemporary lessons
from the business world and observation and analysis of best practices
from successful schools. These sources provide valuable insights into
the kind of leadership that yields the best results. Good leadership is a
process of guiding people to go places that that they prcbably would not
have gone on their own. Deliberate changes in people’s behavior are
difficult to accomplish, and this is the challenge of leadership.

Chapter 2: Quadrant D Leadership lays out an adaptive framework
foundation for leadership action that can guide leaders as they develop
plans, strategies, practices, systems, and a collaborative and supportive
culture that will lead to rapid and sustainable change — change that
includes improvements in student performance. Known as the Quadrant
D Leadership Framework, it leads to the development of models that
leaders can use to apply their talents and experience effectively. The
framework guides leaders in their daily actions and encourages them to
reflect on the role of school leadership in sustaining school improvement
and student achievement. True Quadrant D leaders will move among
the skill sets of each of the framework’s quadrants in order to meet
the demands of running a school, but they do so with an eye toward
cultivating leadership density and empowering staff and students to play
significant roles in decision making and problem solving.

Chapter 3: Conversations with Quadrant D Leaders presents excerpts
from conversations with successful Quadrant D leaders — real-ife
examples for aspiring Quadrant D leaders to consider as they learn about
the theories and models they can apply to their own efforts. The most
frequently asked questions about instructional leadership are posed
to eight principals who are some of the best in the field. The schools
represented by these principals are outstanding leaming communities.
The principals would be the first to say that they could not have
achieved success alone, but certainly their leadership made a significant
difference.

Chapter 4: Creating a Context for Instructional Leadership focuses
on context or looking at the school environment, particularly the staff,
in the way they work together, and what they think about teaching and
learning Addressing instruction requires action over a long period of time,
but leaders frequently are called upon to attend to more urgent problems.

© International Center for Leadership in Education vii



Instructional Leadership — Quadrant D Leadership Practices

Challenges that require sustained vigilance are considered “adaptive
challenges,” while those issues that are resolved through quicker, more
definitive action are called “technical challenges.” By better understanding
how to address instructional leadership as a unique adaptive problem,
school leaders can become more effective in supporting staff to deliver
the highest quality instruction.

Chapter 5: Target for Instructional Leadership provides the agenda
for making improvements in instruction or the basic list of items on which
instructional leadership is focused. Six agenda suggestions are offered
to instructional leaders: aligning with priority standards; striving for rigor,
relevance, and relationships; using “begin with the end in mind” planning;
focusing on literacy; personalizing instruction; and engaging students.
These areas encompass broad and powerful aspects of teaching and
learning. They apply equally across all grade levels and every subject
area. When school leaders focus on these aspects of instructional
leadership they can have profound impact on teaching and learing.
Leaders can develop deep knowledge in these instructional areas and
use them to improve instruction in all subjects and in all grades without
having great content knowledge in the subject being taught.

Chapter 6: Management Practices outlines a typically authoritarian
approach to management that is considered Quadrant A leadership in the
Quadrant D Leadership Framework. Management practices that address
basic, common managerial and administrative tasks include: policies and
procedures, personnel and budgets, school master schedule/teacher
assignments, staff reviews and evaluations, balanced assessments, and
student achievement data analysis. These management practices are
essential, but they do demand lower levels of leadership.

Chapter 7: Empowerment Practices embodies the leadership practices
that are most closely associated with Quadrant B leadership in the
Quadrant D Leadership Framework. While these practices support
high levels of leadership application and empowerment, leaders who
rely predominantly on these are often hindered from advancing into
Quadrant D Leadership by the lack of clearly define vision for the school.
Empowerment practices include: leadership teams, mentoring, co-
teaching and team teaching, teacher incentives and rewards, teacher
observations and study tours, and individualized professional learning.

Chapter 8: Vision Practices features Quadrant C leadership in the
Quadrant D Leadership Framework. These practices may reflect high

Chapters 6 through

9 focus on the 25
essential instructional
practices — organized
by the quadrants

of the leadership
framework — that
are associated with
effective leadership
for sustainable and
systemic change.

viii © International Center for Leadership in Education



Overview

levels of knowledge of leadership and creativity, but they are weaker in
their focus on empowerment. Vision practices include: vision, mission,
and goals; instructional technology; the Rigor/Relevance Framework;
needs assessment and strategic planning; classroom walk-throughs; and
professional development workshops.

Chapter 9: Culture Practices encapsulates the leadership of the
practices that comprise all four quadrants of the Quadrant D Leadership
Framework in working toward establishing a culture that supports
significant and sustainable improvement. Culture practices include:
academic intervention, instructional coaching, peer review of student
work, grading practices, celebrations, and professional learning
communities. The uses of the practices that are associated with Quadrant
D reflect high levels of knowledge and the application of leadership.

Chapter 10: Data-Driven Instructional Leadership summarizes some
of the most important leadership practices and strategies involved in
making instructional improvement a data-driven process. Thoughtful data
collection can yield a wealth of useful information to fuel instructional
change. Suggestions are offered that can help schools become more
effective as they collect and analyze student data. Instructional leaders
can also begin to think about data collection by considering the questions
they would like to answer about teaching and learning in their school.

Chapter 11: District Role in Instructional Leadership describes
functions and initiatives that a school district should undertake to build
Quadrant D Leadership for instructional improvement in its schools.
When school districts embrace the Quadrant D Leadership model,
district leaders gain a clearer vision of what effective leadership looks
like. This can guide daily interactions with school staff. In supporting
schools, districts using the Quadrant D Leadership philosophy must take
responsibility for several important instructional leadership functions.
These functions relate primarily to personnel and employee contracts,
infrastructure for technology support and student data, curriculum
content expertise, and professional development for administrators and
staff. A review of the 25 instructional leadership practices with specific
suggestions for the important functions that districts must provide to
implement and support them effectively completes this resource kit.

The Appendix has an overview of the Rigor/Relevance Framework and
a list of resources referenced in the kit.

© Intemnational Center for Leadership in Education ix



Instructional Leadership — Quadrant D Leadership Practices

A CD provides all of the tools presented in the resource kit plus other
items that may be useful for handouts, etc.

Four DVDs are included for viewing by school leaders and for use in
professional development. These presentations were filmed at the
International Center's Leadership Academy in January 2010.

Instructional Leadership — Before You Begin
Dr. Richard Jones 50 minutes

School districts play a key role in leading, supporting, and sustaining a
model of instructional leadership. Instructional leadership is more than a
series of practices such as professional learning community or classroom
walk-throughs. This presentation explains how and why schools
leaders must address school context and set a target in order to make
instructional leadership practices successful.

Powerful Practices for Quadrant D Instructional Leadership
Dr. Richard Jones 50 minutes

This presentation provides an introduction to the Quadrant D Leadership
model and how to use this model to evaluate various instructional
leadership practices.

Monitoring Instruction Through Formal and Informal Evaluation of Staff
Dr. Susan Szachowicz 55 minutes

One of the most important, but often neglected, leadership practices
is the development of meaningful staff reviews and evaluations. This
presentation describes how staff evaluations were revised at Brockton
High School in Brockton, Mass., to become one of the most useful
practices of instructional leadership.

Quadrant D Leadership — A Team Approach to Leading Instruction
Dr. Kathleen Weigel 50 minutes

This presentation explains Quadrant D Leadership from her perspective

and provides strategies for building effective leadership teams as a key
element in instructional leadership.

X © International Center for Leadership in Education
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and behaviors of individual leaders. Superintendents, principals, and
teachers all provide leadership, and their individual qualities and skills do
influence their effectiveness as leaders, but school leadership must be
judged on how well an organization functions.

Individual leadership is like a lighted match. A match needs certain
chemicals and friction to ignite the flame. But the flame alone will not
accomplish much. The match’s effectiveness depends greatly on what
happens when the flame is applied. The flame can provide beneficial
things, such as heat or a cooking fire, or it can be the source of
devastating things, such as forest or building fires. So it is with individual
leadership: how it is used in its surroundings is what is most important.
Application determines effectiveness.

In recent years, one strand of leadership research, discussion, and
policy research has focused on the evolution of the school leader's
current roles to (1) build a curriculum around state standards, (2) analyze
student achievement data and plan improvement strategies, (3) develop
and support teachers in ways that promote student learning, and (4)
transform schools into more effective organizations to improve learning
for all students. This is a new role for leaders, requiring new skills.

In 1996, the Council of Chief State School Officers led the creation
of Interstate School Leaders Licensure Consortium (ISLLC). These
were revised in 2008 and provide a set of common expectations for
the knowledge, skills, and dispositions of school leaders, grounded in
principles of teaching and learning. More than 40 states have adopted the
ISLLC standards (or a slight variation) in their administrative certification
program requirements.

Lists such as ISLLC standards help state policy makers and universities
develop leadership certification programs, but these lists do not help
leaders handle the daily challenges of leading school improvement.
While it is necessary to redefine the qualities that school leaders bring
to the performance of their job, simply identifying and acquiring skills
and knowledge is not sufficient to ensure the transfer of these skills into
effective school leadership.

Another strand of research correlates characteristics of school leaders,
such as experience, consistent core values, high expectations,
communicating a vision, perceived faimess, and trust, with student

Educational Leadership
Policy Standards: ISLLC
www.ccsso.org/content/
pdfs/intreduction_elps_
isllc2008.pd

Marzano, R. J., Waters, T.,
and McNulty, B. A. School
Leadership that Works:
From Research to Results
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Marzano’s 21 Leadership
Responsibilities
Affirmation
Change agent
Communication
Contingent rewards
Culture
Discipline
Flexibility
Focus
Ideals/beliefs
Input
Intellectual stimulation
Involvement with curriculum-
instruction-assessment
Knowledge of CIA
Monitor/evaluate
Optimize
Order
Outreach
Relationships
Resources
Situational awareness
Visibility

Perez, Milstein,
Wood, and Jacquez.
How to Turn a
School Around:
What Principals
Can Do

These days, scheol
leaders must embrace
a more complex
leadership role.

1 Lessons About Leadership

achievement. For example, Robert Marzano’s meta-research identifies
21 responsibilities that correlate with increasing student achievement.
While this list of responsibilities looks appealing, it is lengthy and does
not clearly inform school leaders which responsibilities to focus on in
dealing with specific problems or overall issues. For example, it does
not answer such questions as: Should a school leader use involvement
in instruction or teacher input (two different responsibilities) to deal with
poor student engagement in the classroom? Also, correlation does not
mean causation, and focusing on a long list of responsibilities may not
guide leaders through a specific problem or challenge.

Historically, leadership studies have suggested that school leaders have
been able to succeed simply by carrying out the directives of central
administrators. Some districts still try to succeed this way, developing rigid
policies and procedures that they expect school leaders to implement
with absolute fidelity. But this dictatorial approach is no longer enough to
meet today’s education challenges.

These days, school leaders must embrace a more complex leadership
role. Since every school is unique, a standardized set of procedures
cannot possibly address the needs of all. New challenges crop up every
day, each requiring leadership action. If they want their students to
succeed and their schools to move forward, school leaders must be able
to do more than merely follow a procedure beok or apply a general district
policy. But, again, what does effective leadership look like, and how can
districts find and support leaders who will guide their schools to success?

In recent years, one strand of leadership research, discussion, and
policy has focused on identifying a set of common expectations for the
knowledge, skills, and dispositions of school leaders. These standards
help universities develop leadership certification programs and states
set policies, but they are less valuable to educators who are handling
the daily work of leadership and school improvement. Translating good
leadership theory into effective practice requires more than identifying
and acquiring leadership skills and knowledge.

Another branch of research correlates effective school leadership and
student achievement with characteristics such as experience, consistent
core values, high expectations, a clear vision, perceived fairess, and
trust. Because correlation does not imply causation, however, focusing on
a long list of responsibilities may not help leaders as they try to address
specific problems or challenges.

© International Center for Leadership in Education 3



Instructional Leadership — Quadrant D Leadership Practices

The need for leadership is clear, but improving leadership and assisting
those who take on leadership roles demands more than prescribing
preparation standards or listing job responsibilities. Leadership is the
application of specific skills and abilities coupled with insights about
organizational dynamics and human behavior. In schools, leaders
must have a clear understanding of and passion for student needs and
aspirations, and they must be capable of defining and supporting the
work required to address those needs.

To accomplish this essential work, leaders need a flexible framework for
leadership action, one they can use to attend to daily challenges while
keeping the school community moving toward the ambitious goal of
improving student achievement. Such a framework should not be a mere
list, but a straightforward model that allows leaders to draw upon their
talents and experience to lead a school community successfully. It should
engage school leaders to evaluate their decisions and work continually as
it relates to improving instruction and student learning. The International
Center for Leadership in Education’s Quadrant D Leadership Framework,
which is defined with greater detail in Chapter 2, provides such a practical
model for educators.

The leadership framework reflects the latest thinking about what
constitutes effective leadership. In particular, research conducted
in three fields has provided insight for education leadership:
(1) science, especially recent brain research and social scientific
observation, (2) business, and (3) education, specifically practices in
rapidly improving schools.

Are leaders born or made? Advances in technology and social science
research techniques provide evidence that the answer to that age-old
question is a little bit of both.

Brains and Behavior

Over the last two decades, neuroscience has provided scientists with
tremendous insight about learning and behavior. Imaging and brain wave
analysis technologies have revealed extensive data about the actual
workings of the living human brain. Advanced computer analyses of brain

Leaders need a flexible
framework for leadership
action, one they can use to
attend to daily challenges
while keeping the school
community moving
toward the ambitious

goal of improving student
achievement.

Brain and
Social Scientific
Research
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Ringleb, Al and

Rock, David. “The
Emerging Field of
NeuroLeadership”

“Your vision will
become clear only when
you can look into your
own heart. Who looks
outside, dreams; who
looks inside, awakes.”

- Carl Jung

1 Lessons About Leadership

activity have enabled neuroscientists to develop an increasing body of
evidence linking the physiology of the brain with the cognitive, emotional,
and behavioral mind. This research has helped inform teaching and
learning, and it can lead to a better understanding of school leadership
practices and how they relate to school change.

Social scientists’ observations of human behavior and relationships also
have contributed to the study of effective management and leadership.
The technological capabilities of neuroscience now make it possible not
only to observe human behavior, but also to see which areas of the brain
are active while those behaviors are occurring. As this type of research
continues to evolve, opportunities to augment the understanding of
human behavior and motivation will increase. Such advances will have
positive impacts on education and leadership. Already, the traditional
understanding of the connections among motivation, action, and
relationships is being challenged.

Neuroleadership is an emerging interdisciplinary field that combines
cognitive neuroscience and social science to explore the neurological
basis of leadership and management practices. The objective is to
improve leadership effectiveness within institutions and organizations by
developing a science model for leadership development that takes into
account the physiology of the brain and its relationship to the mind.

Neuroscientific research has helped dispel many myths about leadership,
including:

Myth: Adult brains are fully developed and do not change.
Reality: A human brain has plasticity. It is able to create new neural
connections throughout an individual's life, allowing a person to learn
novel ideas and obtain new knowledge at any age.

Myth: A combination of incentives and threats — so-called carrots and
sticks — will change behavior.
Reality: Change efforts based solely on stimuli rarely succeed in
creating long-term change. Repeatedly rehearsing a behavior is
essential for change to occur.

© International Center for Leadership in Education 5
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Myth: People who respond to proposed changes with great emotion are
cognitively weak.
Reality: Change is difficult, because it triggers biological/chemical
sensations of discomfort in the brain. Changes in an organization
can cause individuals to feel real pain. This physiologically driven
emotional response occurs uniquely in humans and is not correlated
to cognitive capacity.

Myth: Some people are more suited to the stresses of leadership.
Reality: While the nuances of brain function are unique to each
individual, the process is essentially the same across individuals.
Rational behavior develops over time through the development
of the frontal lobes. A person who demonstrates a strong aptitude
for rational thought and emotional control has, through practice,
developed the frontal lobes, which dominate the brain’s more
emotional limbic center.

Social Chemistry

The human brain is a social organ that compels us to seek relationships.
Even if we do not say anything, hear anything, or touch another person,
when we see or are in the presence of other people, our brains react.
Infants exhibit signs of this brain reaction early on, when they respond
to their parents’ facial expressions or mimic sounds or bedy movements.
These types of brain functions form the foundation of learning.

When we experience positive relationships, our brains produce chemicals
that generate pleasurable feelings. When relationships are bad, however,
the brain produces different chemicals, and the resulting emotional
pain may be experienced as acutely as an actual physical blow. These
negative feelings may lead to undesirable behaviors or other unexpected
outcomes.

When a school or district makes a decision that will increase class
size, reassign teachers to new schools, or impose additional testing
on students, teachers often are expected to accept the change without
comment or complaint. They may be told that they must comply, because
the change is part of the job.

Rock, David.
“Managing with the
Brain in Mind”
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What may seem like

a simple decision or
action by a school or
district can kick off

a downward spiral

that translates into an
unpleasant environment
and poor student
achievement.

One of a leader’s
most important tasks
is providing feedback
and encouragement to
those they lead.

Lieberman, Matthew D.
“Social Cognitive
Neuroscience: A Review
of Core Processes”

1 Lessons About Leadership

But authoritarian edicts elicit feelings of social isolation and a sense of
helplessness. These feelings create chemical and emotional responses
in the brain. Teachers in these situations may become disenchanted
and disengaged. They may feel that their good work is unrecognized
or underappreciated. These typical human responses are partially the
product of natural reactions in socially driven human brain. The trouble
is that these chemical reactions — and the resulting negative feelings —
carry over into behavior.

In education, this can result in teachers putting forth minimum effort to
meet the requirements of their positions. The feelings may carry over into
their language, body language, and actions with others, notably students.
In turn, negative brain reactions are triggered in students, degrading their
attitudes and efforts.

So what seemed like a simple decision or action by a school or district
instead kicks off a downward spiral that translates into an unpleasant
environment and poor student achievement. Research shows that what
may be equated with poor character or willfulness, however, is actually
a natural manifestation of chemical processes in the brain. One person’s
actions activate chemical reactions in others’ brains, which can trigger a
range of thoughts and emotions that are controlled by the more emotional
part of the brain.

The social aspect of the brain explains why people respond so positively
to compliments from others. We all crave recognition, some reassurance
that we are important. We join groups for the sense of comfort in social
situations. We seek nurturing relationships by creating families or by
cultivating friendships. Social feedback is an important brain stimulant.
Rewards and feedback spark strong positive brain responses. This is
why one of a leader’'s most important tasks is providing feedback and
encouragement to those they lead.

Some social cognitive neuroscientists argue persuasively that the need
to belong is as basic a human need as sleeping, eating, and breathing.
Consistent with this viewpoint, academic and business communities
acknowledge that the need for employees to work as team players is so
strong nowadays that many organizations resist hiring individuals who
cannot or do not want to work with others.

© International Center for Leadership in Education 7
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Understanding the neuroscience behind the physiological aspects of
leadership helps leaders:

* make decisions and solve problems
» collaborate with and influence others
« cope with stress and pressure

+ facilitate change successfully

* work at maximum potential

As researchers discover more about the human brain, it becomes
increasingly clear that effective leadership involves a complex interaction
of many elements, including brain chemistry and activity, analytical
thought, emotional reaction, the power of images and symbols, the
strength of perceptions versus reality, an understanding of the power of
personal relationships, and the contagion of passion and humor. To be
successful, a leader cannot separate the actions from the reactions of the
people in an organization.

Effective school leadership must address some conditions that are unique
to education, but other types of organizations, particularly successful
businesses, offer many leadership lessons.

The XYZs of Leadership

In the 1960s, American social psychologist Douglas McGregor proposed
that there are two fundamental approaches to managing people in
business, what he called Theory X and Theory Y. Theory X reflects an
authoritarian management style. Many managers employ this approach
— with poor results. Theory X is predicated on these beliefs:

» The average person dislikes work and will avoid it if possible.

* People must be forced — with the threat of punishment — to work
toward organizational objectives.

» The average person prefers to be directed, avoids responsibility, is
relatively unambitious, and seeks security above all else.

To be successful, a leader
cannot separate the actions
from the reactions of the
people in an organization.

Lessons from
Business

McGregor, Douglas.
The Human Side
of the Enterprise

McGregor, Douglas.
“Theory X and Theory Y
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Theory X reflects
an authoritarian
management style,
while Theory Y

is characterized by
a participative
management style.

Ouchi, William G.
Theory Z

Theory Z assumes that
workers are motivated
and responsible. Theory
Z leaders place a great
deal of trust in their
employees and offer
them a large amount of
freedom.

1 Lessons About Leadership

In contrast, Theory Y is characterized by a participative management
style. Enlightened managers tend to use Theory Y, which usually
produces better results, encourages stronger performance, and allows
people to grow and develop. Theory Y assumes that:

« Effort in work is as natural as it is in leisure.

+ People will demonstrate self-control and self-direction in the pursuit
of organizational objectives, without external control or the threat of
punishment.

« A commitment to objectives is a function of rewards associated with
personal achievement.

» People usually accept, and often seek, responsibility.

« The capacity to use a high degree of imagination, ingenuity, and
creativity in solving organizational problems is widely, not narrowly,
distributed in the population.

+ Inindustry, the intellectual potential of the average person is not used
fully.

Although more recent studies challenge their simplicity, Theory X and
Theory Y are still among the most frequently used models in human
resources management. They endure as basic guidance for leaders who
wish to develop a positive management style and leadership techniques.

One newer philosophy, Theory Z, was developed by William Ouchi, a
professor of management at UCLA. Theory Z advocates combining the
best elements of Theory Y with those of modem Japanese management,
which assumes that workers are loyal to the organization and interested in
working in teams. Managers who use a Theory Z style place a great deal
of trust in their employees and offer them a large amount of freedom.

While McGregor’s theories mainly focus on management and motivation
from the managerial and organizational perspectives, Theory Z advocates
for greater reliance on the attitudes and responsibilities of workers.
Moreover, Theory Z considers the dynamics of work performance and
leadership action throughout an organization rather than through the
traditional top-down approach.

© International Center for Leadership in Education 9
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Authority and Influence

Joseph Rost, professor emeritus of leadership studies at the University
of San Diego School of Education, offers one of the best analyses of
business leadership and management styles in his book, Leadership for
the Twenty-First Century. To gain an historical perspective of leadership
and management, Rost conducted an extensive literature review,
including an analysis of much of the work written between 1930 and
1990.

Rost’s work is important in the field of leadership studies, because it
traces the evolution of leadership based upon the social, technological,
and economic changes that have occurred in business. The fundamental
purposes of business have remained the same; however, the culture and
patterns of interactions among individuals within business organizations
have changed markedly, reflecting societal changes.

The primary distinction that Rost makes between “management”
and “leadership” is that leadership is an influence relationship and
management is an authority relationship. The differences between
these kinds of relationships have to do with the use of coercion and the
directionality of relationships.

Rost concludes that the 20" century was dominated by an “industrial
paradigm” that defined leadership as “good management” that is
characterized by “an authoritarian relationship between a manager and
subordinates.” In this model, coercion is used reguiarly, and subordinates
respond to authoritative directives. While there may be some democratic
relationships between managers and subordinates, the fundamental
relationship is top-down.

In contrast, the 21% century has seen the rise of a “post-industrial
paradigm” in which leadership is an influence relationship among leaders
and followers in pursuit of mutual purposes. In this model, coercion is
rarely used. Leaders use authority to guide rather than to dictate. As a
result, leadership is an interactive network of relationships that exists
across all levels of an organization, and it is multidirectional: top-down,
bottom-up, peer-to-peer.

Rost, Joseph.
Leadership for the
Twenty-First Century

Leadership is an
influence relationship.
Management is an
authority relationship.
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“The Top Ten
Leadership Lessons”

1 Lessons About Leadership

Rost’'s Comparison of Management and Leadership
Leadership Management
Influence relationship Authority relationship
Leaders and followers Managers and subordinates
Multidirectional relationships Top-down relationships

Lessons from Leaders

Jim Kouzes and Barry Posner, co-authors of the award-winning bestseller
The Leadership Challenge, provide one of the best current analyses of
leadership practices in business. In 2008, they completed the extremely
ambitious analysis of 950,000 responses to the Leadership Practices
Inventory. The inventory involved 80,000 self-assessments by business
leaders, plus 870,000 assessments of those leaders by individuals who
know them. Based on the surveys, Kouzes and Posner developed a list
of ten top leadership lessons:

1.

Leadership is everyone’s business. Leadership is not a position
but a practice among many people within the organization. Corporate
CEOs and military generals embody the stereotypical image of a
leader, but leadership is not the sole responsibility of a single person
at the top of an organization. Leadership is a series of practices that
are accomplished by many people at every level of the organization.
In military units, an effective squad leader will challenge a small team
to work together to accomplish a mission. Throughout a corporate
organization, leadership actions are taken at every level. In customer
service, for example, each employee who has direct contact with
customers must have the support to take appropriate leadership
actions to meet customer needs.

Credibility is the foundation. One of the most oft-noted
characteristics of good leadership is a strong sense of trust in the
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individual who is a leader. A leader's behavior and actions create
a sense of credibility, or lack of it, throughout the organization.
Followers are more likely to support an individual when they trust that
he or she is credible, and they believe in his or her goals, values, and
commitment to the organization.

Personal values drive commitment. People expect leaders to stand
up for their beliefs. If a leader is only talking about an organization’s
goals and not demonstrating a commitment to them through his or
her actions, then others are less likely to be supportive. Members of
an organization identify with leaders who share common values.

You either lead by example or you don’t lead at all. People make
judgments about their leaders based on the actions they see. Leaders
who do not set a strong positive example or who are not willing to
take on the same responsibilities and tasks as others within the
organization will be perceived of as weak or false. Effective leaders
are good role models.

Looking forward is a leadership prerequisite. People expect
leaders to have a sense of direction and a vision. They want to
follow someone toward an optimistic goal and successful outcome.
Followers are skeptical of leaders who do not have a strong vision
of how to move an organization to a positive future. Strong leaders
need to be forward-thinking and confident about what can be
accomplished.

It is not just the leader’s vision. In the healthiest organizations, it
is not only about the leader having the most powerful and optimistic
vision. All members of the organization must embrace and support
the vision. The actions of the leader should inspire every member
of the organization to see his or her role in the outcome. Effective
leaders inspire a shared vision and create a culture in which each
individual aspires to a positive vision for success.

Challenge provides the opportunities for greatness. The best
examples of outstanding leadership are forged through successful
resolution of a challenge. Great leadership emerges when there
are opportunities to work cocoperatively to overcome significant
challenges.

10.

Ten Top
Leadership Lessons

Leadership is
everyone’s business.

Credibility is the
foundation.

Personal values drive
commitment.

You either lead by
example or you don’t
lead at all.

Looking forward is a
leadership prerequisite.

It is not just the
leader’s vision.

Challenge provides
the opportunities for
greatness.

Leaders are team
players.

Leadership is a
relationship.

Caring is the heart of
leadership.

© International Center for Leadership in Education




“The creation of
something new is not
accomplished by the
intellect but by the play
instinct acting from
inner necessity. The
creative mind plays with
the objects it loves.”

- Carl Jung

Rapidly
Improving
Schools

1 Lessons About Leadership

8. Leaders are team players. No leader in history ever accomplished
an extraordinary feat alone. A leader is not a leader unless he or she
has followers. Leaders must build a sense of trust among members
of the organization and show a strong commitment to accomplish the
common vision. They must demonstrate their dedication through a
willingness to work as hard as everybody else to achieve the goals.

9. Leadership is a relationship. Leadership is a connection between
those who choose to lead and those who choose to follow. Exemplary
leaders spend time building and nurturing relationships based upon
mutual respect and caring. This is where emotional intelligence and
social intelligence are so critical. The very best leaders know that
their job is to make others feel powerful, not simply to acquire power
for themselves.

10. Caring is at the heart of leadership. The best leaders are not cold
and detached from the people who comprise an organization. They
constantly think about people and how the organization’s activities
will affect individuals personally. A sense of caring does not prevent
leaders from making difficult decisions, but it helps guide them.
Caring is at the heart of building relationships, and relationships are
at the heart of strong leadership.

Since its inception, the International Center has worked with or examined
the work of thousands of schools in hundreds of districts that have
achieved sustainable change. The annual Model Schools Conference
and collaboration with the Successful Practices Network — a network
for schools to share ideas, feedback, and strategies — have enabled
extensive examination of the characteristics of rapidly improving
schools. One of the most consistent findings is that strong leadership —
leadership that is future-focused, persistent, and distributed throughout
the organization — is at the center of successful and sustainable school
improvement.

Over the years, various schcol improvement groups have identified
many rapidly improving schcols. Typically, each of these schools has
been led by a charismatic individual who introduced a vision that raised
expectations and who was able to build a consensus of followers willing
to take risks. Said leader created or introduced the innovations necessary
to achieve the vision. In this model, the leadership of a specific individual
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made the difference, and it is easy to identify the essential leadership
characteristics that facilitated the change, such as vision, communication
skills, passion, people skills, willingness to take risks, and persistence.

The problem with this model is that it is difficult to sustain improvement
when change is based on the leadership qualities and skills of a single
individual. Sustaining school leadership is tremendously challenging:
even charismatic school leaders move on or retire. Many schools that
were exemplars of innovation a decade ago are no longer models.

Much of the existing research about leadership identifies good practices.
There is an implication, however, that anything that is not on the so-called
master list is a poor practice, one not to be recommended for quality
leadership. Such lists are not particularly helpful to leaders, because
leadership requires more than the act of carrying out the right practice
or avoiding a wrong one. Strategies that work in one situation may not
work in another. This is what makes leadership so challenging. There is
no instruction manual that details the correct procedure for leading an
education institution to success. What worked at one time or in one place
may not work in another.

Leaders must adapt to constantly changing conditions. For example, the
simple act of assigning a group of teachers to plan a student recognition
celebration can have different consequences in different settings. In
a school with a highly collaborative staff, for example, the request may
be a simple task that requires a committee to meet a few times to get
the project rolling. But in a school struggling with contentious contract
negotiations, the assignment could be met with protest and grievance.

in rapidly improving schools, there are subtle differences in leadership
styles. Certainly each leader in these schools has an impact on the
school culture, and the school community would identify the leader’s
encouragement and support as integral to success. But while some of
these leaders seem to possess endless stores of energy and be involved
in any and all activities, others serve more as delegators, with assistant
principals, team leaders, and school staff assuming greater responsibility
in decision making, problem solving, and taking action. Both types of
leaders are successful, however, simply trying to replicate either or
both styles is less likely to result in long-term and sustainable school
improvement.

It is difficult to sustain
improvement when
change is based on the
leadership qualities
and skills of a single
individual.

“We must become
the change we seek
in the world.”

- Ghandi
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It is more telling
to look at school
performance rather
than to look at an
individual leader’s
behavior.

Summary

1 Lessons About Leadership

There is a similar phenomenon when attempting to model effective
teaching practices. While teachers can model the effective practices of
successful teachers, to be truly effective, each individual must develop his
or her own unique style. The high degree of individuality is why it is wiser
to evaluate a teacher’s effectiveness by looking at student engagement
and achievement rather than at his or her behavior in front of a class.
And so it is for school leadership: to judge the effectiveness of leadership,
it is more telling to look at school performance rather than to look at an
individual leader’s behavior.

There is a wide ranging collection of definitions, theories, notions, and
ideals that attempt to address the question of what makes a leader
effective. Many models exist, but few can be applied practically. Education
leaders need a framework that can guide them as they develop the plans,
practices, and systems that will lead to rapid and sustainable change,
including improvements in student performance.

A careful study of current research from the fields of neuroscience and
social science, along with a review of historical and contemporary lessons
from the business world and observation and analysis of best practices
from successful schools, has resulted in valuable insights into the kind
of leadership that yields the best results. What has been learned is
unique from much of what the existing literature about school leadership
describes. The Quadrant D Leadership Framework applies that learning.

© International Center for Leadership in Education 15









Instructional Leadership — Quadrant D Leadership Practices

Defining Quadrant D Leadership

School leadership is not a position but a disposition for taking action.
When leadership is considered a position, a leader is judged upon the
decisions he or she makes. When leadership is considered a disposition,
it is judged upon the actions taken in the school community. Effective
school leaders broaden the definition of leadership in their schools to
include the many staff members and student leaders whose efforts further
progress toward a common vision.

Quadrant D Leadership is the collaborative responsibility for taking action
to reach future-oriented goals while meeting the intellectual, emotional,
and physical needs of each student.

Quadrant D leaders are:

» flexible and able to adapt to the school environment
» able to analyze the leadership characteristics of their school

» knowledgeable about where their school community is and where it
needs to move to

+ able to develop and articulate a vision about the future needs of
students to ensure that all stakeholders are using the same language
about leadership in the school

» able to work with people in a manner that ignites their passions,
talents, and desires to attain a shared vision

Quadrant D Leadership Framework

Just as we must prepare students to be 21% century leamers, so too, do
we need to prepare adults to be 21% century leaders. The International
Center’s Rigor/Relevance Framework helps teachers quantify the level
of their instruction and make progress toward providing students with the
highest level of leamning, described as Quadrant D.

Quadrant D Leadership
is the collaborative
responsibility for taking
action to reach future-
oriented goals while
meeting the intellectual,
emotional, and physical
needs of each student.
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Application Model

Like its instructional counterpart, the Quadrant D Leadership Framework
is divided into four sections, or quadrants. The framework is set along the
vertical knowledge continuum and the horizontal application continuum.
The level of individual leadership is identified in each quadrant.

Four Quadrants of Leadership
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In the context of the leadership framework, knowledge involves raising
the level of thinking about what is important in a school. At a low level
of knowledge, leaders acquire understanding of school practices and the
management of day-to-day tasks. Moving to higher level thinking allows
leaders to imagine and anticipate the future: What skills will students
need in order to be successful in the future? Are there programs and
services that could be added to help students realize their potential?
These are the types of reflective questions that leaders ask at high levels
of the knowledge continuum in order to create a vision for rigorous and
relevant student achievement. Schools reach high levels of leadership
when all staff acquire a thorough knowledge of school goals and student
aspirations.

High-knowledge leaders recognize that a current strategy may not be the
best or most effective practice. They are willing to take risks and innovate.
These leaders keep part of their attention on the distant horizon of
sustained long-term improvement and constantly seek creative solutions.

Leadership application, the leadership framework’s horizontal continuum,
describes the action and style of leadership. At low levels, leaders
execute leadership practices singularly, making decisions and solving
day-to-day problems on their own. At higher levels, leadership application
shifts from the actions of a single leader or small leadership team to
leadership that is distributed throughout the school community. Staff,
faculty, and students are empowered to participate in leadership and a
collective sense of responsibility and ownership emerges.

The skill sets along the knowledge and application continuums can
be organized according to the framework's four quadrants and the
corresponding levels of leadership they represent:

* Quadrant A - Authoritative Leadership applies to the traditional
leadership model in which a leader decides and others act. Those in
“managerial” positions, such as principals, assistant principals, and
department heads, often are expected to lead in this manner. A leader
who is functioning in Quadrant A is usually focused on acquiring the
skills and knowledge needed to make decisions independently with
respect to school improvement and student achievement.

*+ Quadrant B - Collaborative Leadership involves the application of
leadership beyond those in traditional leadership positions to include

“Mistakes are not failure,
mistakes are feedback.”
- Simon T. Fuller
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staff across all levels of the organization. Decision making occurs
throughout the system, so staff have the autonomy to proceed with
many activities without having to await direction from an authority. In
this model, staff, and ultimately students, work in a highly collaborative
environment and take action consistent with school goals.

* Quadrant C - Creative Leadership describes higher level thinking in
which leaders are more reflective and innovative. They are not limited
by past experience and are able to anticipate future needs and seek
new solutions. School goals are influenced by current research about
proven strategies and practices. Research and reflective thought
guide actions.

* Quadrant D - Adaptive Leadership is the combination of application
and knowledge. At the highest levels of Quadrant D, students

fi‘i?dg?s{l?;:tzggsl lbuemf:))l,'e are taking a significant leadership role in the school as well as
you.” responsibility for their own learning. Leadership in Quadrant D allows
- Ron Heifetz and a school to change and adapt more easily through staff collaboration.

Marty Linsky The culture is based on a shared vision and commitment to preparing

students for the future.

Leadership decisions and actions occur across all quadrants, but the
intersection of high levels of knowledge and high levels of application
is where Quadrant D Leadership emerges. Ultimately, Quadrant D
Leadership is the most desirable and the most reliably associated with
effective schools.

Building Toward Quadrant D

Becoming a Quadrant D leader is a process, and operating in Quadrant
D not only requires an awareness of how the many components of
effective leadership fit together, but also the ability to draw upon the
elements comprising each quadrant to deliver the most suitable decision
or action. A Quadrant D leader applies different elements of leadership
as appropriate. For example, when there are safety or security threats
that demand quick, authoritative action, a Quadrant D leader employs a
Quadrant A approach.

This is similar to how teachers use the Rigor/Relevance Framework.
The instructional goal is to shift toward more teaching into Quadrant D
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in order to increase student retention of learning that will transfer to real-
world challenges, but teaching in Quadrant A is also important. Likewise
for school leaders: a situation may demand that decisions be made in
Quadrant A, but the objective should be to move toward Quadrant D's
inclusive, flexible style overall.

As a leader shifts to consistent use of a Quadrant D approach, an
organizational culture of leadership will begin to emerge. At that point,
staff members will be able to understand more clearly the leader’s
role in decision making as well as their own as part of the leadership
structure. Once this culture is established, leaders must be careful to
avoid complacency. Sometimes a leader becomes too comfortable with
the effectiveness of the organization and slips back into Quadrant A
leadership. If the Quadrant D culture has been cultivated well, however,
all staff will share in the responsibility of maintaining it.

The shift to Quadrant D Leadership begins when a leader understands
the positive impacts that a highly inclusive and collaborative environment
can have on student and school performance. To start, leaders should
consider the ways in which they can increase the application of leadership

Four Quadrants of Leadership
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With consistent use of
a Quadrant D approach,
an organizational
culture of leadership
will begin to emerge,
and staff will be able to
understand not only the
leader’s role but also
their own. All staff share
in the responsibility

of maintaining a well
cultivate Quadrant D
culture.
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These types of team initiatives are very important for increasing
leadership density throughout a school community. Simply creating teams
is not enough, however. Team-building activities are important, too, and
give staff and students a chance to get to know one another, develop a
level of trust, and facilitate a team’s ability to tackle problems and develop
creative solutions.

When a school leader is open to new possibilities, others are empowered
to take leadership roles. Even with extensive knowledge and experience of
his or her own, a leader will be most effective when he or she consistently
and publicly encourages new ideas, listens to them carefully, and
evaluates their potential effectiveness. Good leaders reflect on their own
behavior to be certain that their language or actions do not discourage
new suggestions and possibilities from being shared. When changes
are successful, they are quick to credit others for the success and avoid
taking credit for themselves. As they work to increase empowerment of
leadership, they look for opportunities to involve students and listen to
their input regarding school practices.

The shift from quadrants A and B to quadrants C and D on the framework
— movement vertically along the knowledge continuum — is characterized
by the shift in thinking that guides leadership action. Leadership is not
guided simply by past practices and traditions. Decisions and actions are
based on reflective thought, which includes paying attention to students’
future education needs so they can succeed in a complex and rapidly
changing world.

When schools defend the status quo or are complacent about current
results, organizational leadership is operating at levels A and B. When
organizations are dissatisfied with current student achievement,
passionately pursue higher expectations for all students, and implement
creative solutions, they are more likely functioning in quadrants C and D.

Raising student expectations and communicating those expectations
to all students raises the level of leadership. When a school commits
to a focus on rigor and relevance for all students and uses the Rigor/
Relevance Framework extensively, expectations rise. Leaders can also
raise staff expectations by becoming more data-driven in their decision
making. Sharing student achievement results, creating and collecting
more and other types of data about student progress, and analyzing and
sharing data raises the knowledge level of school leaders and the quality
of leadership.

When a school

leader is open to new
possibilities, others
are empowered to take
leadership roles.
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The International
Center has resource
kits to address each
dimension of the
Learning Criteria to
Support 21* Century
Learners.

Concentrating on
students’ future needs
is a way to raise the
level of leadership.

Applying the
Leadership
Framework

2 Quadrant D Leadership

Successful schools rely on more than just test scores for their decision
making. The International Center's Leaming Criteria to Support 21%
Century Learners encourages schools to broaden their definitions of
what can and should be measured when evaluating the quality of the
student learning experiences. The Learning Criteria’s four dimensions
— Foundation Learning, Stretch Learning, Leamer Engagement, and
Personal Skill Development — help schools collect and consider more
comprehensive data. When multiple measures of student success are
considered, staff develop a broader perspective and expectations rise.

A focus on nurturing the whole student — including aspects of nutrition,
health, and emotional well-being that help create a strong foundation for
lifelong learning and healthy living — also increases expectations. While
they are not the primary purposes of public education, these factors
must be woven into the fabric of academic success for every student.
The added sense of responsibility raises the level of leadership for
students and staff alike. It also contributes to a future-focused approach
to education.

Concentrating on students’ future needs is a way to raise the level of
leadership. Rather than concentrating instructional improvement efforts
on fixing things that are not working or that do not meet expectations,
leaders across the organization can focus on setting actions that the
school community can take to poise students for success in all aspects of
their lives, not just academics.

There will always be situations that are handled most appropriately
and effectively in one quadrant or another. For sustained, long-term
improvements to take hold, however, leadership must aspire to Quadrant
D. Over time, the more leadership moves toward Quadrant D, the more
a school can adapt to changing conditions and achieve and sustain
improvement.

Leading in Different Quadrants

When leadership is based in one quadrant area, it creates certain
characteristics in a school. Leadership in each quadrant exhibits its own
unique attributes, although there are similarities and some overlap among
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“A highly effective school
leader can have a dramatic
influence on the overall
academic achievement of
students.”

- Michael Fullan

2 Quadrant D Leadership

Traditional leaders tend to use past experiences when solving problems.
When confronted with an issue, they draw on their past experience
extensively, usually with great confidence about their problem-solving
expertise. Whenever a new program is implemented, these leaders
focus on ensuring that staff replicate practices with fidelity. As issues
or problems that appear too difficult, complex, or risky to solve on their
own arise, traditional leaders tend to look to superiors for answers
and guidance. While there may be some success associated with this
leadership style, usually it is not associated with the highest quality
education experience for students, and it is rarely sustainable.

A good example of Quadrant A leadership was evident in a large
suburban high school, which based on quantitative data, was perceived
to be successful. Students met state test requirements and most went
on to college. There were few discipline problems and the community
was proud of the school. But there was more to the story. Students did
the minimum they needed to do and could not wait to graduate. Most
students who went on to college needed remediation, and many dropped
out, because they showed little commitment to the importance of lifelong
learning. Likewise, teachers did only the minimum required of them, left at
the contractual end of the day, and frequently complained about problems
that the administration needed to fix.

Leadership in this school was based on a single individual who focused
on keeping things running smoothly within the rules. In fact, the school
was rules driven. The principal confused rule compliance with a culture
of engagement and passion for learning. While student achievement was
perceived of as good, it was barely meeting minimums. There was little
capacity for the school to improve. The school was fortunate to have a
primarily wealthy student population. If confronted with the demographic
diversity that exists in most schools, it is unlikely that this school would
have been able to coast on the marginal results, and it would not have
had the ability to respond to the changing environment to achieve bona
fide success.

Quadrant C Leaders

Leaders who operate in Quadrant C are similar to Quadrant A leaders in
that both styles generally are based upon the single-leader model. Yet
unlike a Quadrant A leader, a Quadrant C leader tends to understand the
contemporary challenges facing education and seeks to make significant

© International Center for Leadership in Education 27



Instructional Leadership — Quadrant D Leadership Practices

changes. Quadrant C leaders might be labeled “visionaries.” They seek
to innovate, primarily through the power of their personalities.

An example of this type of leadership was observed in an urban high
school that was struggling with discipline problems, poor attendance, high
dropout rates, and isolated instruction. The principal embraced the model
of small learning communities (SLCs) and introduced the structure to the
school. The SLCs consisted of six themed academies. Teachers from
each discipline were grouped together and assigned to different areas
of the building to create the academies. The academies were supported
by community and business partners, as well as university partners that
provided instructional improvement coaching. The creative principal often
was hard at work outside the school nurturing these partnerships.

The change yielded some success, but it was not schoolwide. Only
some of the staff bought into the SLC philosophy. Those who did
worked together and created islands of innovation in the school. Others
continued to follow traditional approaches, functioning as SLCs in name
only. Eventually, the leader left the school. The momentum for school
improvement slipped, because the creative leader was no longer there.
This is the characteristic of schools that have leadership primarily
in Quadrant C. Success is partial and varied, because it is tied to the
presence of the individual leader.

Quadrant B Leaders

A Quadrant B leader cultivates leadership capacity throughout the
school community. The result is an environment that is described as
“collaborative,” because of the leadership density. In this model, the “top”
individual leader serves to support the leadership of many others.

One large, rural comprehensive high school exhibited the characteristics
typical of Quadrant B leadership. Many students in this school lived in
poverty, and their parents’ education level was generally low. The school
benefited from state redistribution of funds and had a higher level of
funding than the local community could provide. There was a focus on
high expectations for students, which was manifest in several areas of the
school. The career and technical programs were exceptional, with nearly
all students completing programs. Students were extensively involved in
internships in a nearby resort community. There was an excellent music
program in a brand new facility. There were many Advanced Placement

A Quadrant C leader

tends to understand the
contemporary challenges
facing education and seeks
to make significant changes,
but success may be varied
and difficult to sustain,
because it centers on the
individual leader.

A Quadrant B leader
cultivates a collaborative
environment with
leadership capacity
across all levels, but may
neglect opportunities

to reach outside of the
school for new ideas

and best practices that
will support sustainable
improvement.
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and dual-credit courses. An outstanding guidance department used
volunteers to assist students in college applications and financial aid.

The school's apparent success largely was due to good leadership
density, especially compared to what is found in many rural schools.
Several departments had very strong leaders. But improvement efforts
were not schoolwide. The school community was not united with a
common vision. Despite many examples of success, the school had not
attained a path to significant, sustained school improvement. The current
leader was predominately operating in Quadrant B. Typical of this style,
the leadership focus in the school was mainly internal. The principal
did not reach outside of the school for new ideas and best practices to
improve instruction. There was a general satisfaction with the status quo
— each department functioned well independently — so there were few
attempts to create a cohesive vision toward which all staff and students
could take responsibility.

Quadrant D Leaders

Quadrant D leaders are always seeking ways to change and improve the
system. They are quicker to recognize areas in which the current system
limits the potential for student success and are open to considering ways
to revise the system to meet student needs more effectively. Constantly
looking for new ways to adapt and change, Quadrant D leaders are able
to break away from established procedures and routines.

Quadrant D leaders promote a highly collaborative culture that places
a greater premium on teamwork than on individual expertise or past
experience. When Quadrant D leaders are confronted with a significant
challenge or issue, they primarily look to staff to develop effective
solutions. The school culture is focused on meeting individual students’
needs and celebrating the unique characteristics of the school community.
Staff are encouraged to adapt to unique situations and to be flexible in
order to support the personal and academic growth of each and every
student. A school under Quadrant D Leadership is adaptive and is either
on a clear path toward rapid improvement or is positioned to sustain
improvement.

A.J. Moore Academy, in Waco, Texas, is one model school that showcases
Quadrant D leadership. In the late 1990s, the school was a struggling
alternative/career center in the Waco Independent School District. Under
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the leadership of the principal, leadership team, and business partners,
the school has transformed itself into a nationally recognized model
career academy high school. A culture of high expectations and high
levels of support is clearly evident the moment one enters the school. A.J.
Moore appears to be more of an adult work environment than a typical
school. The school has accomplished this with a socioeconomically
disadvantaged and racially diverse student population.

The school kicked off its transition by adopting a clear vision for preparing
students for careers and continuing education. Staff were recruited
into ambitious and hardworking teams, which created an innovative
curriculum and accomplished the instructional planning necessary to
achieve the vision. A.J. Moore demonstrates that there is no shortcut to
success. Success takes hard work, but teamwork makes the work feel
less burdensome. The school embraces the idea that success is not a
destination, but a journey. Staff and students give a great deal of credit to
their very dynamic principal, but leadership in this school does not reside
in her solely. Every day, teachers and students act in ways that support
the school’s mission.

One specific example of Quadrant D Leadership at A.J. Moore occurred
a few years ago, when several communities around the nation were
staging demonstrations about immigration issues. Rumors emerged
that there would be a sizeable demonstration in Waco. A couple of staff
members recognized this as a learning opportunity and crafted a lesson
that addressed immigration, civil disocbedience, and ways to influence
government leaders. The staff did not go to the principal and say, “Here
is a problem, do something!” They identified the issue, saw its potential,
and forged a solution. They taught the lesson the day before the local
event. On the day of the demonstration, while no A.J. Moore students
skipped school, other schools in the district were scrambling to decide
how to punish the large number of students who had cut classes to attend
the rally. In this incident, A.J. Moore staff and students exhibited the
characteristics of Quadrant D Leadership. They worked together toward
the common vision of connecting learning to the real-world in a manner
that made sense for the school community.

A.B. Combs Leadership Magnet Elementary School in Raleigh, North
Carolina, is another good example of a school shaped by Quadrant D
Leadership. In 1999, this highly diverse school was one of the lowest
performing schools in the Wake County Schools district. The staff

The principal of

A.B. Combs, Muriel
Summers, contributed
to Chapter 3.
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did not feel good about their teaching, and student performance was
not satisfactory. School staff felt that the district leadership had no
understanding of the challenges of working with a very diverse student
population. Then the school was issued an ultimatum by the district:
improve or close. The school responded to the challenge by inventing
and implementing a learning model that was different than that of any
other school in the nation. This successful learning model was designed
to require no additional money or staff. The process that unfolded is an
elegant study in Quadrant D Leadership.

Under the outstanding leadership of the principal, the school adopted a
vision based on the leadership principles of Steven Covey, whose model
for personal responsibility as a means of achieving success was the
focus of the bestselling book, The 7 Habits of Highly Effective People.
Using a collaborative style, the principal empowered staff to create
rigorous and relevant learning experiences to engage students and make
learning meaningful. With no script to follow, staff created innovative,
effective instructional strategies. Although they did not ignore test scores,
high performance on state tests was not the goal. Rather, the school
leadership team kept a diligent focus on student data to measure the
school’s progress.

Leadership in Quadrant D nurtures the connection between student
leadership and staff leadership. Schools that aspire to function at the
highest level of leadership need to involve students in taking active
responsibility for their own behaviors and learning. A.B. Combs has
accomplished that with its elementary students, who show outstanding
confidence and maturity as a result of the school's culture and practices.
The school continues to be highly collaborative and high-performing.
A visitor needs only to be greeted by one of the confident, smiling 2™
graders upon entering the school or to sit in the pep-rally type morning
staff meeting to affirm the unique leadership environment. In addition
to being a regular at the International Center's annual Model Schools
Conference, A.B. Combs is featured prominently in Covey's book, The
Leader in Me.

Situational Leadership
Quadrant D Leadership is the aspiration, but in reality, leaders frequently

shift among the skills characteristic of each. It is the balance among the
three quadrants that leads to Quadrant D Leadership. Aspiring Quadrant
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D leaders should constantly reflect on practice and ask themselves if
there are opportunities to raise the level of leadership toward Quadrant D
when working in the other quadrants.

Quadrant A Leadership Situations

As discussed, there are many school situations in which the managerial
style typical of Quadrant A Leadership is warranted, such as:

» addressing student safety and security issues

» ensuring that staff follow standard procedures consistently
» ensuring compliance with ethical and legal requirements

» dealing with significant student behavior disruptions

* introducing new state mandates

* maintaining fiscal controls

« handling school maintenance issues
+ dismissing a staff member

Quadrant B Leadership Situations

In Quadrant B, the emphasis is on building a collaborative school
community. One critical circumstance that requires the application of
Quadrant B skills is low staff moral as a result of recent layoffs or fiscal
cuts. At such times, staff need to have strong collaborative support. Many
other key situations require building collaborative leadership, the hallmark
of a Quadrant B approach, among them:

» hiring staff and establishing mentoring responsibilities for experienced
staff to work with new staff

« developing strategies for addressing significant demographic changes
within the school community

« considering the implementation of a new program, such as a different
reading series or other curriculum item

¢ easing transitions in the school community when there are many new
staff in leadership positions, such as principals or assistant principals

Using Quadrant A
leadership is appropriate
for many situations, such
as for addressing student
safety or security issues.

One critical
circumstance that
requires the application
of Quadrant B skills

is low staff moral as a
result of recent layoffs
or fiscal cuts.
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Quadrant C Leadership Situations

A school must establish a vision in which all students are supported to
achieve their highest potential. The time is ripe for the more visionary
approach of Quadrant C leadership when:

» student achievement is poor overall

+ gaps in achievement among different groups of students call for a
deep focus on data and lofty goal setting

» staff must be encouraged to move beyond the status quo of traditional
instruction

» expectations for students are too low or are not clearly articulated
and supported

Quadrant D Leadership Situations

Anytime is the right time for Quadrant D Leadership. If a school is
working very well but wishes to move to an even higher level of student
performance, one that is based on a broader range of measures, then
a Quadrant D Leadership approach is critical. For a school that is
mired in routine but looking for an innovative approach to address
recommendations from the leadership team or district, Quadrant D
Leadership may inspire a breakthrough. When a district is creating a
brand new school or planning to take a large school and break it into
small learning communities, it is appropriate to strive toward Quadrant D
Leadership.

In any situation, there are steps along the way that require the leadership
approaches characteristic of the other quadrants. A Quadrant D approach
demands creation of a clear vision, consensus building around the vision,
and development of the structures to support collaborative leadership
across all levels. Quadrant D is especially important when:

« agood school is striving to become a great school
+ an innovative approach is required to move beyond the status quo

+ there are “islands” of innovation and excellence — particularly strong
individual teachers or groups of teachers at a grade level or in a
department or program — that must be united to create a cohesive
culture
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+ aschool wants to sustain successful school improvement efforts
« there is evidence of low student engagement

+ there is a shortage of prospective Quadrant D leaders within existing
leadership or staff

* aschool is experiencing a transition — or a series of transitions — to
new leadership

* a district is planning for a new school or for a reorganization of
existing schools into smaller leaming communities

Superficial Versus Genuine Quadrant D Leaders

A genuine Quadrant
D leader strives to
lead a school. A covert

A genuine Quadrant D leader understands that different situations will
call for different strategies, including authoritarian ones, and is able to

move among the leadership strategies easily. For this leader, however, Quadrant A leader
an authoritarian style is a temporary detour. may pay lip service to

leadership, but his or her
Sometimes a leader may seem to embrace Quadrant D Leadership, but actions reveal a desire
his or her actions are consistently in Quadrant A, betraying the belief to run a school using a
that authoritarian management is the best strategy for running a school. traditional authoritarian
Because he or she may talk a great deal about the ideals that true approach.

Quadrant D leaders exhibit, spotting a “covert” Quadrant A leader may be
difficult. Certain behaviors, however, are common among these types of
leaders. A clandestine Quadrant A leader:

- Speaks first, speaks loudly, and speaks long. When it is time to
discuss issues, share perspectives, or brainstorm solutions, the
covert Quadrant A leader gets his or her perspective and the rationale
for supporting it out quickly. The leader’s intention is to squelch other
perspectives. It takes courage to stake oneself out against one’s
superior, so staff members may stifle their own ideas. The danger
to the organization is clear: valuable insights and potential solutions
may never surface.

+ Takes for granted that everyone knows what they need to
know. Some people may be invited to assist in key decision making,
planning, and problem solving even if they do not possess the
expertise necessary to participate meaningfully in these practices.
This can result in poor decision making and frustration on the part
of participants, which is then used to justify the authoritarian leader’s
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suppositions that collaborative decisions are inferior. The thoughtful
school leader takes time to build capacity among those who are
asked to participate in these important activities.

Behaves as though empowerment is primarily about making his
or her own life easier. In this case, the work that the administrator
“shares” is really intended to reduce the “administrivia” — essential
but often tedious tasks involved in running an organization — which
he or she must contend. There is nothing inherently wrong with
such assignments unless these are the only tasks the administrator
shares. If the knotty problems and the global issues confronting the
district remain the exclusive purview of the nominal leaders, the
group’s creative energy and ideas are not engaged.

Provides inadequate time and resources. The covert Quadrant A
leader can make a show of inclusiveness by identifying stakeholders
as part of strategic decision making and planning. But if the plans are
not supported with the time and resources to accomplish such tasks,
it is unlikely that meaningful, high-quality solutions will result.

Conducts bad meetings. Few things diminish the drive and
willingness of teachers and community members to solve difficult
problems more than poorly run meetings. The covert Quadrant A
leader knows this and can avoid the messy interference of outside
contributions by not providing adequate materials, sufficient
documentation, or needed data and literature. Other autocratic
maneuvers include the failure to use proven approaches such
as timed agenda items, best practices for decision making, and
strategies for defining next steps effectively.

Changes the rules late in the game. When an administrator
engages his or her colleagues without clarifying the task or revealing
constraints on the group’s decision-making authority, trouble ensues.
When participants are not informed about parameters that will undo
hard work already completed or negate decisions already made, they
will be wary the next time they are approached to engage in problem
solving.

Uses policies, rules, and laws as camouflage. The leader who
unnecessarily raises the specter of regulatory constraints to maintain
exclusive decision making or other authority may be masking a
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Quadrant A disposition. Consider a superintendent who justifies
excluding teachers and parents from having a role in selecting
new principals by citing a legal requirement for recommendations
for principal hires to come to the board from the superintendent.
While rules about a final recommendation may be specific, they
do not prevent others from participating in activities leading up to
the recommendation, such as applicant screening, participation in
interviews, or providing other feedback. This type of action is more
about a leader being unwilling to relinquish any power than it is about
a leader prudently adhering to the law.

+ Keeps it in “the club.” This is a situation where a leader seems
to be supporting leadership across many levels of the organization,
but key assignments are always given to those who hold traditional
leadership titles and roles, such as the principal, assistant principal,
superintendent, or board members. These are the people who are
assigned to task forces and to head various school organizations.
There are good reasons to choose capable individuals consistently,
but for some leaders, this is a strategy intended to stifle consent
and create comfortable pathways for traditional managerial action.
It is easier to predict the course of action, decisions, and loyalty of
“club® members, but this strategy hinders a school from building
the capacity of other potential leaders and the benefits of divergent
thinking are lost.

+ Says “l told you so!” The covert Quadrant A leader may give Ward, Mike and
lip service to inclusive leadership but is frequently searching for MacPhail-Wilcox,
vindication to show how such governance is flawed. Failures, or just Betty. “About the
missteps, by a group to whom a decision has been delegated are Covert Autocrat”

used as proof of this. It is normal for groups working on solutions to
big challenges and novel problems to experience some setbacks. A
covert authoritarian will use early stumbling blocks as evidence rather
than as opportunities. He or she may lay the blame on participants
or democratic leadership practices — and self-righteously pull back
authority.

+ Takes credit for others’ hard work and success. School victories
are often hard-won, especially when there are monumental
challenges to conquer. Few things send a more resounding message
of covert Quadrant A leadership than a leader taking credit for
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successes without acknowledging the hard work and contributions
others have made.

Using Quadrant D Leadership

Leaders can use the Quadrant D Leadership Framework to shape their
leadership actions. For example, consider a leader who is confronted
by the release of test data that reveals that an unacceptable number of
students are not meeting state benchmarks in reading comprehension.
There are several ways this leader could handle this information to begin
influencing school improvement.

One way would be to act as a Quadrant A leader and take action
unilaterally. A Quadrant A leader would announce the results to staff and
tell them that the required amount of instructional time devoted to reading
will be increased — effective immediately! Teachers might be required to
participate in a workshop focused on incorporating reading in the content
areas.

A Quadrant B leader would not rely on unilateral decisions, but would
involve a staff committee, perhaps including students at the high school
level, to explore options for increasing reading instruction and support.
In a school led by a Quadrant C leader, staff members would feel
empowered to seek out research-based best practices for improving
literacy and to bring them forth as new ways to tackle the reading
comprehension problem.

While the actions of the quadrant A, B, and C leaders would have
some impacts on increasing reading scores, actions at higher levels of
leadership would be more likely to create innovative solutions, to result
in practices that can be sustained over time, and to elicit fewer negative
emotions among staff. In a Quadrant D setting, however, the leader
already would have established collaborative structures to support staff in
creative problem solving. Staff would be empowered to connect the need
to increase reading comprehension to other initiatives and establish an
expectation for improved reading comprehension. These broader efforts
would focus on more than just an increase in state test scores, and
support an overall set of expectations to prepare students for the future.
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Understanding the Quadrant D Leadership Framework gives schools
leaders a mental model for attacking the adaptive challenges of
instructional leadership. Instructional leadership involves developing
a common vision of good instruction; building relationships; and
empowering staff to innovate in instruction, give one another feedback,
and share best practices.

This kit is organized around three aspects of instructional leadership:
context, target, and practices.

Context

Discussed in greater detail in Chapter 4, context describes the work to
build the elements of a strong collaborative school community that is
eager to innovate and share. These practices are similar to the strategies
to move to the quadrants B and D side of the leadership framework.

Context skills involve:

+ analyzing data about student achievement and school culture

« reflecting about school practices that influence school culture and
relationships

+ applying strategies that promote innovation and change in the school
culture

» developing the perseverance to overcome obstacles and challenges
» identifying supportive behaviors that build positive relationships

» becoming familiar with a broad range of effective strategies and
organizing them into a pyramid of intervention for addressing the
needs of every student

* understanding the need to develop a positive school culture so that
learning opportunities, both in and out of school, are available to all
students

« developing data systems to monitor student reading progress

* reviewing curriculum and research data to identify high-priority
standards and benchmarks for the state

Instructional
Leadership

Instructional leadership
involves developing a
common vision of good
instruction, building
relationships, and
empowering staff to
innovate.
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Target

Target is about setting the strong vision of instructional leadership and
building agreement among school community members about the specific
aim and purpose of instructional improvement efforts. Focusing on
“increasing student achievement” is a measurement of results but not an
appropriate target for instructional leadership, because it does not inform
teachers how to adjust their instructional practices. Chapter 5 presents a
detailed discussion about target. Target focuses on:

» identifying a specific objective for instructional improvement initiatives
rather than simply embracing a broad objective to improve instruction

» aligning all instructional practices with the agreed-upon target

« recognizing that having a target is more important that what the target
is

+ realizing that is it easier to “get all staff on board” when you introduce
the target before introducing a practice, such as professional learning
communities or classroom walk-throughs

« creating multiple professional learning activities aligned with the
target

» selecting among several optional targets that have been successful
in rapidly improving schools in increasing student achievement

Practices

Practices are the total of programs, activities, and strategies that leaders
use to influence instruction. Practices are only effective if leaders address
the context and have a clear target. Good practices help leaders:

« get the right teachers in the right places
« foster development of teacher leadership

« ensure that leaders across all levels are focusing on instructional
leadership

« develop and use effective classroom walk-through procedures
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* select questions and activities that stimulate teacher reflection on
instructional practice

« make difficult decisions about staff

+ develop teachers into effective instructors through ongoing
professional learning

+ reflect about current conditions and practices of professional learning
« create and implement coaching and mentoring practices
+ evaluate the effectiveness of professional learning

The 25 Major Practices

There is no single approach to improving instruction, but there are
25 major practices that are identified as contributing to instructional
leadership:

Academic intervention

Balanced assessments
Celebrations

Classroom walk-throughs
Co-teaching/team teaching
Grading

Individualized professional learning
Instructional coaching
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to this topic: Powerful
Practices for Quadrant D
Instructional Leadership.
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Quadrant A, while others are connected to the characteristics of Quadrant
D. Leaders must balance multiple initiatives to improve instruction.

Management practices are essential for addressing necessary tasks,
but they demand lower levels of leadership. When leaders are using
these practices, they generally are operating in Quadrant A, as shown:

Quadrant D Leadership

High

o Staff Meeung\
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} Policles and Balancgd
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Management
Low Personnel and M“‘:-;asg:.duw
Budgets Assignments

Staff Reviews and
Evaluation
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APPLICATION

Management practices include:

+ Policies and procedures: Schools, as systems, must have common,
clear, and practical ways of operating to ensure consistency of
instruction while taking care not to stifle innovation.

» Personnel and budgets: Hiring decisions and the allocation of limited
resources are at the administrative core of high-quality learning.

« Master schedule/teacher assignments: It is essential for leaders to
create school master calendars that ensure that time is being used
wisely and that instructional assignments enable teachers to apply
their talents toward greater school success.
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Empowerment practices include:

* Leadership teams: Collaborative teams build a common focus,
enhance schoolwide problem solving, embrace data-based decision
making, and share best practices.

» Mentoring: Beginning teachers or those who are new to a school
learn from master teachers through ongoing personal conversations.

« Co-teaching/team teaching: Teachers working collaboratively build on
strengths and share best practices to benefit students.

+ Teacher incentives and rewards: Individual recognition and other
incentives encourage teachers to take the steps necessary to
improve.

+ Teacher observations/study tours: Actually observing good
instructional practice in action is an extremely powerful tool for
teachers to improve their own instruction.

+ Individualized professional learning: Self-directed learning offers
professionals learning opportunities that relate directly to their needs.

Vision practices, which are associated with Quadrant C leadership,
may reflect high levels of knowledge of leadership and creativity, but also
indicate a less fully developed approach to empowerment.

Vision practices include:

» Vision/mission/goals: When a leader establishes a vision for change
that is based on new or revised goals, the school community begins
to see the possibility of improvement.

» Instructional technology: Using current instructional technology in the
classroom helps to introduce 21% century learning as well as engage
students. Instructional technology conveys a vision that schools
are up-to-date with contemporary society and relevant to preparing
students for their future.

» Rigor/Relevance Framework: This is the most powerful tool for

quantifying aspirations for rigorous and relevant instruction and
assessment.
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+ Grading: School policies and teacher practices around grading have
a significant impact on the school culture in terms of instruction and
student achievement.

+ Celebrations: Public recognition, rituals, and social events are means
of renewing staff enthusiasm and the commitment to school success.

«  Professional learning community: Quadrant D leaders cultivate an
environment in which teachers share values, vision, and leadership
and support one another in collective, ongoing learning.

Effective leadership does not reside in a single position, but encompasses
the diversified skills of many. It is this distributed leadership that defines
successful schools. The Quadrant D Leadership Framework guides
leaders in their daily actions and encourages them to reflect on the
role of school leadership in sustaining school improvement and student
achievement.

Summary

Quadrant D Leadership is characterized by a leader’s understanding of
and ability to use varying strategies to create the structures, systems,
and collaborative and supportive culture necessary for sustained change.
True Quadrant D leaders will move among the skill sets of each of the
framework’s quadrants in order to meet the demands of running a school,
but they do so with an eye toward cultivating leadership density and
empowering staff and students to play significant roles in decision making
and problem solving.

High-quality instruction is at the core of school improvement, and
instructional leadership is an essential aspect of Quadrant D Leadership.
The remainder of this kit focuses on instructional leadership, which is
organized around three basic areas — context, target, and practices —
that frame planning and action to support high-quality curriculum delivery.
Aspects of context and target are discussed in chapters 4 and 5.

To help educators put theory into action, chapters 6 through 9 focus on
the 25 essential instructional practices — organized by the quadrants of
the leadership framework — that are associated with effective leadership
for sustainable and systemic change.
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Chapter 3 presents excerpts from conversations with successful
Quadrant D leaders — real-life examples for aspiring Quadrant D leaders
to consider as they learn about the theories and models they can apply to
their own efforts.
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students. It is a nationally recognized high school that exemplifies the
goals of rigor, relevance, and relationships. Sue's positive philosophy
about building relationships among students, parents, and teachers;
establishing traditions of excellence; and fostering community
partnerships framed the vision for the school and helped define it as one
of the premier high schools in the Southeast.

Aaron Hansen is passionate about the well being of kids. Mr. Hansen
started his career as a high school English teacher and now serves as the
principal of White Pine Middle Schooal, in Ely, Nevada, and as a part-time
consultant. ABC World News with Charles Gibson and the Fox Network
Fox and Friends have featured him and the school in their programs
reporting the cultural innovations used at White Pine. He was named
“Innovative Educator of the Year” for the state of Nevada in 2009. He and
the school were featured in Ray McNulty's book, /t's Not Us Against Them.
Under his administration White Pine has become a high achieving school,
dramatically improving achievement. In 2009 it was chosen as a National
Model School, and honored as a School of Distinction by the International
Center for its “commitment to rigor, relevance, and relationships for all.”
The school was honored with the title of Empowerment School in 2008
and chosen to be one of six Nevada model schools in the same year.
Aaron believes that every student deserves to feel safe, accepted,
listened to, and have a meaningful relationship with an adulit.

William R. Latson, during his 15-year education career in Florida, has
served as principal at the elementary, middle, and high school levels,
and acting district director, teacher, and coach for various school sports,
among other roles. He is now principal at Polo Park Middle School in
Wellington, Florida. Will created the state’s only kindergarten accelerated
readiness program, which is being replicated across Florida with a goal
of increasing student school readiness and graduation rates. Among his
awards and recognitions are the Assistant Principal of the Year Award
given by the Florida Minority Educators Association. Will also has been
honored by the African American Educator Alliance for his efforts as an
administrator. His efforts at Calusa Elementary led to the school been
named the Model School for Inclusive Education by the International
Center in 2008. He has served on the academic board of directors at
Keiser College and the Weiss School, prepared students at the University
of Florida for job entry, and is an adjunct professor in education and social
studies at Palm Beach Community College.
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Muriel Summers is principal of A.B. Combs Leadership Magnet
Elementary School, in Raleigh, North Carolina. Recognized in 2001
as Wake County’s Principal of the Year, she has presented at national,
state, and local conferences and consults with schools across the United
States. Using Stephen Covey’s 7 Habits of Highly Effective People and
Deming’s Profound Knowledge as the foundation of their leadership
model, Muriel and her staff have created the first leadership elementary
school in the nation. Boasting students from over 58 countries, A.B.
Combs is one of the most diverse elementary schools in North Carolina.
Due to the popularity of their unique model, their school hosts over 500
visitors a year from all over the world. During her seven-year tenure at
A.B. Combs, Muriel has seen her school receive numerous awards,
including Top Magnet School in America; Organizational Greatness Award
— Franklin Covey Organization; National School of Character, semi-
finalist; Intel Scholastic Leadership Award; National Blue Ribbon School
of Excellence; National Magnet School of Excellence; North Carolina
School of Excellence; and the North Carolina Governor’s Entrepreneurial
Award.

Susan Szachowicz is principal of Brockton High School in Brockton,
Massachusetts. She has been at the large (4,300 students),
comprehensive, urban high school for her entire career and describes
herself as Brockton's greatest cheerleader. Originally a history teacher,
she was the social science department head for many years and then
became a housemaster. In 1999, she was appointed associate principal
for curriculum and instruction. As associate principal, Sue directed the
school’s literacy initiatives to improve student achievement. She became
Brockton’s principal in 2004 and continues to be committed to education
reform at the school and in the state. She has served on numerous state
commissions on education reform and has been committed to “high
expectations, high standards — no excuses.”

Marilyn Vitiello retired in June 2009 after working 40 years in
education. She has been a classroom teacher, instructional specialist,
staff development facilitator, assistant high school principal, and for the
last eight years, an elementary principal. Marilyn has worked on state
committees in Massachusetts and New York, writing and implementing
curriculum in kindergarten and mathematics. She has served as a mentor
to other administrators and guided interns under her supervision to
experiences that led them all to administrative positions. She has worked
with students in their first school experiences to those about to walk the
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stage. She believes that all students deserve the best opportunities to
learn and grow every year; there are no give-away years for our future
world citizens.

Kathleen Weigel is principal of Atlantic Community High School in Delray
Beach, Florida, and an adjunct professor of educational leadership at
Florida Atlantic University. Atlantic Community High School is part of
Palm Beach County school district, the 11% largest in the nation. Atlantic
is a high school of more than 2,500 students with a diverse population.
The school has a prestigious International Baccalaureate Program that is
ranked 37" largest in the world. In 2006 the high school moved to a new
$62.5 million facility.

Under Kathy’s leadership, Atlantic has been restructured into several
smaller learning communities, including Criminal Justice Academy, Army
JROTC Academy, Construction Academy, Sports Management/Marketing
Academy, and Teacher Education Academy. Students begin their high
school journey at Atlantic in 9" and 10" grade academies. As they
advance they increasingly participate in schoolwide academies.

1. There are times when school leaders need to be authoritarian
to get things done and other times when leaders need to be more
visionary, collaborative, or adaptive. How do you know when to set
aside your authority posture and trust staff to take the right actions
on behalf of student learning?

Barnhart: | think it is all based on data. When consistent use of common
assessments and/or benchmarks shows students are leamning, then
the decision making becomes collaborative. When individual teacher
performance reflects that, based on data, the students are mastering
state standards, then teacher capacity is evident; the principal can
encourage teachers to take ownership of student learning and leadership
is shared.

Hansen: | think it is kind of like credit in a bank. You only have so much
credit. You draw on that credit to make unilateral decisions and there
have been times where | have. But, you can't rely on that very long. Even
if you do build a productive school using a posture of authority, as soon

When to
Empower
and When
Not to
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as you leave, the likelihood is that it will probably fail. That's one of Jim
Collin’s premises in his book, Good fo Great.

My philosophy has been that as much as possible we need to develop
leadership in a collaborative culture where we are solving problems
together; not necessarily solving them for people or saying this is the
way it is going to be. | believe leaders are problem creators, not problem
solvers. What that means to me is that | really should be trying to frame
the problem or challenge and empower other people to help solve the
problem. If we trust teachers and give them the information they need to
make the right decision, generally they will come to the right decisions
and conclusions. It may not look like what we had envisioned, but | think
that is usually the best way to go.

Latson: | know it is time to let go of the authoritarian position when the
teachers begin to take action on issues prior to administration bringing
the issues to their attention. This usually happens when teachers
understand where the end goal is and have bought into that goal. Then
teachers become more proactive and start identifying problems and
needs and creating solutions. When teachers reach that point of problem
solving, then | know they have taken actual ownership of the problem. At
that point, an administrator can drop the authoritarian stance, relinquish
power, and allow the emerging leadership to develop the necessary
course of action. That's when | know we are doing the right thing and
going in the right direction. My job, then, is to validate the positive
behavior of the employees and say, “Great job."

Summers: | think it comes with really getting to know your staff, knowing
who you can truly trust and also know which staff members are at the
level where the judgments they make will be the right ones. Being the
principal at the school for 11 years, | am able to entrust the staff because
| know there are staff members that are much more knowledgeable in
certain areas than | am. | entrust them to make certain decisions, with me
being a listening ear.

My style of leadership is very much empowerment. Through that style of
leadership | have seen that | am truly developing teachers as leaders.
| think that as a leader you have to let go of your power and empower
others. There are times when only you can make the decision. You have
to have the courage to know that this is a decision that only | can make.
Most of the time | am empowering others to help me in the decision.
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Szachowicz: Yes, it is very true that my actions as a leader differ
depending upon the circumstances and the personnel. I'd actually
turn this question around and say that my normal action is to trust
staff to act on behalf of student learning; however, those actions have
been carefully structured within our leaming objectives — in our case
literacy. | wouldn’t say our literacy initiative is authoritarian, but | would
say that our instruction is very structured toward achieving our literacy
goals. And, to ensure consistent implementation of these literacy
objectives, we monitor this carefully — not in an authoritarian way, but
by checking plans and collecting student work. In general, my approach
as a leader is collaborative and is designed to get us all moving in the
same direction as a team. There are times when collaboration has to be
replaced with an authoritarian response. That decision for me depends
on the circumstance and the individual. With individuals who have been
problematic, weak teachers, not student-centered, | will become much
more directive, even authoritarian. Our meetings will be pointed, directed,
and documented. As you well know, the Quadrant D leader must work in
all quadrants at various times.

Vitiello: If it seems to be a management decision, then make the tough
decision and move on. If you feel that it's an instructional issue, it is
most beneficial to gather as much information as you can and get the
practitioners on board. That's the key. If they are part of the process of
data gathering, research, and implementation, that is the best shot at a
successful endeavor.

Weigel: | believe being a Quadrant D leader involves four driving and
important elements: guidance, intuition, experience, and perception. With
that being said, a successful leader needs to know when to operate as
an authoritative, visionary, collaborative, or adaptive leader, using those
elements. It is also about the duty one has as a leader to grow others.
Then observe them, guide them, trust them. Ask questions. Listen to
their answers. It becomes a push and pull. They, as emerging leaders,
will show you they are ready. People begin taking initiative, or you might
see others underutilized or disengaged because they may be bored or
overwhelmed. It is the leader’'s responsibility to recognize when people
are able and willing do more. By giving one’s power away, one actually
becomes more powerful, even though that is not the goal of the leader.
Nothing is more fulfilling then watching others grow and flourish because
the leader has the skill to give more responsibility and guidance at the
appropriate time. As a leader, when you can facilitate others in taking

There are times when
collaboration has to
be replaced with an

authoritarian response.

By giving one’s
power away, one
actually becomes

more powerful.
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leadership roles, everyone wins, especially the students. They are, after
all, all that matters!

2. What are some ways to make sure the leader is influencing
instruction in school rather than focusing on the many administrative
tasks requiring your time and attention?

Barnhart: There were certain tasks that | delegated. By assessing the
skills and interests of staff, | found people who wanted to contribute in
simple but necessary tasks. One teacher complained that her room was
not cleaned. | asked her to please keep me informed about her room
and the entire hall as she arrived each morning. | thanked her for her
invaluable help. One assistant principal successfully dealt with drug
issues, another helped immensely with student conflicts. They assumed
those responsibilities. Ask people to share tasks and express your
appreciation. | did not ask anyone to share my relationship-building time
with staff. | was constantly available to staff and students. | did the hour-
and-a-half lunch duty every day so the staff and students knew where |
could be found to address any issue they had.

Gunderman: Once again, rather than focusing on making change, focus
on student achievement, which is a more specific and positive component
of the change you are trying to implement. When you focus on student
achievement, everything revolves around this vision of engaging students
in high levels of leaming and performance. Every decision you make
for the school or about the school revolves around it, even field trips.
How many field trips are students allowed to take? It goes back to that
commitment of ensuring that the field trip will not get in the way of all
the instruction the students need to be academically successful. It's not
a matter of finding the time to promote change; it's a matter of using your
time to reinforce the vision you have for student achievement.

Hansen: Influence instruction by spending time in the classroom. Talk to
teachers about strategies. Ask students and teachers in classrooms what
students are supposed to be learning and why. I've attempted to define
my job by thinking about things that will really have an affect on kids and
learning. If what I'm doing doesn't directly affect kids, then | probably
shouldn’t be doing it. | see several things that are most important in my
role. One is developing, sustaining, and defending the culture, and the
other is professional development. Have your hands in professional
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development through collaborative conversation with the leadership team;
that is a powerful way to impact what is happening in the classroom. If
professional development is effective and ongoing it is probably the best
way you are going to impact your classroom practices.

Latson: One way is to structure the organization and duties of the school
so that the administrative tasks and responsibilities are clearly defined. In
the summertime, | meet with my administrative and leadership teams and
talk about their strengths and weaknesses. At that point, | give away a lot
of my power as | assign others the responsibility of overseeing certain
administrative duties. | share my thinking and how | would like things
done, but | also give the administrators and teams the freedom to work
out the details without being micro-managed. Many administrative tasks
have to be delegated. The administrators do not need to be involved in
many everyday matters. The secretarial staff can handle routine matters,
such as school maintenance issues.

Once administrative tasks are organized, there is time to do walk-throughs
with teachers, because that organizational plan affords administrators
time to work with each of the curriculum areas. Some personnel may
not be accustomed to working with true instructional leaders, who are
spending time in classrocoms and becoming involved with curriculum
development, so it may take some time for teachers to understand that
administrators also shoulder responsibilities for instructional involvement.

| also budget my time so that | handle many administrative duties before
and after the regular school day. When students and teachers are here, |
focus on making sure that instruction is sound. | have instructional focus
meetings throughout the day, including meetings with children.

Summers: | think you have to make instruction your main focus. There
are so many things that go on in a given day that if you don't define your
time, your time is defined for you. | allot time in the classrooms. | like to do
more than just a walk-through, by truly examining the work and spending
time getting to know what the teacher is doing and what the children are
learning. | spend at least two to three hours a day in the classroom when
I'm at the building. | feel it's critical because if I'm not in there | don’t know
what is going on. Then | don’t know how to help the teachers, and | don'’t
know which children are struggling.

If you don’t define
your time, your time
is defined for you.
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Szachowicz: Instruction is a huge issue and there is no question that
promoting change and implementing improvement strategies mean long
hours. But creating leadership teams is key to taking things off my plate
as principal. Putting an associate principal for curriculum and instruction
on the central office administrative team was one of the best things we
could have done. The associate principal always keeps that intense
focus on school improvement. Also, with the restructuring team and
Performance Improvement Mapping group in place, I'm not the only one
who has to plow through the data. We've built a structure of leadership
that isn’t about one person.

Vitiello: For me, modeling is the key. If you want a caring, welcoming
school, then you will welcome everyone into the school every day. That

Looking for rigor and means walking around to greet every staff member before students arrive

relevance is critical. and greeting all students when they enter the building. It sets the tone
that this is our school, not my school. It's visiting classes every day and
asking students what they are learning and why! Looking for rigor and
relevance is critical. Students see that you care what is happening to
them throughout the day and the staff know that you know what is going
on in classrooms.

| also spent time looking at student achievement, | reviewed all reading
and math tests. | reviewed and commented on every single report for all
four quarters, for all of the students that were in my school. Just a little
boast, that was about 9,000 report cards in seven years. So maybe you
work later or on Saturday mornings, but it pays off in knowing how well
students are achieving.

Weigel: You have to make time. You have to decide that it's important and
say that I'm not going to let anything stop this. | use planning periods for
small group discussions to facilitate the changes made on our campus.
| use faculty meetings as best-practice sharing sessions rather than a
place to gripe and talk about people not following rules. We use learning
team meetings either in small groups or with a facilitator twice a month
with me and then in different vertical/horizontal groups.

It is important to use as many opportunites as you can to have
conversations. My department chairs are instructional leaders, not
traditional department heads who count books. | meet with them twice
a month. | meet with the curriculum team twice a month. | meet with the
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students during their lunch periods twice a month. You just have to create
the space in your day and say I'm going to do it and find the time. This is
much like exercise. People who exercise regularly find the time. People
who don’t have any commitment to it will always find an excuse not to do
it.

3. How do you get teachers on board and supportive of change in
pursuit of rigor and relevance for all students?

Barnhart: Continually develop leadership skills of staff by involving them
in the decision-making process, which includes all decisions on school
operations. Spend most of the time with staff, always focusing on goals
and expectations of performance.

Gunderman: It has been my experience that good teachers already are
supportive of change. Good teachers want resources and strategies to
get results for their students. Also, instead of focusing so much on the
need for change, it is better to focus on specifically what needs to be
done to promote student achievement.

Hansen: It is easier to get people to buy in when they have been part
of the solution. Rick DuFour talks about creating shared knowledge.
We should be reading things together. We should be talking and having
conversations. We should have a vision that we've collectively created.
When you get those things in place, they become part of the solution
instead of having to sell buy in.

| think that sometimes people need to have the opportunity to really
reflect. If you can create an authentic, real conversation about things
that are important, such as rigor, relevance, and relationships, then
generally teachers do what is right. They are a pretty amazing bunch of
people. They are very optimistic overall and | think that if we give them
the opportunity to make the right choices, they will. The leader’s job is
to structure the conversation so that they can come to the right decision.
Then once they have, we have to create a plan and hold each other
accountable to that plan.

Latson: The only way I've found to get teachers on board is to show
where there is no rigor and where the relevance is lacking. You can bring
an idea to a group of teachers, and no matter how good it is, if they can't

Gaining
Staff
Support

It is easier to get
people to buy in
when they have been
part of the solution.

58 © International Center for Leadership in Education



If we make mistakes
along the way, then we
will learn from that.

3 Conversations with Quadrant D Leaders

see how it impacts them directly, you can spend years trying to get them
to support it. But you can show them individually and then build it up.
Individually starting in their classroom, going to their departments, going
to their school, going to their district and the state; that would be the only
effective way I've found to do that.

You're showing them there is a need and there is usually a panic. You
have to be prepared for the panic. They think, “Oh, | don’t know. | don’t
know."” Have a very candid conversation if they don’t have the skill set. I'll
point out it's not their fault. With all of the things going on, it's very difficult
to train specifically but we will do that.

Then you have to arrange for them to receive the just-in-time training that
will empower them. Now, my teachers do need the rigor and relevance
training. But I'm in the process of getting them to understand they need
it. That is taking a little bit of time because if | don't get a majority of
teachers to understand it, then | bring it and they panic, and I'm going to
lose a couple. But if | have enough of them already on board and | lose a
few, then they can't dissuade the other group.

Summers: There are times we may not know all we need to know about
a potential change, but we have to jump off that mountain and we have
to make it happen. If we make mistakes along the way, then we will learn
from that. We aren’t going to crash and burn, we are going to be in a
better place.

Someone said that they don't think I've ever said no to them. | may have
manipulated their thinking a little bit but | don’t think I've ever said no to
a teacher. I've hired the right people. | can trust them. If they fail, | say,
“You're forgiven and we'll learn from it.” | think the former superintendent
was that kind of leader for me. He may have known that what | was going
to do might not be the right thing, but he let me fail and he was there to
pick me up when | did. He modeled that for me and | try to model that for
those whom | serve.

Szachowicz: We used the data to make the case that change was
needed. Massachusetts sends excellent test data back to the schools on
the high-stakes exams. In our school, the failure rate in the first years of
the state tests was disgraceful. It was 76% in math and 44% in English.
The data became a powerful tool for us to use to show that we needed to
do something. Even people who weren't particularly interested in change
could not say, “Leave us alone, this is working,” because it wasn't.
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Vitiello: Let the teachers know they are appreciated. Set up common
planning times and attend all meetings. Be a good listener. Don't talk too
much. Invite a representative from each grade level and each constituent
group to sit on every subcommittee. Celebrate successes at faculty
meetings, in the faculty room, any place you can. When a decision needs
to be made, use the building-level decision-making group after they have
gotten feedback from their constituent groups. It's long and sometimes
laborious, but it is worth it in the end.

Weigel: As a leader, you must put ideas on the table and let staff think
about them. In my school, | discuss ideas and new ways of doing things
during faculty meetings or learming team meetings when whole groups of
educators are present.

4. How do you deal with resistant people who constantly challenge
any proposed change?

Barnhart: Spend time with resistant personnel, especially observing their
classes. Address the student performance expectations with the students
in the teacher’s classroom. | ask the teacher to add comments about
the expectations while | am in the class. A group of students came to
my office and stated that they were not learning much in AP European
history. | was aware of the problem and had been working with the
teacher, not seeing much improvement. | asked the teacher to visit with
me and the students so the students could discuss their concems. The
students were professional and respectful. After the conference, the
teacher resigned. High school students know what should be happening
in a class, especially if the principal is constantly sharing the vision and
expectations with all students and staff and believes they can perform to
the expectations.

Gunderman: You have to set non-negotiable standards. In our school,
the non-negotiable standard is that we are going to provide instruction
for students at the highest level that allows them to show their mastery
through performance. Then the tool that we all agreed on as a
commitment among the staff was working with the International Center’s
Rigor/Relevance Framework.

There are some teachers who are already superstars with this. They take
off running out of the gate. And, the majority of teachers want to do this;

As a leader, you must
put ideas on the table
and let staff think
about them.
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they want success for their students. But, they need direction and step-
by-step training.

The very few who say they don’t want to be involved in implementing
a change that is so important to school growth have to be dealt with
individually. Take them into your office and say, “Let’s look at your data.
Let's look at your success with your students.” Show how invariably the
students aren’t being as successful as they should be. The main message
to these resistant individuals is that you can’t teach badly and teach in
this school. But, you also have to direct them toward the resources that
will help empower them to want to make the change.

Hansen: The first thing that maybe you have to recognize is that you are
going to have people that resist change. Recognizing that that is part of
the change process is pretty important. One way we've dealt with that is
to confront them, in what Susan Scott calls the “Fierce Conversation.”
Tell them in 60 seconds what you are seeing. You name the problem and
then listen.

We need to seek to understand. Sometimes it ends up being counseling,
but it is important that we listen and hear what they have to say. They
might have some really legitimate reasons for why they are resisting
something.

You are always going to have that resisting group. But if you can develop
a large group of people who build a culture, then a lot of times the peer
pressure brings them along. If you have enough people buying into
creating and doing, indirect pressure is placed on those who are resisting
the culture and most of the time they will come along.

Latson: You bring them on your leadership team and allow them to sit
in on leadership meetings when we are discussing the issues, so they
can hear and be a part of the discussion as to what we need to change
and how we need to do it. Another useful tactic is being very transparent.
Any time | need to make a change, whether it comes from the district or
state or is something we need to do, | share all the information, all the
documentation with the teachers. | go through it with them so they can
see what we are up against, what we need to do, or why this change
needs to be made.
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Summers: | would do everything in my power to help someone see the
vision of our school. | want them to feel the vision, to be part of the vision.
That's why when we write our vision and mission statements everyone
is involved in the process. Jim Collins says it is getting the right people
on the bus and in the right seats. If there is someone on the staff that is
not moving our vision forward after we have done everything we could
do to bring that person along, then | try to help provide them with a new
opportunity somewhere else.

Szachowicz: We get this question all the time about buy-in because
we have such a big schoolwide literacy initiative that has contributed
enormously to the overall success of our school. To implement this
initiative, we first gathered a group of people who were very interested
in doing something — it became our Restructuring Committee. We did
not have the buy-in of everybody, but we believed that incorporating this
initiative was absolutely the right thing to do.

Most people are on middle ground — that is, they are willing to try
something new, but they have to have a sense of security. For all staff,
you must provide support and train them appropriately. You can’t make
them tread water, not knowing what they're doing so they feel like they
are going to embarrass themselves in front of their colleagues or their
classes. For the staff who were resistant, we just said, “You have to
do this. Here are the dates that you have to do this by.” We went into
classes and monitored and collected student work. There was a lot of
moaning and groaning and the union was involved. The worst case
scenario involved a department head who resisted in every way possible.
We dismissed him. He had more than 34 years in the system. It was
awful and | didn't like what we had to do, but it's the kind of stuff that you
sometimes have to do when you're in a position of leadership.

Vitiello: Find out what those people are resistant to and why. Ask
them to participate in the various committees. Keep them in the loop of
information and see what can be done to allay their fears. Sometimes
peer pressure as well as peer support can move mountains.

Weigel: As a leader, you can't change your focus to appease resistant
people. You have to nurture the top 15% and once they figure out what
the change entails, they'll sell it to about 70% of the rest of the staff. To
make this happen, you put the staff into groups and have them work
both horizontally and vertically. This means that all of the departments

Sometimes peer
pressure as well as
peer support can
move mountains.
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work vertically through all grade levels and then they work together in
horizontal grade level teams or career academies. This permits teachers
the opportunity to really reflect on these ideas and figure out what aspects
need to be included to make a change work for the students. This leaves
the 15% of the staff who are resistant to change. They will say, “This too
shall pass,” or “We’'ll wait and see what will happen.” There are always
going to be people who just won't buy into a new initiative.

5. Describe the school leadership team that you used to make
change happen.

Barnhart: We found the staff who wanted to participate in school
improvement measures and share the school's vision. Meeting
consistently with departments, knowing personnel and their skills and
contributions, and asking them to help others will result in an esprit de
corps that fosters change. All do not assume leadership responsibilities,
but most will. There was a novice math teacher last year who was scared
to death when she started teaching at our school. By the time she was
coached and trained, she volunteered to be the lead teacher in algebra.
She became very successful and was eager to lead.

Gunderman: Our school improvement team was made up of teachers
from all departments who had high credibility with their peers. These
teachers delivered training in rigor and relevance. Their credibility as
master teachers was important in getting other people involved in the
process of change. We also had students on our training team after we
realized that we were doing all this work to help students improve, but we
weren't telling them what we were doing. Once we trained members of
our student leadership, they went out and started training other students.
That added a whole new dimension to our leadership team.

Hansen: When we started, | invited anyone on the staff that wanted to be
part of the leadership group. Some people came and went. Some people
came and stayed. Then we actually went out and invited some people
who we knew were opinion leaders in the school and hadn’t become part
of the team. However, we unintentionally created a somewhat exclusive
group. This year we changed it and now have what we call “cabinets.” The
cabinets work as advisory groups to me as the principal and they have
specific charges. For example, the professional development cabinet, the
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positive behavior cabinet, the family friendly cabinet, and a few others are
really addressing the needs that we have this year. Another one is depth
of knowledge, which is basically rigor and relevance.

To start, we felt we needed a strong leadership team — a group of people
who would make the decisions. But now, our culture is such that we can
afford to have these different groups. We are trying to build leadership
capacity by having the different groups and having more people be
leaders.

Latson: I'm changing from the traditional leadership team that many
schools in the district use, comprised of department chairs along with
ESE (exceptional student education) contact and guidance. | have
expanded that leadership body to include non-instructional representation
by custodial and student representatives. We need their perspective.
Instruction is our main goal, but | want everyone to be in the know and to
have some say in our decisions.

We're also creating a second leadership team with the students including
representation from all of the student groups. These two leadership teams
would meet to make teachers understand students’ perspective and vice
versa.

Summers: There is one teacher from each grade level that is selected
by their teammates to serve for a two-year period of time. My goal is that
everyone gets the opportunity to serve in that leadership capacity. It's
just a matter of when is the right time for a person to serve. Colleagues
select the person they think can best help move that grade level forward.
After the two-year term, someone else comes on board. After year one,
the lead team people are looking at who will be their replacement and
they start grooming them for that role six months ahead of time. We are
always thinking of a succession plan in terms of leadership.

Szachowicz: Our Restructuring Committee was indispensable in the
implementation of our literacy initiative that has made our school what it
is today. The word “restructure” has special meaning to our school. We
were so dysfunctional that we couldn't just tinker around the edges with
change. We needed to restructure our school in so many ways.

The committee initially was formed to change the school schedule
because we were in violation of the state's time-and-learning regulation.
We were a group of about 20 teachers and administrators who worked

We are always
thinking of a
succession plan in
terms of leadership.
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together to look at schedules to see how we could meet the mandate of
the law as well as what would be an optimal teaching and learning time.

After we fixed the schedule, we expanded the committee and called it
the Restructuring Committee. We also expanded the group to include
representation from all departments. It became a group of 30-34 teachers
and administrators. During these meetings, everyone is equal around the
table. | couldn’t imagine working without this committee. It's my think tank.
It is the voice of change. It also puts the brakes on suggested changes
that don't have a lot of weight.

In addition to the Restructuring Committee, we have two other groups that
focus on school reform. One is the administrative leadership team, which
consists of myself, the associate principals, housemasters, assistant
housemasters, and the department heads. There also is the Performance
Improvement Mapping (PIM) Team, which interprets data and presents it
to the Restructuring Committee. PIM members really roll up their sleeves
and look at the data to bring it to the next group. Some staff are on all
three and some are on just one.

Vitiello: At the building level there is a building leadership team. It is
made up of one representative from each grade level, each special area,
special education, building aides, building assistants, parents, and a
representative from the community. Key in the planning of the meetings
is an agenda and specific start and end times. Also, using a timekeeper
is helpful.

Weigel: The leadership team that everyone would expect is composed
of administrators, program coordinators, and other stakeholders. My
administrative team consists of these individuals, plus two police officers,
a guidance director, chief of security, and an athletic director. These are
the people who all have a stake in the students other than in a teaching
capacity.

Teachers, however, are an essential component to a leadership team.
When we initiated smaller leaming communities, | had an epiphany. |
realized my leadership team could theorize, but the teachers were the
ones who implemented this process.

| picked key teachers, such as the ELL coordinator, the ESE coordinator,
and the ROTC lead instructor to create the Daggett Team. This team had
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the responsibility of carrying main messages to the rest of the staff. The
team modified some of the messages to be more practical and realistic,
and this helped to sell changes and new concepts to the rest of the staff.

6. What is the most important support needed from districts to
enable schools to change and improve?

Barnhart: The principal should develop relationships with district
personnel. | spent time with the budget specialist, the human resource
administrator, and the director of maintenance and custodial services.
They knew my goals and my test scores. Because of the relationships,
there was usually a positive response when | needed something from
their department. The change a district could make was to stop redundant
requests for information it already had access to at the central office. The
document in question could be printed and | could review and sign it and
not have to take time to duplicate information the district already has.

Gunderman: It would be great if district offices, as well as higher level
offices, would listen to their schools. | have been to several high level
meetings, including one that was sponsored by the U.S. Department
of Education and another by the state DOE. We thought the meetings
provided wonderful opportunities that allowed practitioners to talk
about the challenges and successes of the No Child Left Behind Act.
Unfortunately, | felt as though the state and federal administrators didn't
listen to us and make the changes that could easily have been made. So
1 think the district could listen to practitioners and teachers as they say, I
could have more time with my students if this change were made.”

Hansen: The district said, “Here are the problems with the middle school
and what you are facing” when | went into the job and they empowered
my staff and me to get the job done. They said they needed me to
improve the situation, the school needed to be better, and these are the
issues. Basically, there was a sense of accountability with that. There
wasn't a time frame such as two years to figure it out. There was an
urgency from the community and other places because things weren't
healthy. Basically, it was, “Here is the job and we'll get out of the way
and let you do it.” They have been very supportive, cheering us on as
we attempt to do what is best for kids. They have helped with resources
when they could, and | feel like | have had a couple of mentors help me
when | have gotten disappointed or discouraged when we experienced
setbacks.

District
Support

It would be great if
district offices, as
well as higher-level
offices, would listen
to their schools.

66 © International Center for Leadership in Education



The major district
support needed is
for personnel and
teacher training.

3 Conversations with Quadrant D Leaders

Latson: The major district support needed is personnel and teacher
training. If | don’t have support from the district to train teachers as well
as to remove teachers who are ineffective, there is a negative impact on
the school. When I've identified teachers who need training, the most
important assistance would be the district providing the appropriate
support immediately. | can make 95% of the other changes through hard
work and getting my teachers to work together.

Summers: The two biggest things | need from them are to trust that |
know what | need for my school and to remove barriers that prevent us
from doing what we feel is most important for our children. Wake County
does a wonderful job with that. If | say, “Here is what | want to make
happen” and | know it is a little left of center, | always go in with the data
to support what | need to do. | can’t think of a time they have told me that
| couldn’t do it. | so appreciate the trust they have in me. | think it is the
number-one thing. They trust that you do what is right for your school,
and then they stand out of the way and let you make it happen.

Szachowicz: There are some things that, as principal, | can deal with
and change — internal things. There are other things that need the
central office’s intervention. For example, the district could look at the
structures in the school that may impede progress, or find where help is
needed and provide that help. In looking at curriculum and instruction,
our superintendent created and supported the position of associate
principal for curriculum and instruction, and added four instructional
resource specialists. They are part-time teachers, but they also work as
mentors and coaches in the classrooms. He did it in the four testing areas
— English, math, science, and history. | couldn’t create those positions
because they were tied to the budget, which the district office has more
control over. The district must look at what positions will help support the
school’s mission.

School districts also should consider offering Challenge for Change
Grants. Just like any public education system, we get professional
development money based on the state’s per-pupil expenditure. Our
superintendent takes some of that money for a Challenge for Change
fund. Principals can apply for a grant to support a school improvement
change. These funds are local dollars so it isn’t like the headache of
trying to apply for a federal grant. This is how we fund our Restructuring
Committee. Every year | apply for the maximum amount. We are very
aggressively going after the money to support change at our school. The
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concept behind the Challenge for Change Grant is huge. When you didn’t
plan for something but you want to try something, here is the way you
can try it. The teachers are paid to be on the Restructuring Committee
and we meet on Saturdays.

Vitiello: At all levels, the board, superintendent, and district level, there
needs to be an open mind to change and a willingness to let an individual
school community take risks. School districts are often looking for
commonality and this is not always a force for change. Districts need to
allow the individual buildings to have some uniqueness and this needs to
be supported at all levels.

Weigel: | think districts tend to get in the way and they need to review
what their role is. They need to be an extension of schools. When we
come up with new ideas, they need to facilitate ways to make it happen.
We're really lucky in that our district does that. We ask and it figures out
how to make it happen.

I've also been in a district that didn't do that. In these situations, every
time you take a step they stand in your way. In one case in particular,
every time we came up with an idea the legal department would come up
with a way to say it couldn’t happen or it would put the district in a liability
situation. My response to them was that every time | open the door in this
school | put us in a liability situation.

7. How do you respond to the teachers who say focusing on rigor
and relevance is a good idea, but they don’'t have time for that
because they have to deal with covering all the topics they are
expected to teach?

Barnhart: Acknowledge that the task is difficult. As | observed classes,
| would ask the teacher, “What project do you think the students could
complete that would reflect an application of the concept taught?” Training
on developing Quadrant D lessons, as well as AP training, helped staff
understand how to teach a rigorous lesson. | asked the teacher who
demonstrated rigorous lessons in class to help others in the department’s
planning process.

Gunderman: Whenever | hear people say they have to focus on
covering the curriculum, | envision skipping stones across a pond. It's a
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very shallow concept, with no depth — “I just have to get over it. Start
with Chapter 1 and march through to 33.” This mentality doesn't allow
room for the deep understanding that students must have to master the
subject matter at hand. So when teachers say, “| don’t have time for this
rigor and relevance stuff,” | reply it's not rigor and relevance, it's student
achievement and engagement that comprise our focus and our goal.
Rigor and relevance are the tools we use to get there.

Hansen: It goes back to shared knowledge. There is a lot of information
and research that shows that if we make the investment of getting to
the deeper levels of thinking, students will retain the information better
and we won't have to go back and re-teach. We’ve done a lot of work in
narrowing our curriculum, spiraling it better, and hopefully teaching it in a
better way so that students really learn it.

We've encouraged experimenting. We've encouraged people to try Gold
Seal Lessons. Try teaching this concept the way you have and then the
way this teacher does. At the end, give the common assessment unit. In
two months, out of the blue, give the assessment again and see who has
retained it and who hasn't.

Latson: The first thing | ask is, “How well is covering topics working
for your students?” | follow up with the question, “If your child were in
your classroom and you were teaching that way, would you really want
your child in that room?” I'll use their phrasing because their phrasing is
passive, not direct and prescriptive. I'm not demanding change; | am just
having the teachers reflect on how they present the information and how
effective it is for all students. | remind the teachers that their value is not
in covering topics but in focusing on rigor and relevance and challenging
students to think in ways that will help them move to the next level.

Summers: Rigor and relevance can not be an event, it has to be the way
in which we do business. We started off as if it were an event, doing a
project-based learning activity once a month, twice a month. We knew
by the excitement of the children it was something that we had to make
happen more regularly. The moment teachers saw how excited the
children were, they said we can never ever go back.

We analyzed the work that the children were given to do. When teachers
saw that most of it was Quadrant A and not in the upper quadrants, it was
an awareness of what we are really giving the children to do. As they
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introduced work that was more rigorous and relevant, they started to see
kids more engaged and eager to learn more. The work was much more
difficuit and what was so wonderful was that the children could actually
do it. Although the teachers felt that the children could never do it, they
were able to.

| think the testing climate is one of the biggest barriers for most teachers.
They are afraid that if they do more things that are rigorous, relevant,
and especially real-world related, it isn't in alignment with any test we
give. Last year, through doing it enough, our teachers saw great resuilts
in testing so they were more willing to let go and try to instruct this way all
the time.

Szachowicz: | was a history teacher, so | feel like | can really answer
this question. The Massachusetts state history exam has every single
conceivable thing that you could ever imagine.

If students have rigorous and relevant instruction and the skills they need
to think critically, they will be able to plow through the questions on the
state assessments. If you just touch things on the surface, the students
aren't going to remember it anyway. The key is to make the curriculum as
relevant as possible for the students.

Vitiello: The most important factor is a never-ending cycle of support for
teachers. That is something you need to work on as a total community.
If teachers have time to plan and share ideas in rigor and relevance, it
is not so overwhelming for them. | think that when they realize they can
start small, do one little piece and another little piece, and build on what
they've done, they feel comfortable. Just the sharing of ideas is critical.
Sharing the progress that was made at faculty meetings helps to widen
the circle of information and accountability for teachers.

Weigel: As International Center CEO Bill Daggett says, “You teach
children, not subjects.” Teachers use the coverage argument as an
excuse so then they can rely on the textbooks. If | were “queen of the
universe” | would get rid of every textbook. Some teachers get lazy
and just duplicate quizzes and answers from the book. If instruction is
rigorous and relevant, teachers should have to make their own authentic
tests because the students will take them to places they never thought of
going. Students ask, “Why am | doing this?” “What does this mean to me
in real life?” That’s the chant of any high school student. Covering just the
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curriculum and not making it applicable to real-life situations ignores what
students are eager to learn and do.

8. How important is celebrating success, and what are some of the
ways to recognize progress?

Barnhart: Personalizing increments of success is as necessary with
teachers as it is with students. | would observe a class and tell the teacher
in front of the students what a wonderful lesson he/she presented. Then |
would tell the students how lucky they are to have this teacher.

Gunderman: Celebrating success is so important. Teachers aren’t any
different from students. We all like to be recognized for hard work and
have feedback on our performance. With that in mind, we took every
opportunity to recognize teachers. For instance, Kennesaw still has
something called the Golden Apple that is passed from one teacher to
the next at each faculty meeting. One teacher compliments a colleague
before passing the Golden Apple to that person. Each month, the Golden
Apple is given to someone else for a special reason. This fun moment
of appreciation brought people out of their classrooms and out of their
little circle and got them to understand what was going on in other
departments and what their colleagues were doing. A celebration of a job
well done by your peers is always really special.

When the students became involved, this small portion of the faculty
meeting was elevated to a much larger event in which students now
select a Quadrant D Teacher of the Month. During the selection process,
students get to nominate a teacher based on a favorite Quadrant D
lesson. The students must describe the lesson and tell why it is worthy of
recognition. A group from the student council reads all of the nominations,
and then we all vote on a winner. Afterward, we go to that teacher’s
classroom and celebrate the lesson with gifts and prizes.

We also did an American Idol competition in which teachers developed
a Quadrant D lesson and then came together in a faculty meeting to
present their lessons and show off their best practices.

Hansen: It is hugely important. One of the best ways teachers can feel
or celebrate success is by looking at the data. If they look at the data and
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