How to Build
Leadership

How can we promote
learning and engagement
for both adults and
students? How can districts
support collaborative
school improvement
efforts?

Linda Lambert

el vears apo, | had a conversa
St

'zhn wilth a man considered o be
i outstanding prindcipal. 1 asked,
Wt happened at the school where
you wiere last principal? Are the reforms
sl im place?”

I'hat has been a real disippaointment
toar me,” he lmented. *Youo soc, condi-
tions and programs at the school soon
returndsel to dhe Wy ||Il.':| werrg: Il
| gt there

Oiwver the imberve T ¥iCars v sl
several simdlar conversations. “Retuming
1o meormmal” s thee usual story. IEds mot
surprising thar schools do not maintain

s

their improvements. Mew principals and
supcrinicndents often come U & schodasl
ar discrict with their own agemdas. Or
ey respeond 1o a charge from the supes
intendent ar Board o “tum this school

N L T

aroued,” “get ws back an an even keel,”

L -

‘wmadlo whai the incumbsend did ™ or

e us inbo the future,” Snch sweeping mandates igndore the

histary, passions, and ||||.|||',||,-1. of an incumbent staff, choosing
insteadd o impon reforms thar are both genenc and pospukar
Li=ss oifien do mew administeators ear, “This s a JEESET
schinol that s eI BEEE, SEACIURCS &0 B E1|i"' & [
continue the work, Teacher and parent leadership is sirong,
We need a prindCapal wivo can corlead this echoad] in e direc

Ein it ds alreads Boang r

Miost schools canrod yet he described in these Eloveing
terms—they have vet 1o eeach the capaciny 1o sustain improve
ments on their own. Whether tie school is sdvanced or a
Begimaer an relorm, wlal i does nol need 1% 1o start over. ich
teme & sclvood is lorced 1o start over, its sG] and commuain
ks soamie of their personal energy amd commitment

If v e Lo sustin our improvenscnts and build on the
strength and commitment of cducators, we nocd to sddoess
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the capacity of schools w lead themr-
selves, We need o rethink both keader
ship and capacity bullding,

Rethinking Leadership
When wee thimk abss keadership, we
are acoustomed 1o picturing people in
rodes with formal authority, such as
principals, viceprincipals, directors, or
superiniendents, Bt we can view fead
evzbip a5 a verb, rather than a noun, hy
CONSHIETING the processes, activities
and relaticnships i which proplc
engapge, rather than as the individoal in a
sapecilic role

Let's define leadersiig as the recip-
rocul leaming processes than enshle
PRI in 3 Community 1o
CORETICT meaning towand @ shaned
purpose. This definition Is known as
Canstructivisg I'..w.I-.'r.-:hlp' (Lambeer et
al. 1995, Leadership in this contex
means leaming among adulis in 2
commuiity thar sharcs goals aml
visions. Leadership as leaming involves
thisse HERTNTR FTR I RTN L

& Lesidersivifs i5 niwd @ iraii; Secieler
shifs sivred Feveder gre not the same.
A leader is anyone who engages in the
wirk of ||.;t|J|.'r~:|'||]'|,

B Levecdersidf fs g brariieg thvl
teainls o comsirLciing clrrrge

B Everpone bas the Poderital e
Fgh fo soork as a feader,

® Leviedinyg s o sbred endeacor, the
foundation for the democratization of
schools

u Lecdersing regiaives e redisirile
ttun of power and authority. To
encourage shared leaming, superinten.
dents and principals need o cxplicitly
release authority, and staff necd o lepm
w0 enbance personal and collective
power and informal msthorsty (Lamber
il prress

IT leadership is everyone's work, i
s ok peguine extrrdinary charis-
b qualivies and wses of autls rity, [
teachers pereeive the work as 2 natural
autgrowth of their rofes as professional
cducators, they ane less like by b0 it waue
insisting, “I'mn ot @ leader,” Teachers
have long atvended o e leamming ar
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students and themsebves; leadership
Asks that they attend o the learning o
their colleagues as well. The: skills amd
dispasitions of effective leaders include
convening and Facilitating dialogue,
Posung inquiry questions, coaching one
another, mentoring & new eacher, and

P e - 1

|_Lea;:|?rs_hip is the reciprocal learning

process that enables participants

in a community to construct

meaning toward a shared purpose.,

inviting others to beoome engiged with
i new idea. This kind of leadership is
I'IiIElII-'lu:- cigaing and beads to broad
based participation.

Framing Leadership
Ruilding capacity in schools includes
developing a new unclerstanding of
feadersbipy capacity—broad-based,
gillful participation in the work of lead-
ership. Leadership capacity can be seen
a8 a complex, interactive framevoork
with fiour types of schaals and schood
COHMIMLNIes. A caveal is necded here
Frameworks, matrides, or sciles wINLe-
whiar anificially categorize unan
behavior. Individuals—and sehools—
have unique charscterisics

® hchon! 1 Foge Participation, Lo
Sl Here, the princigal often
Exerclses autocrtic leadership. Parents
and community members tend 1o have
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limvites] participation. Information Aows

froam the principal to the soiff (often
uriginating with the district office), ver
is rarely a twooweay process, This infor !
RN aften ncludes rubes that govern
behavior and pracrices. Saff ofien '

attribure problems o chikiren, Eamily,
and the commiunity rather
than insdructional prac- |
tlees, Colleggal waork |s
rafe. Staff menmbers—and
parcots and studenrs—
CICn CXpiess resistance
by becing abwsent From
moctings or schoss|
Teaclwers marely initiane
new pracrices, althoogh
they may comply wiil
miundites temporarily,
Although students miay
imdtially show some
improvement in achieve
ment when staff members

implement mandates, ey
rarcly sustain these gagins.

W Selod 2 High Particr
Srttar, Lo Silfelness
The: principal’s style is
aften unpredictable or
predictably disengiged, He
or she miy make unilageral
or surprising decisions, ofien depending
om who is asking the question os
requesting the action. Informeation tends
tor e sparse, Faculty meetings are often
compased of “sit and gie® sound bites
withoul diabogue. Mo schoolwide focus
an teaching and learning Is evident:
thus, both excellent and poor class
MOHMTES Ty exist Abany stnff work with
imlividuzl grants, projects, or Pertreey-
shdps that are disconmected from each
etheer, Stall members may not concern
themselves with nomacheeving class
rocims; relorrals, anmendance, amd
achdevement differ across the school
Rales aawl responsibilites are usclear
Urverall studene achicvement is olten
statie, with higher aclicvement for
stidents in parthcular secineconamie
and gender groups. The range of
achicvement from high o kow is as
bl as the mngie of quality



B Schond 30 High Shilfidness, Low
Participation. This school tends noe
make concentrated efforts o provide
Fusr skl lfud beacbershdp work for a few
teachers and the principal, perhaps as a
lezdership team, These people may
have had spporunities for training
through a reformeaniented center,
network, or coalition. There may be
grovwing podarization among the scaff,
whio may strengthen their resistance as
they sec frvored colleagues leading a
Clunge cffort, Teams have leamed o
aceumubate and vse data o make school
decisbons, althouph the dac may mise
abjections or dendals from other scafl
members, Staff caughe inthe middle
ineither thowroughly involved nor disei
gaged are ofiten thoughtful allies bt
retatively unskilled in resalving
conflicls. These teachers are undbear

—_—

| Everyone has the potential
and right to work as
a leader.

whial fole o play as tensien increases
berween the “haves™ and “have nols.”
Pockers of strong innovation and excel-
bemt classoocans tend to exist, bt focus
an student leaming is not schoolwlde,
student achicvement may shiow |'_|-|1!:.'
sliglhit gains.

m Sodwend A4 High Meillfulness, High
Participatiose. This school tends o have
high lesdership capacity and broad-
based panticipation. The principal and
other keaders make concentrated cllors

to dnechede all sall i lesdership develop- ';

mient and decision making. S
membiers have gathered evidence from
enisting sources or thsowgh action
research and vend w base decisions on
thiese dara. The aclodol lus a clear
purpose, locusing on stodent and adul
leaming. Information loops keep staff,
parents, and students informed, with
aipporiumties o discuss, clarify, and
refine ileas a8 they are being formed —
long before a final decision ks made.

Rales and pespaaisibilities are shared and
bbemded, But clear, The sehood commi-
ity tends o assume collective responsi-
bi]i.l.}' s 1l wronrk -:nfli_'pn;l:r:l“p and
leamming Sal members consider them-
selves Lo be part of a professional
Commiinary in which innovation is the
ivorm. siudenl achicvemend is high
across Lhe student populstion and
willuin cacl submgroup as well

A School on Its Way

Mew Century High School {a psewdo-
nvenl is moving upoon the scale of lead-
ership capacity, The school joined a
reform tetwork and developed an effec-
tive leadershdp team. The team led in
ey improvements, mcluding the use
al student data o inform decisions, Yei
the harder they ssorked, the more Tht‘}'
secEiEd o iliemte some teachers

“There ane sOome missing pirn:'l.-s
e, reflecied ome team member, "We
ity liewe Lo slow dowen o speed up,”
The team then focused on invalving
more &all, studenis, and parents in the
leidership process, Team members
began Lo converse with staff—to really
Lister and b0 engage everyone in school
widle incuary.

Six momths later, Mew Ceniury's
profssional culiure is changlng. Faculty
meetinges are devoted o dislogue ahoue
teching and learning. The majpority of
the stall arc mwvolvesd in the refonm
cffost. Peaple feel that thelr voices are
heard. There are fewer student referrals
and lailing grades, Schoolwide improve-
Men o Seems plmsl'bl.t'.

Encouraging Leadership

Sehwsals and districts need 1o create the
fodlowing conditions if they are to baild
bescership capacity:

L. Hire personnel with the proven
capacity to do leadership work, and
develop veteran stall to become skillful
leaders.

2. Gl v Knovw one amdather; bualld
Lrusting relationsips.

4. Assesd stafl and schosol capacity fiar
|i::l|:|i:'r5|'|ij:r. Do vouw have a shared
purpose? Do you work collaboratively?

I= there a sclsoolwide Fsous on soudemnt
achievement and sdult learming

4. Lrevelop a culiurm: ul'inqulr:,' i bt
inclhudes @ contimuous eych af
reflecting, questioning, gubering
evidence, amd planmnimmgg for improve-
ment. '

5. Onganiee for leadership work by
I.'ila.hﬂbhlng inchusive govemance stric-
tures and collaborive inguiry
PIOCEsSEs.

6. Imeplement plans for building bead-
ership capacity—and anticipate role
changes and peolessional 1I|,"|."lr|r|-|'|r|'|-|:-|'|t
s

7. Devebap district policies and prac-
tices that support leadership capacicy
buibding. These practices include
districr-school relatiomnships built on
high engagement but few rubes and
regulations, as well as shared decision
making and site-based school manage-
mient. DHstricts showld model the
processes of a leaming organiztion,

susnining the momentum of our
wiork in schoals i essential if we are
Eaving o stay the course with progrm
improvements king enowgh to know
whether they succecd. We nnest insaity-
tiomalize the procesacs of collabortion
and collective responsihility, ﬂ-ltildlna
leadership capacity is not the next inno-
vatsoi, bt the fowindation for sariuining
schood and disusct improvements, B

' For surveys and mibrics on leadership
capacity, as well as extended case siudics,
ser Budlding Leadersiil Capwctiy fn
Setwinis (lambert in pressh.
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