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● Leadership Quality Standard
○ Competency: Embodying Visionary 

Leadership

■ “Promoting innovation, enabling 
positive change, and fostering 
commitment to continuous 
improvement”                                        
(Alberta Education, 2018, p. 3)



What am I currently 
doing



Every day, schools choose between getting by or 
getting better. 

Schools that choose to get better engage in deliberate 
planning to improve, and in doing so embark on a 
process that is both challenging and invigorating. 

The commitment to getting better is really a commitment 
to shifting the culture of the school to make learning 
by all a reality.

Getting By or Getting Better: Applying Effective Schools Research to Today’s Issues
Wayne Hulley & Linda Dier, 2009



Transformational 
Leadership

● Efforts leaders put into 

challenging its current 

culture and beliefs 

about instruction and 

student learning                    

(Darling-Hammond et al., 2010)

What is it?



Understanding 
Change 
Management

Missing factor in many failed efforts 

of change or innovation is 

“appreciation and use of… change 

knowledge… the presence of 

change knowledge does not 

guarantee success, but its absence 

ensures failure”  (Fullan, 2005, p. 54)

The key to changing practice is 

through understanding the change 

process… both the concerns and 

pressures associated with the 

change    (Roy, 2005)

Why is it  important?



Challenges of 
School 
Administration

● New principals overwhelmed with scope 

of position, including experiencing 

challenges in leading change (Caposey, 2016)

● Principals experiencing resistance to 

innovation as a challenge to implementing 

change  (Sincar, 2013)

● Novice elementary principals challenged 

with recognizing change and the existing 

school culture (Stevenson, 2008)

● High school principals professional 

development needs in gaining knowledge 

in facilitating the change process and 

sustaining and motivating for continuous 

improvement (Salazar, 2007)

What does the research say?



To produce fundamental change 
we must change a school’s

STRUCTURE CULTURE

Policies

Procedures

Rules

Relationships

how the school is organized

Assumptions

Beliefs

Values

Habits

how people think, feel, act



Change begins with beliefs
As Phil Schlechty (2001) reminds us,
Change begins with beliefs; beliefs about what the present circumstance of the 
system is, beliefs about what it should be, and beliefs about discrepancies 
between the way things are and the way they should be. . . . 

It is important for leaders to understand that in leading change, beliefs and the 
symbols by which beliefs are expressed are among the most basic tools of the 
leader’s trade and that they must learn to express beliefs in clear and 
compelling ways as well as to hear and understand others’ expressions of 
beliefs.

The New Principal’s Fieldbook, Pam Robbins & Harvey Alvy, 2004 [p. 194])



Learning by Heart, Roland S. Barth 

EVERYONE IS A LEARNER, EVERYONE IS A TEACHER

SCHOOL REFORM
Administrators, teachers, 

parents and students 

contributing to a community of 
learners and leaders

Creating a 

CULTURE 
of learning and risk-taking

Patterns of norms, attitudes, beliefs, behaviors, values, common traditions and myths      
ingrained in the core of the organization; shapes what people think and how they act.

Must address the 
nondiscussables

Less time trying to 
help others accept 
the unacceptable 

and more time 
changing the 
unacceptable

Welcome 
changeContinual adaptability, 

experimentation and 
invention

Hospitable to 
human learning 

Thinking and practice is 
tentative until more 

promising thinking and 
practice emerge



activates and deepens moral purpose through 
collaborative work cultures that respect 
differences and continually build and test 
knowledge against measurable results - a culture 
within which one realizes that sometimes being off 
balance is a learning moment.

(Fullan, Leading in a Culture of Change, p. 53)

A reculturing that....



Self-Renewing/Improving Schools...

Reflection

InquiryConversation

Focused 
Action

Building Leadership Capacity in Schools, Linda Lambert, 1998

P  Planning
I Implementing
M Monitoring



1. What behaviors get rewards and status? 

2. Do we acknowledge, honor and celebrate our differences or do we expect 
conformity?

3. Do the adults model the behavior they expect of youngsters?

4. Do parents experience welcome, suspicion, or rejection when they enter the school?

5. Do students get help when they are not learning or do students believe if they don’t 
learn we will punish them or we do in fact punish them?

6. Are staff members expected to be learners?  What do we have in place to support 
adult learning?

7. Are staff given time to share their craft knowledge with each other; given time to 
reflect on their practices?

8. Do principals share their leadership with others, or are they only ones who get to 
make the decisions?

9. Are staff members encouraged to take initiative and experiment with “no blame” or 
are they reprimanded?

10. Do staff members work together to solve professional issues or do they do it in 
isolation?



All learning organizations are driven by the persistent 
questioning of the status quo and by a constant search for a 
better way to fulfill the organization’s purpose more effectively.  

For schools, the focus of the driving questions must be 
enhanced student achievement.  

Schools that are in the habit of asking themselves tough 
questions that focus on the achievement of their students are 
cited by researchers as “the schools most likely to see 
significant gains as a result of their change efforts.”

Professional Learning Communities (p. 109)



My conversation with 
you today…
Confronting others with the reality 
of what is happening is not an act 
of violence but an act of 
compassion.
The way we treat people poorly in 
organizations is mostly by acts of 
omission and non-communication.
There is the feeling of withholding 
and caution that we justify by 
saying, “I don’t want to hurt them.”



Conversation is informal talking in which 

participants share information, anecdotes and 

opinions to learn from one another or simply 

enjoy each other’s company.

When the conversation takes on an organized 

purpose to either deepen understanding or make 

a decision, we consciously engage in dialogue or 

discussion. 

Adaptive Schools

Conversations



DIALOGUE

● Objective: To understand what 

others understand

● Means: listening passively and 

actively

● Characteristics: to be curious; 

open minded; eager to learn

● Objective: to agree upon a decision

● Means: shifts between listening, 

reflecting, developing ideas and 

speaking

● Characteristics: holistic 

judgements (see it as a whole) and 

reasonable decisions 

DISCUSSION

● Seek to understand 
● Construct meanings
● Expansive process

● Sharing points of view
● Want to persuade
● Narrowing process



1. What is the worst possible outcome if we 
never changed what we are doing?

2. What is the worst possible outcome if we do 
change what we are doing?

3. What is the best possible outcome if we 
change what we are doing?

David R. Schumaker, William A. Sommers: Being a successful principal (p. 74)



● What has the greatest impact on student learning?

● What do we have the most control over?

● Would it have a great impact on student learning?

● Is it a need in our school?

● Are staff members willing to support it?

Criteria for determining a school-wide 
improvement goal







People’s level of interest and concerns 
about the changes are different. 

Concerned Based Adoption Model (CBAM)
“A Scenario”

1. Statement of Concern

2. Stages of Concern 

- Typical Expressions of Concern about Innovation

3.   Concerns and the Facilitation of Change 

– A Principal’s Response to the Stages of Concern







Some people prefer to do the old “wrong” thing 
competently rather than the new “right” thing 
incompetently.  This is the implementation dip, and 
leaders need to help people work through these 
early anxieties of change.

Black & Gregersen, 2002

In adapting change there is always a phase described as an

Where not to get 
discouraged

Where we 
started

Where we are 
headed

Implementation Dip



PLANNING TO PLAN
Changing to improve        
(not based on data)

PLANNING TO IMPROVE
Changing based on data

Implementing new 
programs, 
strategies, 
activities

Based on meaningful data or 
critical evidence about student 
achievement and overall school 
success in terms of providing a 

climate and environment 
conducive to optimal learning.

Getting By or Getting Better: 
Applying Effective Schools Research to Today’s Issues

Wayne Hulley & Linda Dier



Address the underlying 
causes of behavior at a 
level at which patterns 

of behavior can be 
changed.

SYSTEMIC STRUCTURE
Generative 

What causes the patterns of 
behavior?

PATTERNS OF BEHAVIOR
Responsive

What are the long term trends and their 
implications?

EVENTS
Reactive

Who did what to whom?



Dare                                     
to     
Disagree
tps://www.youtube.com/
watch?v=bNBhOtu0D50

https://www.youtube.com/watch?v=bNBhOtu0D50
https://www.youtube.com/watch?v=bNBhOtu0D50


Don’t Wait 
for 
PERFECT



How 
Wolves 
Change 
Rivers
ttps://www.youtube.com
/watch?v=ysa5OBhXz-Q

https://www.youtube.com/watch?v=ysa5OBhXz-Q
https://www.youtube.com/watch?v=ysa5OBhXz-Q


School principals in their role as change 
agents, are essential for a school to continue 

to self-renew.

Moose & Huber (2007)


