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Week 4

TRANSFORMING EDUCATION

HOW IS EDUCATION
CHANGING?

In pairs, list as many
changes to
education (that have
curred or are
likely to occur) as
you can




TRIGGERS FOR CHANGE

Wider Environment

Task Environment

Educational Setting

Process Factors...

People Factors...
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SYSTEM CHANGE

What do we mean by ‘system’ in an

| context? E; pl

Michael Fullan

Reflect on whether there is evidence of Fullan’s strategies for change
in your earlier list of changes.

CHANGING THE SYSTEM,
CHANGING LEADERSHIP

Individuals can initiate change but cannot sustain it alone — the
collective does

Moves leadership away from single leadership styles towards a model
which is collaborative or ‘distributed’

Change must be holistic, systemic and utilise multi-dimensional
approaches

Morrison, 2013



https://www.youtube.com/watch?v=tws8N4c3eAA

DISTRIBUTED LEADERSHIP

“Moving away from a formal to a more collegial style, a dominant
theoretical model to emerge in the early years of the twenty-first
century has been distributed leadership. This has shifted us away from
a more informal, voluntary interaction (driven by the formal leaders)
towards a model with ‘a focus on collective, rather than singular,
leadership’ (Bush 2011, 202).”

Morrison, 2013
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DOES IT WORK ¢

Critics have argued that...

* There is a lack of credible evidence to support this model

- It favours a neoliberal h to making education work force friendly (Hartley,
2010)

* There is little evidence that it has any impact on or improves student learning
compared to any other leadership method

(Morrison, 2013)

SEVEN STRONG CLAIMS ABOUT
\ SUCCESSFUL SCHOOL LEADERSHIP

School leadership is second only to classroom teaching as
an influence on pupil learning.

Almost all successful leaders draw on the same repertoire
of basic leadership practices.

The ways in which leaders apply these basic leadership
practices, not the practices themselves, demonstrate
responsiveness to, rather than dictation by, the contexts
in which they work.




SEVEN STRONG CLAIMS ABOUT
SUCCESSFUL

School leaders improve teaching and learning indirectly and
most powerfully through their influence on staff motivation,
commitment and working conditions.

School leadership has a greater influence on schools and
students when it is widely distributed.

Some patterns of distribution are more effective than
others.

A small handful of personal traits explains a high proportion
of the variation in leadership effectiveness.

Leithwood et al, 2008

09/01/2020

The only person who likes
change is a wet baby.

Aftributed to Mark Twain

&

A CHANGE IS AS GOOD AS
A REST... RIGHT?

Resistance to change:

Threat to
established Structural

resource inertia
T g
Threat to

established —— Limited
pwet Organizational g focys of

resistance
relationships change

\\

Threat to Group
expertise inertia

Hoy and Brown, 2012




INDIVIDUAL RESISTANCE

Selective
information Habit

processmg\

Individual

resistance
Fear of =¥ v~ Security

the unknown

Economic

Resistance is futile.
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REFLECTION ON CHANGE

In pairs, choose one change initiative. Using
Kotter’s resistance factors, discuss possible reasons
for resistance.

* School is to become an academy

* Merger of 3 small rural primaries

* Staff restructure in a school with redundancies to be made

* Introduction of new curriculum (e.g. Donaldson)

Tact

deali ance to change (after Kotter e al. 1986)

Tactic

Education and/or  Resistance is based on a lack
communication of information or Inaccurate
information and analysis

Participation Initiators do not have all the
information needed to design
the change and where athers
have considerable powar to

rosist
Facilitation and People resist because of
support adjustment problems that are
involved

clearly lose out in a change and
where they have considerable
power to resist

Co-optation There is a specific situation in
which other tactics are too
expensive or infeasible

Manipulation Other tactics will not work, or
are too expensive

Coercion Speed is essential and change
initiators possess considerable
power

Once persuaded, people
will often help with the
implementation of the change

People who participate are
usually more committed to
implementing change. Any
relevant information that
participants have will be
integrated into the change plan

No other tactic works as well
where there are adjustment
problems.

Sometimes a relatively easy
way to avoid major resistance

Can help generate support for
implementing a change, but
less so than participation

Can be a relatively quick and
Inexpensive solution to
resistance

Speed can sometimes
overcome a great deal of
resistance

Disadvantages

Can be very time-consuming
if large numbsers of people are
involved

Can be very time-consuming
Participants can design an
inappropriate change

Can be time-consuming,
expensive and still fail

Can be too expensive in many
cases

Can trigger other groups 1o
negotiate

Can create problems if peple
recognise the co-optation

Initiators are likely to lose
some of their credibility and
this can lead to future
problems.

Risky: can leave people angry
with the initiators.

Adapted from Kotter et al (1995)



https://www.youtube.com/watch?v=1NKti9MyAAw
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TACTICS FOR CHANGE

Return to your earlier scenario.
* How could Kotter’s tactics for change be used in that example?
* Consider the benefits/drawbacks of each approach.

FOUR MODELS OF CHANGE
FROM LAMT

T WHICH STEP HAVE YoU REACHED TODRY?

Kotter’s 8-Step Change Model
Systems Model of Change
Lewin’s Force Field Model
Action Research

Kotter’s 8-Step Change Model

jency Coalition Communicats Consolidate
> Identty » Nomina » Proj >

theeats loaders » Address change
» Explore » Seek » ne concerns » Define goals

opportunities  commitment  values criving » Apply which ride on
» Open » Promotatoam  thechange > Leadby the

dialogue buiding > Stratogy for ample momentum

A the change
. F .

Buldonthe > Integrate 8




SYSTEMS MODEL OF CHANGE

7-S Model McKinsey An organisation is treated as a
set of interacting variables,

which all need to change
together.

SR if you change one are then you
Shared \ neetd fok:eladwsf ot:lers to
Nallieg | restore balance an

/ compatibility.
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Recognises interdependencies —

Lewin’s Force Field Model

Forces for change

—

Forces resisting change
—

Driving forces Restraining forces

—

tutor2u

DISEQUILIBRIUM

Increase the strength of the forces pushing for change

Reducing the strength of the restraining forces

Changing the direction of a force so that a restraint becomes a push factor

Lewin's Framework for Change
To reduce forces and change 1. Initial problem identification
Unfreeze existing attitudes which 2. Preparing the ground and
makssstn behaoue i Comemurication
present form/recognising i
the need for change 3. Obtaining data

Obtaining data
Problem diagnosis
Action planning

Follow up and stabilisation
Assessment of consequences

R

Consolidating the change at
a new level and
through supporting

Development of new

attitudes or behaviour

and implementing change
Re-freez:

of
©Ongoing manitaring
. Learning from process

L

structure/organisational
norms

5




TASK
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In your pair, choose one major initiative which has
represented a change in recent years. With an educational
institution in mind, complete a force field analysis of your
chosen focus.

A group of local 4 Donaldson and 6
schools will be [ key areas of )
merged to form one learning.
‘through’ 3-19
school. .

Implementation of the Teaching has been
LNF (has this been ) identified as too
achieved?) 4 didactic and

teacher-led.

ACTION RESEARCH FOR CHANGE

Flanning action/

intervention
Taking action/
o intervening
I Defining the Issue
I Initial observations
Planning
& exlsting data
action/ 4
intervention
/(‘ rventi \ Analysing . ‘
& Reflecting .
Taking action/ Defining the Issue f__,»—/
w Inkervening Initial observations et f—s
= &existing data (Rejengage with » findings
% real world
5 setting/situation
Analysing and pa
reflecting on action/
- intervention
= —
< =
1 Engage with
real world Repart
setting/situation w findings
CYCLE1 CYCLE2
TIME
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