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Introduction: Sectoral Improvement as a Core Purpose of the EdLD Program
1) Our core purpose is to find ways to improve the overall performance of the K-12 Educational system in the U.S.

2) There is a huge, daunting gap between what each of us could do individually, and the overall performance of the sector. It is hard to know where to start. 

3) Of course, much of what closes this gap are human qualities like desire, commitment, faith, optimism, persistence, courage, perhaps even ambition.  

4) But closing the gap might also be aided by some cognitive tools and theories that can help guide the entrepreneurial efforts of those who already possess the qualities described above. 

Oneself as an Asset for Leadership
5) Inevitably, when reviewing assets for making change, one must start with oneself. The commitments one feels deeply, the energy one has, the skills one has developed through use, the personal relationships one can call on in the pursuit of larger efforts all represent the most basic resources that anyone has for exercising leadership in the social and public realm. That is true regardless of whether one’s leadership is launched from platforms in government, in the voluntary sector, in the for-profit sector, or in social and political movements. It is what each individual brings to the table when he or she is trying to organize some form of larger scale, coordinated, collective action within or across these various sectors of society.

6) But one’s own resources can go only so far. Even the smallest collective efforts require the active participation of others whom one can engage in the work. Those others are important for functional, instrumental reasons: 

· they control assets such as money, or social standing, or volunteer effort that they can decide to contribute or withhold from the effort; 

· they have the knowledge, technical ability, and operational capacities one needs to produce desired results; 

· they are in positions that allow them to authorize and legitimate, or to prohibit or undermine the initiative one plans to undertake. 

Larger efforts that reach beyond the capacities of one’s own assets and those of a few pals require social and public leaders to find ways of leveraging their own personal resources well beyond the reach of their natural, face to face, transaction to transaction, process and network.
The Leverage that Comes from Social and Institutional Position
7) Key to one’s ability to leverage personal resources is the particular position one occupies in the social and institutional structure of the society. While the two concepts of social and institutional position are closely related, and both highly relevant to one’s ability to exercise leadership, it is useful to distinguish between the two. 

8) One’s social position begins with a particular set of relationships one has with others in the society – what is commonly called one’s personal “network.”
 One can think of this as the set of individuals whom one could call on for help, and would likely respond to your call.
 

· To some degree, that is a personally constructed and personally held asset. It comes from one’s past work and relationships. It is the network of relatives, friends, associates, teachers, etc. that one can all on for assistance in authorizing, financially supporting, providing technical advice, or actually doing the work one intends to do.

· But one’s social position also comes from a somewhat more abstract and institutionalized idea of status in society. When one enters into working relations with others, one brings not only previous direct experience, but also various symbols and badges which will cause individuals who do not know the person directly to give that person some standing, some respect, some opportunity to show what they can do. This includes one’s physical presence, but also one’s lineage, educational background and former positions and accomplishments that are in the public record. 

· While there are some things that seem to confer general social status on individuals such that they can command a certain kind of attention in almost any group they join, many of the signs, symbols, and badges of status are quite specific to particular cultural groups. That is, they will mean something important and powerful to some members of the society, and have little meaning for others. Indeed, sometimes the signs and symbols that are viewed as positive in some circles will be viewed as negative in another. For example, in some groups “street cred” counts a great deal more than “academic cred.” In other groups, it is the “academic cred” that counts.
· One can think of social position as a kind of individually held latent capacity for organizing collective effort – a web of tendrils connection you to others who control fungible assets or more specific operational capacities that might (or might not) be useful in accomplishing the aims you have in mind. The wider and deeper one’s circle of friends and associates, the more powerful and general are one’s badges of social standing and status, the more one will be able to do with nothing other than one’s social standing. 
· But precisely because one’s own circle is limited, and because social status is not always generally valuablel, it is quite possible that when one looked at the requirements of the task that needed doing, one would find one’s social position not up to the task of mobilizing the value creating collective effort one had in mind. It might not reach far enough or deeply enough into the society to mount the required effort. 

· As importantly, one’s social position in a network might mobilize lots of capacity in some areas, but fail to do so in others where capacity was desperately needed. For example, one could have a strong network with a business community, or a philanthropist, but have little standing with the parents or students whom one sought to serve. Or, one could have lots of standing with parents, but little access to those with administrative power. 
9) One’s institutional position in society consists of the office one holds in the institutional structure of society. By the institutional structure of society, I mean the way that society divides up formal ownership and control over assets, and formal responsibility for the doing of tasks.  For example, one can be a teacher, a school principal, the manager of a charter school network, an educational policy advisor to a secretary of education, etc. These institutional positions – essentially jobs – also increase one’s effective influence to produce results. 

· They do so at least in part by giving an individual authority over the use of assets. A teacher can command a classroom, and, with skill, the attention and commitment of her students. A principal can command a set of physical assets and (to some degree) control a payroll and the curriculum used in a school. A policy advisor can have the ear of person with significant formal authority.

·  But institutional positions also give individuals a platform to use in trying to influence others who are beyond the scope of her direct authority. A teacher can use her position to try to rally the parents of her students or to attract the attention of other professionals with a method she has developed to advance an educational purpose with particular kinds of kids. A principal can also try to rally the parents, but also seek wider political support from the surrounding community, and find ways actively to participate in policy discussions about the evolution of district wide or system wide policy. 

10) While institutional positions give individuals extra leverage by giving them authority over assets and standing to engage with others in associated formal positions, they also take away some degrees of freedom from the individuals who occupy those positions. Attached to the institutional positions are responsibilities, and mechanisms for calling individuals in those positions to account for their performance  - both their individual performance, and that of the institution for which they are responsible. Those expectations and demands for performance must be honored if one is to survive and flourish in the position. 
11) Of course, if an institutional position is well designed, it motivates individuals to do work that is valued by those who committed the resources, and created the position. But depending on how the position is constituted, and in particular, how the systems of accountability are structured, it is possible that the individuals in particular positions will have neither the discretion nor the motivation to explore the full value-creating potential of their positions. The existing systems of accountability might not just constrain them from being creative, but actually force them to continue doing things that are harmful.
12) Success in doing a job well often depends on how well one combines one’s individual qualities and resources with the requirements and opportunities of the institutional position one occupies. That often depends on the kind of knowledge one has developed that can be used in diagnosing and exploiting the possibilities of a given position. Richard Elmore notes, for example, that the success of transformational agents seems to depend critically how “what they know that other people don’t know, and how much they see the work of transformation as a project of personal and organizational learning, which they model with great skill.”

Initiatives as Instruments of Strategy at Organizational and Sector Level
13) An important part of that kind of knowledge is what could reasonably be described as strategic knowledge and capacity. By strategic knowledge and capacity, we mean three crucial things:

· First, the capacity to diagnose the environment within which one is operating to determine where constraints and opportunities for action lie

· Second, an idea about how increased public value could be created in that situation – in our case, an improvement in the performance of the K-12 educational system: a better classroom performance and/or a pedagogic invention for a teacher, a better school performance and/or a new idea about how to get the most out of school for a principal, and so on.

· Third, an idea about what needs to be done now in the short run from a particular position to increase the chance that great public value can be created in the future 

14) Using this kind of knowledge guides individuals in positions to take actions that are intended to be highly leveraged. It helps individuals figure out how to use their own personal resources and institutional position to produce transformations in the actions of others.  If they are going to transform the operations of the sector (at any scale), they have to do something different than those who came before.  

15) Often, the ideas that emerge from the use of this kind of knowledge could be described as “initiatives” of one kind or other. By initiatives, I mean it is something that an individual agent (working with others) can initiate that is something new or different in the world. The size of initiatives can vary a great deal, but at the outset, they are often smaller than what the initiator hopes they might eventually become. The reason they are small is that at the outset, the resources for making significant change are often quite limited. If one is fortunate enough to be in a position where one can command substantial resources for change on one’s own (say, one is Bill Gates), then one’s initiatives can be larger. But however large one’s initiative is at the outset, the ultimate goal is to make it even bigger by finding ways to make the initiative catalytic in the wider system in which one is operating.  One has to think small and in the concrete present to get started; but one has to think big about the abstract future to be able to envision how an initiative might be able to grow over time. 

16) Initiatives are both a symbolic expression and a practical instrument of leadership for those who seek to make sector level changes.These initiatives can include new curriculum or pedagogic ideas, new ideas about how to manage a school or district or charter school network, or new ideas about how to loosen the financial, legal, and political constraints that are make it difficult for educational suppliers to do their work, or even new ideas about how to create new drivers for performance for the ed sector as a whole. 

17) The success of an educational leader in improving the performance of the system begins with the quality of the projects or initiatives that are immediately within reach. For many, those projects will focus on improving the quality of educational services supplied and outcomes achieved in particular schools and districts – improvements in what my colleague Richard Elmore calls the “instructional core” -- the active ingredients that allow educators to produce increased capacity among the students they teach. For others, those projects might involve developing, testing, or disseminating new methods of teaching, or of managing schools for performance, or of measuring the performance of schools. For still others, the projects might be focused on trying to transform existing public policies which shape the performance of schools and school systems at many different levels, or to increase the general status of education as a profession in order to attract new people to the field, or to widen and strengthen the rights that individuals have to high quality education. 
Two Broadly Different Kinds of Initiatives: Organizational/Operational and System-Wide/Policy Context

18) Broadly speaking, one could divide these different kinds of projects into a few simple categories. One could, for example, divide them into projects that are focused on improving the core processes of educational service provision on one hand, and those that are focused on altering the environmental conditions under which educational suppliers are created, resourced, and operated. One could also divide them into projects that were focused on producing results in a relatively small scale, limited domain of activity, and those that aimed at an effect on a very large domain of activity that cut across governmental jurisdictions, and across social sectors. 

19) Often individuals imagine that there is a strong correlation between these different dimensions. They assume that if one produces change in operating processes, one is doing it in a relatively small, limited jurisdiction. On the other hand, if one produces a change in environmental conditions, one is producing a relatively large effect. 
20)  Related to this tendency is to think about creating change from the “bottom” (i.e. small, operational) up; or from the “top” (i.e. large social and political forces, and wide reaching public policies established at national and state levels) down. But a little reflection quickly makes it clear that the correlation between these two dimensions is far from perfect. 

21) One can easily imagine projects that sought to change the core operations of educational suppliers that was not focused exclusively on local conditions, but sought a national impact. 
· A for-profit firm set up to figure out ways to use pervasive electronic media to enrich, extend, and render more compelling student efforts to learn to read, write, and do arithmetic might try its product out in some test markets. But its ultimate goal would be to take the new product to as many schools as possible. 
· An innovative classroom teacher who has hit on a new way to teach math to students who have had no prior preparation, may want to reach beyond her own classroom by documenting her method and results, and sharing them with other teachers – much as doctors do when they are struggling to find a cure to a particular disease category. She can then act to further test and disseminate her operational idea in ways that produce wide effects on the core processes of the system. 

22) One can equally well see that there are plenty of opportunities to affect the conditions under which educational suppliers are working that are relatively small scale and local. Of course, there are some changes, such as the expansion of student constitutional rights to an equal and high quality education, or the passage of state legislation authorizing the creation of charter schools that can only occur at relatively large scales corresponding to the levels of government at which such decisions can be made. But given how much authority and responsibility for authorizing, resourcing, and operating schools has been delegated to local levels, there is lots of opportunity for local social and political action that can loosen the constraints, or tighten the accountability for educational providers. And, just as the techniques that turn out to be valuable in transforming educational processes can be documented and replicated, so the methods for social and political mobilization that work on the (local or wider) conditions under which schools are operating can be documented and widely used as well.  Table 1 illustrates the varied kinds of initiatives that could be undertaken by those interested in producing change.

Table 1: Different Kinds of Initiatives and Projects

	
	Improve Core Educational Processes Used by Educational Suppliers in Classrooms and Schools
	Alter Environmental Conditions in Which Educational Suppliers are Working

	Scope and Scale is Small
Limited to Single Organization or Jurisdiction
	Classroom Innovation; Development of New Disciplinary System; Introduction of New System for Managing Data at Jurisdiction Level
	Political Mobilization of Parents to Demand Quality Education and/or Choice; Creation of Local Foundation to Support Schools

	Scope and Scale is Large, Crosses Jurisdictional and Boundaries that Divide Public from Private
	Development of Proprietary Software for Improving Math Education; Creation of National Network of Teachers Communicating About their Practices
	Law suits widening rights of children to education; 

Passing Laws that allow Charter Schools to be Created and Receive Public Funding; Creating a Political Movement to Increase Level and Change form of Accountability of Educational Providers to Elected Politicians; 


23) The point is that while the starting point for every successful public leader is to do something valuable with the resources that are within reach of his social and institutional position, its always possible for some strategic thinkers to look a bit beyond that particular initiative, and search for ways in which that particular initiative could be parlayed into an even larger systemic effect that had even greater impact than originally hoped for or imagined. Consequently, when thinking about how to produce a systemic change, one might want to learn not only how to create a particular initiative, but also how to maximize the impact that one’s successful initiative could have on the system as a whole.

Summary: The Position of an Educational Leader Who Wants to Make System Change
24) Figure 1 presents the simple model of an individual actor in the K-12 educational system trying to exercise influence over the performance of the system that has been implicitly developed so far.

· We begin with a concrete human being with the usual strengths and weakness of human beings, committed to certain purposes, and occupying a particular social position that allows him to make more or less powerful claims on the thoughts and actions of other human beings.
 

· That concrete human being is located in a particular institutional position that gives the individual both some direct authority, and also some indirect opportunities to influence others who are not subject to the authority of the position. 

· The concrete human being in a particular institutional position makes a strategic calculation about how personal assets can be combined with the institutional position to produce some kind of initiative designed to improve the performance of the K-12 system in some way. 

· That initiative, in turn, could have a wider effect on the system. This could occur because others copied the initiative, or because the entrepreneur found ways to extend the initiative beyond its original origins, or because the initiative that was taken was designed to change the constraints and drivers of the system as a whole rather than its internal operations. 

· In this model, the leverage that an individual can exert consists of two different bits: the bit that gets from an individual with an idea to something that exists and works in the world, and the bit that takes that particular idea and makes it large and important in the system as a whole. 

25) The first bit of leverage – creating an important, sustainable, value-creating innovation – is the topic of much of what you will study in the leadership and management section of the EdLD program. This serves as a crucial base for thinking about how you can make important things happen in the world, including systemic change. This is often called strategy.
26) But one of the unique features of the EdLD program is that it seeks to develop capacities that would allow you to spot and exploit opportunities for system change, and to do so not only by improving the performance of educational providers, but also by finding ways to transform the constraints and re-configure the drivers that create the context in which those organizations now operate. To do this one has to think a bit beyond the successful launch and implementation of a particular strategic initiative; one has to imagine whether and how that initiative might grow into something much bigger. 
27) It would be nice if we could see clearly that path from the promising initiative to the sector level change. And to some degree, looking down that path from the (small) short run to the (large) long run effect is an important part of sizing up particular initiatives. But the reality is that most important changes do not come from individuals seeing it all at once and following a clear plan to the end. They come from individuals taking one well conceived step, and then taking another. The reason is that the world changes as one is operating, and one learns as one goes. So, making sector level change is partly about having a good strategy at any given moment, but also having a continuing capacity to strategize as one moves through time, circumstances change (partly as a result of what one has already done), and one learns (largely through continuous reflection on how things are working when one is trying to implement a particular strategy.)
28)  The sequence on educational policy is focused on conditions in the sector as a whole. It is important to learn what those conditions are, and what economic, social, and political forces, expressed in particular public policies as well as in private initiatives and action, do to shape the conduct and performance of the sector. But the educational policy sequence does not treat these larger forces as fixed and inevitable. It does not see these conditions as conditions that are stable and either frustrate or ensure the success of entrepreneurial efforts. It seems them as potential targets of entrepreneurial effort that operates on both the conduct of educational providers, and the system constraints. 

29) The leverage that can come from seeking to change the day to day practices of educational suppliers in their encounters with students on one hand, and the leverage that can come from trying to transform the conditions in which the educational suppliers are trying to do their work are similar in that they both involve strategic thought and action – the will and the capacity to breathe life into an important, value creating change in the educational system. They are similar, too, in that many of the frameworks and knowledge of human motivation and organizational behavior learned in management and leadership will be useful in thinking strategically about the management of change at the sector level. 

30) But despite the similarities, the calculation about how to make a strategic change in the system is a bit different than the calculation about how develop an innovative educational program, or the improvement of a given organization. Imagining how to make a system change is different than figuring out how improve one’s performance in the classroom, or how to run an effective school, or even how to transform a public school district. It is different, too, than developing a better way to use electronic media to aid learning in middle school, or to help dyslexic children learn to read. 

31) It is closer to but still different from organizing an advocacy campaign for the education of immigrant children, or to the filing of a law suit to equalize educational expenditures, or mobilizing a large new group of individuals to become teachers and principals. While these last initiatives are clearly aimed at transforming the constraints shaping the conduct and performance of large pieces of the K-12 sector, there is no necessary guarantee that these initiatives can improve what happens in the millions of daily encounters that constitute the material core of the K-12 sector even if they are successful. Although policy may have changed, implementation may remain faulty.

Different Platforms From Which to Launch Systemic Change Efforts 

32) The interest in producing a system change widens the range of positions that are of interest to us. One can imagine becoming very skilled in managing a particular school, or a particular school district, or in creating a system of charter schools. And all those efforts are useful in themselves, and can often be leveraged into larger system effects if the methods can be copied and more widely implemented. But there are some important ways to produce system effects that are not so closely related to running schools. There are those who provide technical support to those running schools. There are those who develop new pedagogic and curriculum materials. There are those who make it fashionable for well educated college students to work in the education field. There are those who become policy researchers. There are those who become policy advocates. There are those who mobilize parents, And there are even those who choose to suffer the indignity of standing for election, and choose to become politicians interested in serving on elected school boards, or in other positions in government from which they seek to influence educational outcomes. There are even those who hope to get rich through some important educational innovation that can be commercially sold, and can then devote themselves to philanthropic efforts to improve education. Table 2 presents a list of institutional positions from which significant educational reform efforts might be launched.

Table 2: 

Individuals in Positions to Make System Change

· Strategically minded, innovative leader of public school K-12 system (urban, suburban? In crisis, in stasis? Struggling system or leader of the pack)

· Key operational aides to above who have both staffing responsibility for system as whole as well as operational responsibility for key initiatives

· Particularly innovative principals or project leaders from within existing public school systems

· Teachers and others in existing school system who want to try to develop their own schools

· Dedicated teachers who have a particular pedagogic approach they would like to develop, find a way to consolidate and market (either in technology or paper materials, in training programs)

· Those who want to start charter schools

· Those who want to work on political mobilization of demand side of parents and kids, and organize them to both demand quality education, and to participate actively in the production of that education at community levels.

· Policy advocates for Educational excellence and reform at local, state, and federal levels

· Civil Rights lawyers who want to use the law as a way to pressure schools for improved performance.

· Policy level officials at Federal and State levels who are shaping conditions under which public authority and money is being spent for locally based school systems

· Those interested in transforming the personnel systems through which educators and educational leaders and managers are attracted to, developed and given positions of authority in public school systems

· Social entrepreneurs who want to build a superior educational technology, or a superior way of developing and training teachers and leaders, and spread it widely in the educational sector

· Innovative curriculum designers/pedagogic engineers who want to work hard at developing superior methods of teaching and learning

· Innovative social scientists, educational researchers, and test designers who want to work on developing superior instruments for measuring educational outcomes and achievement, and give those new instruments currency and standing, 

·  Foundation officers/philanthropists interested in educational reform

· Business people interested in Educational Reform (perhaps including some older individuals who want to get back into the game in a serious way)

· Those who want to work to reform ed schools themselves, and/or to become faculty in ed schools who are focused on producing educational leaders

The Importance of Collaboration Across Reformers in Different Positions
33) While there is much that divides such individuals from one another in terms of background, training, professional commitments, and so on, our program seeks to emphasize and develop what they have in common: namely, a strong desire and some demonstrated capacity to act in ways that can improve educational performance in the small and in the large, directly through teaching and school management, and indirectly by influencing the environment in which schools are operating, or the methods they use to do their work.

34) We are also particularly interested in helping educational leaders operating from many different platforms to find the means to jointly produce important improvements in the performance of the K-12 system. We take it for granted that any successful effort to transform the system will require the effective interaction of individuals operating on many, more or less independent platforms, but all finding ways to work on their own and with others towards improvement. 

35) Whether one seeks direct, operational system changes through the development and scaling up of an educational innovation, or whether one is oriented primarily to producing system changes hoping that those changes will produce large scale changes at the operational level, an educational leader has to learn how to think at two different levels: at the level of one’s current projects, and at the level of imagining how those projects can affect the sector as a whole. Just as the CEO’s of Microsoft and Google, the garage innovators, and the investment analysts of the internet world have to develop a sense of the internet sector as a whole to be as successful as possible, so those who lead educational enterprises, or create educational innovations, or advise those making financial decisions about the value of the educational sector must develop a capacity to see the sector as a whole, as well as their particular bit within the sector, and understand and exploit the relationship between the two.

How Change Happens in the K-12 Educational Sector 
36) We know at the outset that the K-12 Educational Sector is a very complex social system. Like all such systems, there are powerful interests, structures, and processes which tend to preserve the status quo. (In systems theory, these would be called homeostatic influences – the forces that tend to push any change in the system back towards the system as it existed before the change occurred.) 

37) But it is also true that the system has some potentially de-stabilizing elements within it – new ideas about how to educate children, new ideas about the institutional forms and managerial processes that can continue to improve the educational process, new ideas about the sources of human capital that might be tapped to find teachers and school leaders, new ideas about how the financing of the system might best be arranged, even some new ideas about where education actually occurs, and what its most important purposes might be. 
38) These ideas create some important variability in the way that the K-12 system operates, what resources it relies on, and what it produces. This variability, in turn, can sometimes cause bigger or smaller shifts in the overall operations and performance of the system. Sometimes, the innovations find a niche that they can occupy, and the system is transformed by the existence of this new niche. Other times, the innovations are more radically de-stabilizing: in the current vogue, the changes bring the system to a “tipping point,” and the system moves rapidly towards some new not entirely predictable equilibrium. 

39) It is also true that the system is buffeted and challenged by many external pressures. After all, the K-12 educational system in the United States sits within other larger structures and processes which make claims on the sector, and provide resources to it. 
· It sits within a national and international economy that provides the material resources that societies as a whole use to make themselves better off, and that gives shape to specific economic challenges that individuals will try to meet as they navigate their lives in the future society. 
· It sits within a national social and political culture that on one hand helps to create collective and individually held values, including ideas about what constitutes a good and just society, and what the role of education should be in such a society, and on the other creates the material conditions that the K-12 educational system must face as it tries to achieve its varied purposes. 

40) These external environmental pressures tend to produce increased experimentation and innovation within the educational system. And this set of individual innovations become potentially de-stabilizing elements in the system. 
41) When the environmental pressures are strong enough and durable enough, they also operate as a kind of selection process that, over time, tends to favor either the status quo significant changes, and among the changes, what particular ones will be favored. In fact, tipping points in often occur only when the existing system generates some new kind of activity, and that activity turns out to be favorably aligned with a significant, durable change that happens in the external environment of the sector as a whole. It is usually significant changes in the environment that will determine whether a variant in the system ends up dying, occupying a small niche, or triggering a set of mutually re-inforcing waves of change. 

42) Ideally, this environmental selection process is a wise one that reliably distinguishes innovations that strengthen educational processes from those that do not. But we cannot be sure that this is true. Indeed, one of the important performance shaping features of the system as a whole is precisely the degree to which it make these discriminations, and develops the capacity to learn from its cumulative experience.

43) In thinking about the K-12 sector as a complex enterprise that exists within an environment that consists of broader economic, social, and political forces, it is useful to draw on some of the concepts of the strategic triangle we used to look at the position of single organizations. The K-12 sector is not at all like a single organization in terms of its governance and operations. As we have discussed, it is far more fragmented and decentralized than a single organization – more like a network or a complex system of functionally interdependent but structurally independent units than an organizational hierarchy. So, we should not assume that the K-12 sector can or should be governed and managed like a single organization. But if we are trying to diagnose it as a process that uses social resources to produce particular social results, and does so in the context of an environment, then the strategic triangle might be of some use.

44) As you recall, the strategic triangle makes a big distinction between the task environment of an organization on one hand, and the authorizing environment on the other. 

· The task environment refers to the material conditions that the organization must face as it goes about its work.  In the case of the educational sector, that would be the children who are the principal clients of the system, and whose developing capacities constitute the important value being created by the system. It would also be the dynamic economic, social, and political conditions that create demands for certain skills and commitments among the future workers, managers, neighbors, and citizens of the country. 
· The authorizing environment describes the processes that define the public value that the organization is supposed to create, and provide both the moral legitimacy and material resources that the organization needs to operate. In the case of the educational sector, the authorizing environment would be the continuing public dialogue that goes on at many different levels of government, and within civil society and the private sector about what the ends of education should be in a democracy, and how the pursuit of those ends will be organized, financed, and more generally, resourced (understanding that financial resources are only one of the assets that can be called upon to mount and sustain the educational enterprise.

45) Taking one step further, one can see how the economic, social, and political forces in a society can operate powerfully at each point of the strategic triangle. 

· The economic, political and social forces all play an important role in defining the purposes of the sector – in nominating particular dimensions of public value that could be used as the basis for evaluating the overall performance of the sector. 
a. The economic forces, for example, might give particularly heavy weight to the capacity of the educational system to produce individuals who can shape and effectively participate in a strong, competitive national economy. 
b. The political forces might align themselves with the economic forces as well, but they might add an interest in promoting certain kinds of equity and protecting certain kinds of rights in evaluating the performance of the K-12 sector, as well as promoting capacities for good citizenship. 
c. The social forces might also line up with economic and political forces, but they might put special emphasis on protecting a society’s diverse cultures, and allow them to be expressed and tolerated within the sector as a whole. 

· The economic, social, and political forces also shape the authorizing environment of the K-12 system – providing it with more or less legitimacy and support depending on the purposes it pursues, and the resources that different sectors have to contribute to the sector’s operations. 
a. A growing economy can provide a tax base to support public commitments to excellence in education. It can also provide individual parents with money to spend on their children’s education above and beyond the taxes they pay to support a public school system can provide financial resources that both enlarge overall spending on K-12 education, and give them more particular control over the content and quality of the education. 
b. The political system, sometimes guided by citizens and voters, sometimes guided by interest groups and the media, sometimes guided by elected representatives of the people can make judgments about the relative importance of education relative to other public purposes, what must be provided to children and their parents as a matter of right. 
c. Within the realm of civil society, philanthropists with money to spend, volunteers with time on their hands, and parents and children who are both the principal beneficiaries of the K-12 system, and also some of it most productive components can similarly make large, enthusiastic commitments to the cause, or give the job to others to do. 

· Economic, social, and political forces will also profoundly shape the concrete work – the task environment -- that the K-12 system must address, and the means available to do so. 
a. As noted above, the economy will not only provide resources for education (whether publicly or privately purchased); it will also determine the nature of the task that schools face. Whatever inequality the economy has produced in the past will present part of the challenge that the K-12 system faces going forward. Whatever future challenges the economy faces in the future will become part of the challenge to which the K-12 system must respond.  
b. Politics will also profoundly affect the tasks facing the schools – partly by saying who must be educated, and for what purposes; partly by saying what is desirable and permissible conduct within schools; and partly by saying on what terms individuals can opt out of the public system in preference for a private solution to the problem. It is one thing to run a school system that seeks to be accessible to all, and to give each what they are due; and quite another to run a school system that does not require individuals to be educated, and does not help those who are not well positioned to educate themselves or their children.

46) If the environment that the K-12 system faced were homogeneous and constant, there would be little opportunity for the system to change its basic operations. Its purposes would remain constant. Its sources of legitimacy and support would remain constant. And its operational capacities would remain constant. There are some who long for such simplicity.

47) In reality, however, both the task and the authorizing environment of the K-12 sector are none of these things. The task environment is extremely complex and heterogeneous with many different kinds of students to teach, and many different things to teach each of them. Nor does the task environment stay the same. New challenges show up. And the balance among the different challenges changes over time.

48) The authorizing environment is equally heterogeneous, and equally dynamic. There are many different stakeholders with many different interests operating at many different levels of government and through different parts of the educational process that seek to influence both the activities and outcomes of the system. Each has both constitutional rights and practical interests in seeking to influence the system, and call it to account for purposes they consider important. Moreover, this cast of characters changes over time as new interests become engaged, or old interests fade away or become de-legitimated for one reason or another. 

49) To many, the tumult in both the task and authorizing environments of the system are threats to the successful management of the system. And it is true that the tumult complicates matters considerably for most managers – particularly those who are feeling responsible and accountable for the overall performance of the system (of whom there are some, even though they lack the formal powers or responsibility for guiding the system). 

50) But it is also true that the pressures from the external environment – both the challenge of the tasks before the system, and the challenge of responding to changing political aspirations for and commitments to the system – create conditions that are favorable to innovation and change in the system. They make innovation not only valuable, but also possible.  

51) When external pressures accumulate on the K-12 system either in the political authorizing environment of the system, or in its task environment, and either generate or align themselves with some dynamic elements generated within the system itself, some opportunities are created for systemic change. When the external environment shifts in a way that supports an internal innovation in the K-12 system, it is like the moment when Adam stretches his hand out to God in Michaelangelo’s painting in the Sistine Chapel: something potentially important is about to happen. 

The Form that Change Takes in the K-12 Educational Sector
52) Unfortunately, in a world of less divine creation, the moment of creation can lead to many different results. 

· In one version, an innovation pops up that never finds a home, or is quickly quashed. In some sense, it never found the connection to God. It lingers in the memory of some in the system, and might serve as an inspiration for another try; or alternatively, as a strong reason never to try that particular innovation again since it is doomed to failure. 

· In another, an innovation is made that finds a particular niche in the system and survives for a long time, but never gets very big. In this situation, one could say that the system has changed because it has an interesting new element within it, and its aggregate character has been changed by the addition of that particular innovation. But for the most part, the system remains unchanged. 

· In a third possibility, an innovation created in one particular location is judged by its creators and their sponsors to be worth “replicating” in many other locations. To accomplish that goal, a special organization is created designed to “scale up” the innovation. It does so either by keeping all the productive capacities under its direct control, growing both the organization and the market for the particular innovation, or through somewhat looser means such as licensing and franchising the activities of other organizations who agree to “follow the model.” In this circumstance, one can say that the system has changed to the degree that the new innovation begins to influence larger and larger segments of the K-12 sector. 

· A fourth possibility: an innovation appears in one institutional or geographic location, and begins to diffuse out as dissatisfied and curious people in other places hear about the idea and try it out for themselves. In these processes, the original idea is often adapted – sometimes dramatically – as it is brought to new situations. The adaptation occurs partly because the adopter didn’t understand the idea correctly in the first place, partly because the adopter faces different problems and different opportunities, and partly because the adopter has different goals and objectives. In this situation, one can say that the system had begun to change to the degree that an original innovation has stimulated others either by example, or through the provision of different levels and kinds of technical assistance to the adopters. But the form of the change is a bit hard to define since the innovations look very different from one place to another. 

· A fifth possibility: innovations begin popping out all over in the K-12 educational sector as individuals and groups feel frustrated with the performance of the educational system, and try to find ways to fix it. Many of these innovations are highly local, and make no claims of national significance, and no effort to exert national influence. They simply improve conditions and performance in a local school district, or simply in a given classroom. Some of the innovations begin to be seen as a kind of innovation that could or should be replicated, and the processes described above begin to take over with respect to that particular innovation. But others never move beyond the local: they are like the second possibility above. But the difference is that instead of happening in only one or a few places, the local innovations are happening all across the sectors as local actors identify and fix local problems. In this situation, one can say that the educational sector is changing not only as a result of the development, testing, and adoption of innovations that can improve educational performance; it is changing also in the way that it learns on its own – from a world in which only local innovation occurs, or only national innovation occurs, to a world in which local innovations become national and national innovations become local through the efforts of hundreds of thousands of interested and motivated individuals. 

The Target: What Constitutes a Systemic Change in the Sector?
53) It is not exactly clear at what stage these different images of innovation created within and diffusing throughout the K-12 educational system mount up to something that could be counted as a systemic change
· To many, a systemic effect is simply a function of scale: the more frequent adoption of an innovation, the more systemic effect. On this account, one could say that a systemic effect has occurred when the accumulation of innovations have influenced some arbitrarily selected percentage of the system’s operations. 

· To others, a systemic effect is not just a function of scale. There is some notion of depth and permanence in addition to mere scale. Some talk about particular ideas, or particular sets of ideas, becoming part of the DNA of the system – something that defines and determines the very nature of the system in all its forms and over a long time. 

· This, in turn, is thought to be associated with changes in whatever one thinks are the fundamental structural conditions or driving forces that animate and guide the operations of the K-12 system. Some would nominate the depth and character of society’s political commitment to education as a critical aspect of a good and just society as the key driver. Others would look to the particular way that the financing of the system is managed, and the ways that those providing educational services are called to account for their performance. Still others would look to structure of legal rights and responsibilities – the governance structure of the system – as the critical factor. Still others would look the character and commitment of those who take up the professional task of educating children. Still others would look at the particular form that educational practice takes in classrooms – what my colleague Richard Elmore calls the instructional core. Still others would focus on the systems of research and development that allow the society to learn how to accomplish the purposes of the K-12 system more efficiently and effectively, more reliably, and more justly. 

· Whatever one thinks is “fundamental” to determining the conduct and performance of the K-12 sector becomes the target and defining element of a systemic change. If the innovation or innovations that show up in the sector do not reach or transform that linchpin, then there cannot have been any “real” systemic change. If on the other hand, an innovation or set of innovations are focused on that key catalyst of change,  then by definition it is a system change even if right at the moment it hasn’t produced much visible effect. It is bound to produce large effects in the future.

54) I wish we knew enough about how the K-12 system actually behaved to know which particular parts of the system constituted its DNA, or less metaphorically, the particular structures and processes that were overwhelmingly important in shaping the present and future conduct and performance of the system. Unfortunately, at the moment, we do not have that kind of knowledge of the system.

55) That leaves us in a world where our best efforts to determine when a systemic change has occurred is to start with the idea of mere scale. When a particular innovation has spread widely through the system, or when the system as a whole is generating, evaluating, and embracing large numbers of new innovations, then we might say that we are seeing a systemic innovation. That definition at has the virtue of keeping our attention on empirical facts about the operations of the system as it exists. It also allows us to keep track of the degree and size of things relative to the task at hand. And it doesn’t prevent us from continuing to develop ideas and theories about how the greatest leverage might be exerted on the system. But it doesn’t allow us to view things that happen as important based solely on our untested views of what is the mainspring of educational system performance.

56) Perhaps we can do a bit better than simply measuring scale, however, by taking advantage of some important ideas from both evolutionary biology and economic theory. The idea is this. We should pay attention not only to the rate at which a particular innovation, or a particular set of complementary innovations are growing within the sector; but also and more importantly the degree to which their growth is complementary to, or actually displacing the older processes in the field, and claiming the resources that used to go to them. 

57) The reason this is important is that there is always some slack in large systems like the K-12 sector, and that slack can occasionally be increased by sudden increases in funding. At that particular moment, an apparently successful can lay claim to a significant portion of those slack or additional resources, and it can grow quickly. If, however, the growth in the innovation is financed only by the slack and new resources, then there will be a limit on both the scale and the sustainability of the innovation. If suddenly resources are scarce in the system, the innovative margin may be cut, and the apparently successful programs eliminated as the system “gets back to basics.” The only way this can be avoided is to have the innovation begin to reach into the resources that were financing the old processes as well as the new.

58) Note that this does not have to be a process by which one organization kills off another, destroying the lives and fortunes of the individuals associated with those other organizations. It can be one in which the new processes used by a new  organization are embraced and adapted by  individuals within an old organization, leaving the organization’s operations transformed, but its individuals the same. Whether that can happen or not depends crucially on how quickly organizations can learn and adapt. In the natural biological world, these processes are very slow, and as a result, significant change in an ecosystem usually comes over somebody’s dead body. In the human world, processes of learning and adaptation can sometimes be very quick, allowing a system to change quickly without any one having to die.

Summary: Key Challenges to Educational Leaders
59) In sum, if we as educational leaders are to make significant improvements in the performance of the K-12 educational sector, we have to become skilled not only in traditional methods of leadership and management, but also in methods that go beyond those traditional concerns. 

·  Like all leaders and managers, we have to become skilled at creating and managing particular educational innovations, particular educational organizations, and other kinds of initiatives that are within our immediate powers to produce. 

· At the same time, we have to get good at seeing where those efforts are located in the wider K-12 system, and to see how they can be used to achieve the maximum leverage in changing the system. 

· And we have to get good at managing our own particular efforts, and we have to get good at knowing how best to collaborate with other change makers to produce the maximum joint impact.

60) As noted above, that means being open not only to direct efforts to improve the quality of education at the substantive, operational level in particular educational settings. It also means figuring out how to change the forces operating on the system as a whole so that there is more room for innovations to be tried, and greater capacity to distinguish the value creating innovations from those that are mere fads.

� John Kotter on networks that allow executives to be successful. Monica Higgins on the Baxter Boys.


� Robert Putnam on Social Capital


� Elmore: Comment on Previous Draft


� I use the image of a single individual here. One could equally well use the idea of a kind of collaborative leadership team in which several individuals working together took responsibility for the leadership of a given effort. Indeed, it is immediately clear that nothing of much importance can happen if it relies only on the resources and actions of a single individual. And, once one engages others in the work, there may be no neat division between leaders (with both formal and informal influence) over followers (who are seen as the objects of influence without leadership potential of their own). But it is also true that individuals engaged in collective action in both the short and long run tend to create certain patterns of deference that can (for certain periods of time) concentrate effective influence in the hands of some number of individuals smaller than the number of individuals in the whole group who both think of themselves, and are viewed by others, as leaders – that is, individuals with more than the usual level of responsibility for and influence over the group. How collaborative leadership arises, and what are its strengths and weaknesses,  are important subjects for would-be entrepreneurs to ponder. While the idea of entreprneurship often seems to make much of individual leadership, some of the most successful entrepreneurial efforts have been built on duos or teams of individuals with complementary strengths and capacities, and shared visions. 





