
JOHN TOMMASINI:
 It gives me great pleasure to introduce Dr. Michael Fullan. He is a professor of the Ontario Institute for Studies in the education of the University of Toronto. He’s recognized as a worldwide authority on educational reform. Dr. Fullan is currently special advisor to the premier administer of education in Ontario. His book, ‘Leading in a Culture of Change’ was awarded the 2002 Book of the Year Award by the National Staff Development Council, and the book, ‘Breakthrough’ written with Peter Hill and Carmel Crivola one the 2006 Book of the Year Award from the American Association of Colleges for teacher education. His most recent publications include, ‘What’s Worth Fighting for in the Principalship’, and the ‘Six Secrets of Change’. I think we are very fortunate to have a person like Dr. Fullan be here with you today and it’s my privilege and I think it’s a great honor to welcome him to Pennsylvania. Please give him a great big round of applause. Dr. Fullan.


DR. MICHAEL FULLAN:
Thank you very much. Thanks Gentzel. Thank you. It’s good to be back here. I don’t think I’ve, I’ve been here two or three times, but it’s been awhile, so it’s nice to reassociate. I’m always a bit weary when I’m introduced as  Dr. Fullan because that immediately reminds me of Kurt Lowan who is a, Loruben I such say, who was a famous curriculum professor. He’s now retired. When he was an elementary school teacher beginning his career, he was studying for his Doctorate and his class called him Mr. Ruben, but he said one day, well pretty soon you’re going to have to call me Dr. Ruben, because I’m going to get my PhD and then I’ll be under that name. So, nobody really paid that much attention. Two months went by, he came in one day, and he said I passed now, I’m officially Dr. Ruben. Again, nobody acknowledged it. But a week later, he was a beginning teacher, so the supervisor came in to assess him and came in the room and said, “Good morning Mr. Ruben.” And one of the girls in the class shouted out, “No that’s Dr. Ruben.” Everybody went silent and then she said, “But he’s not the kind of doctor who does anybody any good.” So, I thought that’d put it in a bit of perspective, but we are doing people good these days and I guess, I am in this country every week, one way or the other when I’m in North America working a lot, in Louisiana, Hawaii, a lot of districts, so it’s quite good in terms of, I guess I’ll say the feel and the potential right now after kind of a lull in the strategies that we advocate at least, so I see a growing compatibility between these strategies that I’m going to share with you and what you’re interested in. I will say a little bit about Ontario as we go. It’s not so much the ideas that have originated there, but we’ve had the chance in 2003 to systematically put them into practice across the whole K-12 system. When the current premiere Dalton McGuinty got elected for the first time in 2003, he had asked me about a year before to help him focus on education, which we did. He got elected. He appointed me his advisor, and since 2003 we focused systematically on the public school system which means 2 million students, 4,000 elementary schools, 900 secondary schools organized into 72 districts. Our districts are larger than yours on the average, and we’ve set out in a partnership really with the field, but with a lot of assertive leadership from the center to focus on three core priorities; literacy, numerousy, high school graduation. Other things, but those as core, and we have had the moral purpose more than ever to raise the bar and close the gap for all students, so we zero in on all the subpopulations, boys in literacy, girls in literacy, ELL or ESL, special education, whatever the gaps are our measure of success is moving everybody up, but also as we do that close the gap. I’ll say a little bit in a moment about the results, but this stuff does work. I used to say in some of my earlier writing that you can change an elementary school in three years, you can change a high school in six years, a district at eight years, and universities it takes forever, but we’re still working on that, but now I cut those at least in half. That is, I feel quite confident in saying to politicians, if you use these ideas you can get substantial progress within one election period. That’s the best way to put it for politicians. You start to see results in two years, not open-ended and not final results, but enough that it really does move forward.

I am going to talk about the practicalities of this. How you do it, and you could say well the secrets of change, how could they be secrets, since you’ve already written a book on it? And the reason they’re still secrets is that they require some depth of understanding to deal with the dilemmas and resolve them and to go into them in a way that make them more, to solve these what I call nuances of the depths. So, I want to convey those to you. Partly by talking about them, partly by showing you video clips and in the next hour and a half or so really kind of set the stage for this. This is about whole system reform, and the minimum of whole system reform is all the schools in the district. Although I prefer to accept as a better minimum, all of the schools in the State, all of the schools in the Provence, or in the case of England where we work the entire country. So, you see my website on the screen, Michaelfullan.ca. Very user friendly. You can go there, download articles, the keynote that you have on the table is there as well in a PDF. The books are summarized, annotated, so do feel free to connect to that website. The agenda, the  flow of this, and you’ve got it in your handout, although I’m not going to be entirely linear about this, I want to start in a moment with leadership for change, then go into a little bit five insights about the change protests. 

Things that you need to know about the flow of change before in a sense you get started and get too frustrated. And then we’re going to tackle the middle secrets, secrets two to five, because that’s the instructional core, as we do that, and then from there to go back to leadership, I call it leadership in difficult times. So, it’s kind of a leadership sandwich up to this point. It’s all about leadership, if you include teacher leaders, but the core of it I like to set out, and then at the end the wrap around secrets, secrets one and two. We’ll get into the content of those in a moment. Here’s the simple goal I have for you in the next, in this session that you’ll gain some valuable insights about leadership that you can use next week. That they really do connect to what you’re doing already and provide a new, a new lens on that. If we go to the Ontario question, and you can, there’s a short article that we published in Capan last December. It’s on my homepage, so if you just open the website you can download the PDF right away, and it describes the Ontario strategy so I’m not going to go into the details of it accept to say they are based on six secrets, so by the end of this session, you’ll know a lot more about what I’m talking about. But when we started in Ontario in 2003 the system had been stagnate or negative in reverse, that is to say if you look at literacy, numerousy, high school graduation had gone done a bit and that the previous five years, 1998 to 2003 just inertia, not much life at all. And since then, you don’t have this particular slide in your packet, but since that time, if you just take the measures and these began to show up within two years that literacy and numerousy measured by grade three and grade six reading, writing, and math have gone up on the average 10% across the 4,000 schools. The gaps have been closed, not permanently closed, but reduced as part of that measure. The high school graduation has gone from 68% to 77% and is still climbing. Students are more engaged, teacher morale has increased, teacher retention in the first three or four years of teaching has been much greater. The work’s not finished but all the indicators are, and we are interested in whole system reform. This stuff really makes a connection because what it is, it’s a combination of leadership from the center and invitational partnership within that. That is to say the two-way street of figuring this out together, but making sure there’s enough press forward that you’re working on the agenda. So, we’ll come back to this and real issues within the secrets. 


I do want to start with leadership outside the frame of education and I’ll ask you if you take a blank sheet of paper, I’m going to show you four short clips. We use a lot of video clips in our workshops, we never show a clip more than about three minutes long, pedagogical, they’ve got to be lively, they’ve got to be focused, they’ve got to be brief and capture your attention. So, I do want to step outside, as I said, education and go to Ernest Shackleton. Ernest Shackleton was an explorer about 100 years ago who took a group of 28 men on an expedition to go to the South Pole. They got there, about halfway there, 500 miles out of the 1000 miles an ice came in prematurely, squeezed their boat, the boat sank and they had to get home across ice flows basically. It took them 18 months and it was an incredibly difficult journey. Ernest Shackleton has been identified and known books written about him, I’m going to show you a movie production of it, about the qualities of his leadership, his team building, the way he dealt with diverse situations. In this DVD, I just purchased it and chunked it, so that’s how we do these things, is done by BBC, the British Broadcasting Company, it stars Kenneth Branagh who is a UK actor and what you’ll see in this first clip is he’s returned from the expedition, so he’s back, and he’s on the lecture circuit in Germany and he’s asked a question from the floor. So, let’s start with that and all I want you to do is, as you notice, and I’ll stop for about 10 seconds in between each clip, is to record at least one leadership quality that you see evidenced. So, let’s take a look.


VIDEO:
Thanks. I know what he is saying. Thank you for your question. You’re right sir, we failed. We failed to reach the South Pole. I turned back. I chose life over death for myself and for my friends which is why I am here to tell you about it tonight. But, others follow in our footsteps. Captain Scott taking our route, the Norwegian Amundsen and from the Bay of Whales, and if they should fail, then I will try again, because I believe it is in our nature to explore, to reach out into the unknown. The only true failure would be not to explore at all.  


DR. MICHAEL FULLAN: 
Okay. Ten seconds. Just record a quality, a leadership quality.  The second clip we join them on the journey and they are into it about halfway there as I said and you’ll see them, they encounter ice and he deals with it, a certain situation and we’ll build on that after that. So, back into the journey.


VIDEO:
“Skipper pack ice off the starboard bow about a half of mile.” 

“We can’t be this far North.” 

“So, we didn’t make landfall by Christmas.” 

“No sir. Damned ice.” 

“We’ll serve grog at midnight to those who are on watch.”

 
“Yes, master.”   

“Damned ice.” 

“Happy Christmas.” 

“What time is it?” “

“Midnight.” 

“Happy Christmas, sir.” 

“Happy Christmas.”  

“I saw three ships come sailing in on Christmas Day, on Christmas Day.  I saw three ships come sailing in on Christmas Day in the morning. (Singing…faint) Oh Jesus Christ our Savior was born on Christmas Day, to save us all from Satan’s power and we have gone astray, oh tidings of comfort and joy, comfort and joy, oh tidings of comfort and joy.” 

“Home, your family?” 

“Yes. I’m fine, boss. You and go join the others.” 

“I know. I’m fine too. Just needed a little air. Such a beautiful day. You notice anything?”

“What do you mean?”

“Temperature’s rising. We’ll get there, you know. “

“I know.”

“Less than 500 miles, more than halfway. Skipper reckons we’ll be inside the Antarctic Circle by tomorrow.” 

“I know.”

“You don’t by any chance have a light do you?”

“No. “

“Well come on then, let’s go find one.”

DR. MICHAEL FULLAN:
Alright. Ten seconds again. The second to last clip for now at least, they do have to abandoned their ship, so he has to set up the journey and this is how he handles it.

VIDEO:
“Our ship and our stores have gone, so I think it’s time we went home. After the excitement of yesterday, I’m sure we’d all rather sleep on land dry or otherwise. So, I intend to make the nearest. Here, have a look. Robertson Island. Now, we’ll establish base there and I’ll take a smaller party across here, Graham Land to Wilhelmina Bay. The whalers from Deception Island used this and it’s our shortest route to rescue. “

“Right.”

“Everything we need must be carried on the sleds; I am therefore allowing each man only two pounds weight of personal possessions, that includes your diaries, your shaving kit, your eating utensils. Everything else must go. I mean everything. It’s no use to us now. We can carry nothing except what keeps us alive. And that includes animals, I’m afraid. I’m sorry. No pets.” 

“My job now is to make sure you all live. Every single one of you. To do that I cannot afford to be sentimental. If I am you will die. Die frozen, die starving, die mad. I’ve seen it before. I do not intend to see it again. Now, it’s been brought to my attention that one or two people here may have picked up items discarded by others yesterday. Don’t look so worried boatswain, I have a confession to make. I am one of those guilty people. I’ve picked up a book in the snow this morning. A poetry book. Robert Browning. I am reminded of a line from a poem of his called “Prosopus”. For certain the worst turns the best to the brave. Let’s make this our best, shall we? Robertson Island!”

“Robertson Island!”

“Five miles a day!”

“Five miles a day!”

DR. MICHAEL FULLAN:
I was doing this workshop in Scotland a few months ago and I was standing out because, it was a workshop and there was a table near the front of me and there was all women principals and I heard one of them say to the rest of the table, “Well, what quality did you see there?” And one of the other women said, “Shackleton’s hot!” It wasn’t the quality I had in mind, but. Whatever one struck you. One last one, this is an exchange between Shackleton and Frank, the ships photographer, who was filming the expedition for scientific purposes and they have to decide how much film they could carry given the weight restrictions. Let’s see how he handles that.

VIDEO:
“Get him out of there.”

“Pull!”

“She’s going. Alright, just get the bloody film.”

“Take the cans.”

“Frank, we can’t carry anymore weight.” 

“I’m not leaving them behind.“

“I have 28 lives to consider.”

“So have I and one year of each those 28 lives is in these pictures.

What’s the point of our survival if there is no record of what’s happened? And if we don’t make it, then this will be the all the life that’s left of us. Without these, we’ve done nothing, except get lost like a bunch of schoolgirls on a nature ramble.”

“How many are there?”

“520.” 

“Well, perhaps we can take a box.” 

“Not enough. 200.  You make the selection.”

“100 and we make the selection together. Deal?”

“150. Deal?”

“Deal.”


DR. MICHAEL FULLAN:
Okay. Make your last entry. We’ll return to Schackleton in about an hour.  Okay. Let’s think about change. Not so much the content of change, but the process of change. There are four or five insights I’d like to pull out and they all cluster around one finding and that is a finding that has to do with the typical change situation which is this. 

How do you get a change process started and moving when a lot of people don’t want to do it? That’s the problem with change. We wouldn’t have the difficulties if everyone just pitched in and set off. A lot of people for good reasons don’t want to do it. So, against that doubt, how do you get going? I started in a somewhat simple way and these slides are in your handout, just by, these days at least, the good news is a lot of us now are focusing on instructional practice on teaching and learning. So, Doug Reeves and Richard L. Moore and all of us now have zeroed in on the classroom, the student and spanned out from there to build the case. If you think of it from a change point of view, say well what’s at stake for teachers and students that they might be facing that they didn’t face before? What types of things? And my simple definition without complicating on what this surrounds, is usually there’ll be materials, quality materials. These day, technologically infused and the materials are getting better and they are important, quality is. But, they’re also the tip of the implementation iceberg. They’re the part you can see. Tangible. You can pick it up. If you get below the surface, that’s where the real change issues are because that’s where the people are. The second one has to do with behaviors, skills, competencies, knowledge, the doing of change. What kinds of new skills will people need? 

The third deeper still concerns the beliefs and understandings, the philosophy if you like of how children learn, how they should learn. If you take those, the last two, the second and third and turn it into a proposition it’s this, the problem with change, the goal of change is how do you engage in redoing, which is the second one, and rethinking? And the redoing and rethinking process is exactly what’s at stake for change. Once you say it that way, you now the difficulty. It’s very hard to get one person to redo and rethink, even if they want to. It’s multiply hard when you get a lot of people doing it simultaneously at different viewpoints. So, this is where we start, and one of the findings we’ve had, and I’m going to elaborate on this with another slide in a moment, is for a long time we’ve had this finding about the implementation dip. Not quite this smooth, a lot more jagged than that, but it’s the universal finding. I’ll say in all cases there will be eventual success, the beginning is somewhat bumpy. And why wouldn’t it be bumpy if you had to get skilled at something you weren’t skilled at or you had to figure out the relationships among a group of people. So, this is, when we brought this out in the open and we work with it explicitly, it’s helped in two ways. One is a lot of people immediately feel better if they know that bumpiness is normal at the beginning. So, that’s psychologically it’s reassuring that lots of people are in that situation and its normal. Secondly, we focus on capacity building, which I’ll come back to under secret three in particular, capacity building, which are all those strategies we use to improve the knowledge and skills and competencies of individuals and groups working together. Once you do capacity building, of course you address the implementation dip question and I’m going to say reduce the timeline that you’re on the negative end of that plane. That is, you get to the plus side of that plane faster than you would if you didn’t know this and if you didn’t address it. Since we did the implementation dip, a book came out last year from a couple of business writers and they talked about this exact phenomenon and used different language. This is how they portrayed it. It’s identical to the implementation dip, but they’ve got more pieces, if you like. I’m going to take you into a couple of thoughts here that I think are very revealing. Note that they are talking about business, this is all about organizational change. It doesn’t matter what sector or engaged in. We have the examples from education because that’s where we were. But they make the point if you look at the changes introduced star there, that once change is introduced they identify the myth of change which is the assumption that the reformers make that things are going to get better immediately. That the line will go up. It’s a myth because by definition it doesn’t go up, it’s understandable why it doesn’t go up, and then therefore they talk about the initial implementation dip. They called it the depth of decline, and I’d like you to concentrate for a moment with me on the triangle. 

That depth of decline, that triangle and think of it from two perspectives, one, the implementer and the other the leader. If you are an implementer, here’s the phenomenology of change in the triangle. The cost to you are immediate and palpable, and concrete, and specific, and the gains for you are theoretical and distant. So, you can see the incentive system for the individual that is out of whack. You may still do it because of moral purpose or pure commitment, or some other kind of pressure, but it is a negative balance experience. If you’re a leader in this triangle, and in my role as Dean of Education twice very much in that as we brought about major transformation, if you’re a leader and people are in the triangle, don’t expect many compliments. People are not having a good time. So, this is one of the reasons why leaders need resilience, they need to be worked through, especially the initial stages, that first year or so of change and have thick skin. All of those issues, emotional intelligence, things we’ll come back to. Then if you looked at the plus side of the line, basically what we’re doing is causing that line to slope upwards faster. In other words, the time you reach the break even and then the plus point is a lot sooner. Its two years, rather than open-ended. That makes a huge difference in what people are able, and once they experience the success of course, you can build on it and we bring this change process out into the open. So, this is an important way of thinking about it. The book that I reference , it might be in the back of your references, but the one that the implementation dip comes out of is in this ‘Changing the Way We Manage Change’, if you’re interested in the change literature itself. Let me consolidate this around five insights about change that come together and I’ll give you the explanation at the end of it as to why they work together. We’ve already looked and dwelled at the first one which is the implementation dip is normal and to be expected, and to be overcome. Secondly, very important finding from research and psychology that most people change their behaviors a little bit first before they get insights into new beliefs. Not the other way around, which seems like the rationale way. Get an explanation and then do it. This means don’t rely only on moral purpose and evidence. If you want someone to entertain change seriously give them new experiences because that’s where the behavioral part is. Under relatively non-threatening circumstances with peers some of whom know more about this provides support and with leaders who do the things that we’ll identify as we go through this. So, this is an important part of realizing, of course change is in behaviors and beliefs go back and forth, it’s a two-way street, but the kick start is much better with the behavioral experience and the hands on part of it to get going. 

The third insight out of five is our research finding as well, but Doug Reeves puts it best of anybody. He says, “The size and the prettiness of the plan and document is inversely related to the quality of action and in turn to the amount of achievement that students are learning.” Now, why would this be the case? Because the planning document doesn’t have people in it. It’s a lot easier to deal with a document than the people. And so the tendency, you get seduced by the notion of the great strategic plan, and the findings are, you know Doug has them in several of his studies, we have them. We don’t want people to write 50 page school improvement plans. We want them to write five page plans because we want the action and the plan to be closely connected. We want the doing part of change to be imbedded.  Pfeffer and Sutton, a couple of authors, business writers that I draw on later, they wrote a book called ‘The Knowing-Doing Gap’ and their first barrier in ‘The Knowing-Doing Gap’ was identical to this. They said when planning substitutes for action. So, beware of the tendency to spend too much time on the planning side. This doesn’t mean don’t do any planning, obviously, and the metaphor I’ve always liked and applies across these five insights is ready, fire, aim. Ready, fire, aim. Ready is important, write problem, get started enough. The fire is the action where you actually consolidate, the flow goes like this, you get clearer about something when you are skilled at it. In other words, skill first, clarity second. And when you’re skilled and you have clarity, you have ownership. See the sequence there? It’s not everybody talks about ownership, and we’ll talk about this, now shared vision or ownership. Of course it’s key, but it begs the question, how do you get ownership if you don’t have it? And you get ownership if you don’t have it by developing the skills plus the clarity equals ownership. This is the flow of change that we see time and again working. If we consolidate this with John Carter’s good work where he says that you’ve got to connect emotionally with people along with the ideas and that feelings in a sense are more important than thoughts as you get started on this and we know now from the brain research that feelings and thoughts go together and you have to kind of get the gut feeling of it as well as the clarity of focus coming out of that relationship. So, this is good I think. 

One other thing that Harold and Fedor do that I think is very valuable I’m going to share with you. They talk about change savvy leadership. And the way to think about this, all of us I’m sure in this room have been in this situation more than once, think of your first day on the job as a newly appointed leader. It might be a curriculum coordinator, it could be a literacy coach, it could be head of special education, it could be a superintendant, a principal, whatever and the dilemma when you’re heading for your first day on the job, almost all of us appointed as leaders now all say 100% are expected to lead change. To make improvements. Here’s the dilemma. How do you avoid the too fast, too slow problem? If you come on too fast, the culture will reject you and guess who’s leaving town in that equation? The culture doesn’t leave town all that often. If you come on too slowly, the culture absorbs you and nothing new happens. So, this is the change savvy leadership. I’m just going to share their list, their advice with you, but what I’d like you to think about and certainly President Obama represents this as we all follow his leadership, is not only how do you solve a problem and have good ideas and access that, but how do you develop the relationships with lots of people, diverse people who will actually be necessary for progress to happen? Look at how they express it. Careful entry into the new setting, enthusiastic, genuine, realistic, work on obtaining buy in, develop a credible plan as you move towards that. This is not the plan in advance, this is how you go about it, forthrightly address people’s problems. All of those things that make this, obtain buy in, develop a credible plan with people. It’s all about building relationships, with substance, of course to be able to get this done. Here’s my punch line for what I’m talking about in relation to change.  You, me, most of us, all of us, I’m going to say, are more likely to behave our way into new ways of thinking than we are to think our way into new ways of behaving.  Note the emphasis.  This doesn’t mean don’t think.  But it means if you want to have good thoughts, you better have good experiences on which to think and build from there.  So that’s the kind of underpinning of this, of the flow of change.  And now we make it come alive through the 6 secrets, and these 6 secrets, as I mentioned, the words probably don’t mean very much when you look at them.  It’s why we have to get inside them.  And we’re going to concentrate on the middle 4, starting with secret 2, which is connect peers with purpose, and that’s what we’ll jump ahead, so if you’re flipping on your pages, go to secret 2, peers to purpose.  

Each of these secrets, as I mentioned, addresses a dilemma, and I think resolves it in a good way.  The dilemma here, or the goal here, is any large system, could even be a single school, but let’s say a district or an intermediate region, or a whole state.  The big problem for systems in our complex world is how do you achieve coherence, or we prefer focus.  How do you achieve focus when you have a fragmented siloed system.  People have tried to achieve focus in 2 ways.  One, through top down tightening up.  So the English, we evaluated their literacy and numeracy strategy, and they did that.  They said we’re going to focus on literacy and numeracy.  We’re going to require certain things.  They call it informed prescription.  A wonderful phrase.  Informed prescription.  

They did their homework and they prescribed it to the system as a whole.  It turns out that when you have good informed prescription, that is informed prescription, that it does tighten things up, and you get a boost forward on, in this case, literacy and numeracy.  But we also found in our evaluation that they hit a plateau after 3 years.  And the reason they hit a plateau is you could only get so much yield from top down tightening, because you run up against, you don’t get deep enough into the hearts and minds of teachers and principals, for example.

Other people then have said, well, we know top down change doesn’t work, there’s a long history of research on that, but bottom up change surely works because that’s where the ownership is.  Some people have called this, let a thousand flowers bloom.  That is site-based management or any other thing that where you have local autonomy and license to innovate, let’s say, and make improvements.  It turns out when you let a thousand flowers bloom, let them bloom, they actually, a lot of them, don’t bloom.  Quite a few of them don’t bloom on their own.  And if you’re into gardening, those that do bloom are not perennial.  They come and they go, because all I’m saying then is the infrastructure that surrounds this is key.  

The answer to the top down bottom up dilemma is the integration of top down and bottom up forces, and this is why it’s difficult.  This is why it’s a secret.  It’s very hard to integrate those 2.  And I’m going to give you 2 pieces.  Just remember, these 6 secrets go together so we won’t take any 1 stand alone.  But we, our solution is twofold.  The first part is not the big secret.  The second part is.  The first part is have a different kind of leadership at the center.  The center being the superintendent of education or the state superintendent or commissioner or whatever.  And that different leadership requires providing direction, that is important kind of vision, providing resources for capacity building, worrying about monitoring and improvement, as we’ll do at some of the secrets.  But then doing that through a very strong invitational plus actual partnership with other levels of the system.  So it’s difficult because you want to, you’re assertive and partnering at the same time.  So that’s the sophistication of the new leadership that we’re helping to develop, and you’ll see some of it on camera.

Secondly, and here’s the secret.  If you want to get coherence and focus in a multifaceted system, the way to do it is indirectly through causing purposeful peer interaction.  That’s a mouthful I know, but it’s a simple definition.  You get it because there are many more peers than there are leaders, and if you have peers are interacting, and this is professional learning communities at large actually.  If you get peers interacting purposefully, as we do in our strategy, caused by leaders who facilitate it and stimulate it and do other things about it, you get thousands and millions of change agents working at the same time.

Another way to put it is you don’t even have to be in the room as a leader for purposeful peer interaction to have a positive effect.  So the research, Ken Leafwood and his colleagues just finished a huge study for the Wallace Foundation across this country on multilevel state, district and school and classroom, and the big finding about leadership, whether it’s at school, district, or state level, is its indirect effect, but purposeful effect on causing the system to interact this way.  So that’s the theory. 

But I want to give you the image of it, the actual image, and I’m going to show you are short video clip here of a school, an elementary school, one of the 4,000 we work with in Ontario.  And this school is focusing on the improvement of writing, and there’s no, there’s a little, there’s no jargon in this except for one word the principal refers to EQAO results.  EQAO is Education Quality and Accountability Office, which is the arm length agency at the province level that assesses grade 3 and grade 6 reading, writing and math.  

So think of this, and the simple question I’ll ask you, and I’ll ask you just also to debrief with the people beside you after the video, is what do you like about this video clip.  What do you like about it?  Just also a process comment.  A very big room, of course, so when I’ll invite you to talk, just in twos and threes, and then 3 or 4 minutes of that, I’ll call you back.  Here’s my process guideline.  Please feel free to finish the sentence you’re in the middle of, but not the paragraph you’re thinking.  So I will use my cooperative learning arm to call you back, but let’s see if we can come back within reasonable 30 seconds or so.  So take a look at this.  I’m going to show you a single school example, and then I’m going to show you a large district example of the same thing.  Purposeful peer interaction to cause focus and coherence across a lot of different schools and a lot of different people in a short period of time.  So this school is called Jersey, and let’s take a look.

VIDEO:  “A further examination of the curriculum at Jersey was facilitated by a book study of the professional resource strategies that work.  This became an opportunity to explore the connections between the writing focus, oral language, and reading comprehension.”

“Like is this amazing for classroom management as well as when you’re doing your reading time.  Like everybody’s focused, everybody’s got a role.”

“Seen here, staff members from all divisions are discussing the reinforcement of comprehension strategies through the use of literature circles across a range of grades.  Principal Gord Wagner encourages the sharing of the learning among the staff.”

“In the literacy collaborative, they’re talking about how in the real world we don’t always read novels.  We read a lot of shorter chunks of text.”

“And one of the plans that we had through the course of this year, too, is to develop a bit of in-service for our staff meetings around the area of literature circle use.  But I’m wondering, too, if we could be sort of thinking of how we might want to share this professional learning that we’re having.  Not only share the information we’re getting about strategies that work, but also the how to do literature circles, because I think there’s other teachers who are hearing you guys talking about the benefit of empowering kids with this kind of thing in the classroom.”

“While a focus on the balance literacy curriculum continued at Jersey public school, assessment became an important element of their work.  The data generated through assessment provided ongoing valuable student information on which next steps for instruction could be based.”

“Our goal I think ultimately is that in EQAO and in classroom assessment and report cards, that our students are demonstrating much higher caliber of writing measured against the government or the ministry exemplar, writing exemplars that we’ve used as our standard to get started.”

“We’re trying to identify strengths and areas where students are doing well and then bringing them even further, and then, of course, grouping them just like you would for reading, but for specific skills.”

“So I feel like this focus we have on guided writing, the desire to meet with our grade partners, understand what the ministry exemplar writing samples are, create our own Jersey writing exemplars, and also track students by writing skills that we can group them into guided writing groups from K to 8 is really making a difference at Jersey public school.”

“At Jersey, time is provided for grade level meetings with administration and teaching staff.  These meetings allow for an examination of formative assessment using samples of student writing.  This leads to a discussion of ways teacher practice can be designed to respond to student needs.”

“Is this a good use of our half day together today for you guys to spend an hour or so working through this, so why don’t we make sure that that becomes part of the plan.”

“With regards to the organization that with all the point formulas that we’ve been working on in our like shared writing model it’s really coming in his writing I think, especially compared to the last writings before we worked on that.”

“Do you think it should be a level 4?  Are you wondering, I mean?  Okay.”

“I’m wondering.”

“Yeah.  That’s the one that I thought was second highest.”

“You were debating whether it was –“

“I was debating at first –“

“-- high 2 or low 3”

“-- no, this one –“

“3 or 4?”

“Yeah, the one that Heather’s looking at, a 2 or a 3.”

“Okay.

“I am thinking it is more a 3 minus.”

“Yeah.  That’s where I was leaning.”

“How many times do they actually read this?”

“They don’t.”

“So I think that’s got to be –“

“Although we were doing, in guided reading, we were showing them exposition books so that they could get used to a debate and making sure that they’re able to voice both opinions.”

“But I’m just thinking as part of their past they’ve internalized.”

“It’s new, fairly new this year to them.”

“Yeah.  It’s interesting because some of my writers who are typically stronger, weren’t as strong this time, but that student who was typically weaker –“

“I know.  I was going to say –“

“Yeah, it’s interesting because some of my writers who are typically stronger weren’t as strong this time, but that student who was typically weaker, is stronger, but I think I might have given extra support during guided writing staffers.”

“But it’s so seamless that we’re doing expository reading in our guided reading groups and we’re doing expository writing in our guided writing groups, and it’s just happening naturally.”

“We’ve been tracking the data, and our kids are improving.  We’re identifying which children in our classrooms with support and intervention and specific teaching can move from a level 2 to a level 3 response, and that’s our goal, to see every student achieve and improve.”

DR. MICHAEL FULLAN: Okay.  Would you take about 3 minutes, just 3 people, small group at the table, identify 2 or 3 things you saw that you liked, and then I’ll comment on it and we’ll build on it.  So 3 minutes.

Let’s get back together in full group.  Okay, thank you.

Some of the things you will have seen.  The leadership team, including the special education resource teacher, teachers across grade levels, meeting in a focused way with leadership.  The role of the principal.  The biggest findings in the recent review of research across meta-studies shows 4 or 5 things that principals do that are most important.  One of those things is twice as powerful as any other factor.  And I’m going to tell you what it is.  It’s this.  The degree to which the principal participates as a learner, along with other teachers, about how to do this well.  Participates as a learner.  You saw the principal there, Gord Walker, not dominant, but definitely there, and definitely the leader, definitely knowing what they’re doing.  

Another thing you see is that back and forth, I’m going to say causal relationship between how well is each and every individual student doing and what are we doing with that information to change practice, which in turn is getting better results.  That kind of rolling causal analysis, I guess I’ll say.  That school improved its writing proficiency on the highest standard of proficiency from 32 percent to 63 percent in 3 short years.  By focus, by getting the group to work on this.  So this is one microcosm, but I want, we have bigger fish to fry, so to speak.  And let’s take the next bigger set.  

This district has 140 elementary schools in one district.  Just on the north of Toronto.  Very multicultural.  Fifty-seven percent of the students, their families, their parents are not born in Canada, so lots of immigrants coming and going.  Diversity of languages, over 100 languages.  You know the urban setup.  And I’m going to say that virtually all 140 schools are like this, because this is a district-wide phenomenon.  They started before our province cultivation of this, but we’ve been doing it now on a bigger scale.  And when you have a district-wide, they rub off on each other.  This is peer, now remember, we’re talking about purposeful peer collaboration.  Now I’m talking about purposeful peer collaboration across schools, facilitated by the district.  

I want to show you one video image, and it’s called the learning fair, which is an event we have, they have, they lead it.  Every June, the last month of the school year, all 180 schools in York region, including all high schools, and I mean 100 percent of schools, prepare a 25 – you’ll see it much better than I can describe it, but I need to set it up – prepare a 25 minute multimedia presentation that focuses on what did we start out to do at the beginning of the year, what strategies did we use, what results did we actually get, what lessons did we learn, have we learned, and what do, what are the challenges that lie, lay ahead.  You have to set this up with good relationships and the trust factor and all of that.  You can’t jump into it in year 1.  But the logical extension of this, and we have, I won’t take you through all of this because we do it now with districts learning from each other in the same strategy, but it’s increasing access, and I’ll underline it after you see this, so again, I won’t ask you to debrief on this in the discussion sense, but take a look at the literacy learning fair.  Every year now, every year after year, this is about the fifth year, so it’ll continue more or less forever, I guess I’ll say.  And in this one, the person talking at the beginning is the superintendent of the district.  His name is Bill Hogard.  So appreciate this as a big example now of the same thing you just saw in Jersey.  And look for what you see that you like, although I won’t, I won’t ask you to discuss it.  I’ll talk about it myself.

VIDEO:  “This is a fair.  Not an affair, a fair.  It is absolutely amazing what I’ve already seen.  And I mean to at least and observe at least 6 or 7 of what’s already going to be going on throughout the day, and some of what you’ve done, your work is spectacular.  If you think about it, it really is an opportunity for us to self-reflect.  To take a look at ourselves and say, how have we done as professionals, but just as important, how do we combine that with the difference that we’re making for our students.”

“We invite you, as you’re presenting your story and the journey that you’ve been on this year, to obviously celebrate the successes and the steps that you’ve taken, but also, I know that there’ll be a real honestly with also sharing with others, what have the challenges been.  What are the things, you know, that you’re still grappling with, the questions that you still have, because that’s really the field for our ongoing work.  And then secondly, as you listen to the stories of others, step back and celebrate what they’ve accomplished, because this really is something that we’re doing together.  And think about the questions that they’re raising, the challenges that they’re facing, and what are the implications of those for you as well in your own work.”

“We’re having a great time talking with other teachers and getting ideas from them.  The networking is invaluable.”

“And in a small community like Stovall, where we have a few feet of schools and one local high school, we can’t really think of ourselves as being only this person’s teacher and that person’s teacher, because they’re all our students.”

“Two years ago, people would talk about the strategies they were using and the books that they got their strategies from.  What I heard this year was people talking about their students, talking about their student data, and talking about things that they were doing as a result of analyzing their student data.”

“We also have the, as mentioned, the highest DSL population in the York region.”

“Okay.  Every time that they would analyze a word or attack a word and we look at different strategies, they would be responsible for putting up those words up on a word wall, and literally, we had an entire room covered with those little sheets of paper, and the visual of the word wall actually helped them retain that information.”

“The main message that kept coming up again and again is that all students can learn, given the time and the right support.”

“It’s one of those days that you wish you had 36 hours.”

“What we’ve got here is a summary of the main data that we focused on for this school year.  It includes, of course, data from the OSSOT, but something I’d like to really point out is that we went beyond the results because we also really, really wanted to focus on student information.”

“They really have a wisdom to share, and they’re open about their learning, and that is wonderful because we’re learning from each other, energizing.”

“But how do you energize yourself?  This morning it was asked.  Well, part of that energy comes from sitting in, for example, in a case management meeting and seeing kids move forward.  It takes a whole school to move the kids, and this presentation represents all the good work.”

DR. MICHAEL FULLAN: Okay.  I’ll list the, what I think are the main things happening here.  But one thing I want to step back and point out is notice that the people, principals, teachers and other leaders, are the ones that are articulating the strategies so clearly.  It’s not me articulating it.  I can do that, that’s what I do for a living.  It’s them inside saying that to each other and anybody else who was willing to listen.  They have it nailed internally in their minds, in their actions, and that’s why they can talk about it so easily.  

The outcomes, and this is on page 8 of your handout, I think about the learning fairs, is the learning outcomes are, I use this word deliberately.  It forces schools to explain themselves in a trusting context.  We work hard at that.  But nonetheless, the expectation is it better be clear and explicit about what you’ve been doing and why and what you’re getting out of it and build out more.  Secondly, it’s a time for celebrating.  If you go in those, we actually have them in 2 days because there are 180 schools, 90 schools one day, 90 the next.  A lot of sub-presentations and small group stuff, but it is, you know, the energy, the high fives, the balloons, it’s a fantastic way of celebrating the year.  You learn about new ideas from other schools.  

There’s a lot of other interaction within the 12 months that I’m not going to take time to talk about, so there’s other clusters of schools working together that they get ideas, but this is the big show, so to speak.  Friendly competition with each other.  We try to outdo each other.  We can do better than them.  We are doing better than them.  Or whatever it is that causes a good competition to flourish.  And then it fosters district identity.  Not because schools fall in love with their peers, or with their hierarchy I should say, but because they connect with their peers.  The identity is not hierarchical, it’s horizontal, it’s across schools, and yet it is the organizational identity that takes the whole place.  So this is important to see.  

The 2 big change forces at work here, I think, are knowledge flows and identity flows.  This moves outside.  So knowledge flows.  Obviously knowledge flows.  And this, the more important one to me is the sense of identity gets enlarged.  You know the building blocks here.  If you’re in a collaborative school, individual teachers stop thinking about my students only and start identifying with all students in the school.  If you’re in a cluster of schools or within a district, you stop thinking about my school only, and you think about my cluster of schools.  And it’s fantastic the way that that wider identity gets established.  You don’t have to do this.  I mean, this is a district of 180 schools.  You can do it in a district with 5 schools.  It’s a little more touchy in some ways because 5 stand out more to each other.  But it doesn’t matter.  You could do it within a high school, within across departments.  

This is a strategy that we have to apply this way, but it can be applied in a number of different ways, depending on the system.  Again, secret 2 works on the we-we commitment that the identity that gets established along with the access to good knowledge.  And what it also does, if you look closely, it has sneaky accountability.  Right?  Sneaky accountability because it’s built into the interaction.  It’s not kind of, we’ll get to transparency later where you have the data out in the open, but this is built in, it’s more organic, it’s more part of the actually the way you do things.  So that’s only one secret, these first 4 especially interact, reinforce each other, bring out each other’s strengths, compensating for each other’s weaknesses.  

Let’s turn to this secret 3.  Capacity building prevails is the short way of saying it.  But the full sentence is capacity building trumps judgmentalism.  And I hope in the next 10 minutes that you will gain an insight about your own ability to relate to ineffective performance.  My goal right now is to increase your sensitivity and effectiveness at dealing with ineffective performance.  

Let’s start with capacity building.  I’ve already mentioned it.  The main point about it is we always lead with capacity building.  We never lead with judgment.  And whether it’s a school or the whole province or whether with the work we’re doing in Louisiana, it’s always capacity building first because the people don’t have the capacity, you can’t possibly get anywhere, so you have to work on that front end.  And we define it simply knowledge, skills and competencies.  Let’s recognize, however, that it’s not just the individuals who have this, it’s the groups.  It’s the Jersey school, it’s the York region district as a whole.  It’s got to be a collective efficacy, not just individual.  So that’s, that part is very important.  Lead with capacity building.  

But as we lead with capacity building, we have to pick up ineffective performance, and I want to take judgmentalism, which it turns out is not a word, but I needed it.  I needed the ism part.  Right?  I needed the ism part.  And judgmentalism is not just, is perceiving something as ineffective, but doing so in a, judgmentalism is perceiving something that’s ineffective, but doing so in a pejorative way.  This is tricky because I’m going to ask you a troubling question in a moment, but this is where we’re trying to avoid judgmentalism, and we’re trying to move towards non-judgmentalism, but still get at ineffectiveness.  That’s the tricky part.  

So non-judgmentalism is that it focuses on improvement in the face of ineffective performance, but it doesn’t come across as labeling people or stigmatizing schools as failing.  Pfeffer and Sutton are knowing-doing gap pair, have as of one of their other barriers, in addition to the planning one, they have, they say fear interferes with use of knowledge in 2 ways.  And I won’t read all the words on the screen, but 2 ways.  One way is that it, it promotes short-termism, that is to say if there’s a climate of fear in punitive evaluation, people look for this year’s results only, and they do everything they can, including fudging the books, to get this year’s results looking okay.  They, at the expense of more fundamental goals or next year.  

Secondly, they say, fear causes people to become selfish.  You look after number 1 in a climate of fear.  You’re less generous, less trustworthy, and less trusting, in that kind of a relationship.  Clearly, these are negative for our improvement goals.  I also, pejorative is not a word we use every day, so I Googled it, and this is what I came up with.  Pejorative is having something that has negative connotations.  It tends to disparage or belittle.  

I’m going to ask you a very complex question, and I’d like you just to talk about it with each other.  I’ll put it up on the screen in a second.  And the question – there is no really right answer with it, but I’m going to talk you through with it after you’ve had a chance to dwell on it.  What I’d like you to come up with when you discuss this, is 2 things.  Either answer the question yes or no.  And secondly, give yourself a reason why you concluded yes or no.  And the question is this.  Is it possible to perceive something as ineffective and not be judgmental about it?  So mull that around a little bit and then talk about it for about 4 or 5 minutes, and I’ll come back.

Come back, please, full group.  Full group.  Let’s get back together.  Okay, thank you.

Before I give you my answer to this question, I’d like you to do one more thing, and this is just as an individual, just within your own mind’s eye, so to speak.  And so you’ll do this without talking.  I’m going to ask you now to situate yourself in one of these 4 quadrants.  The 4 quadrants are you on the receiving end of clear feedback or unclear or no feedback.  So think of it.  You’re on the receiving end.  And you’ll see that I’ve got on this 4-fold table direct feedback.  So of those of you who have received direct feedback, think of a situation in the last 12 months and situate yourself in the top right or the top left.  That is to say when you got that direct feedback, did you feel belittled or not?  So you’re only going to end up in one of the 4 quadrants.  Or, maybe you’ve been in a situation where the feedback is sort of indirect or not there at all.  And top left-hand, top right.  So just for 60 seconds now, because you’ve already started on this privately, situate yourself in one of those 4 quadrants and come up with a word that captures your feeling about being in that.  Come up with a word that captures your feeling about being in the particular quadrant.  Sixty seconds literally, and then I’m going to come back and talk about it.

Let’s do come back now and we’ll talk this through.  We’re going to talk this through, and I’m going to end up giving you 2 pieces of advice that will improve your effectiveness interpersonally in this domain.  Let’s start with the top left-hand corner.  That is, you’re in a situation where the feedback is indirect or not there at all, and yet you still feel put down.  That might be because you have a spouse that indirectly gives you feedback or that you’re not very good at reading it.  And the feeling that I’m going to, and you’ll have your own words for this, they’ll all be around this.  The feeling I’m going to say is you’re frustrated.  You know something’s wrong, but you can’t really get, you know, get your hands on it.  

Little more straight, a lot more straightforward, top right-hand one.  You get direct feedback, telling you what’s wrong, but you feel belittled.  What would be your feeling?  I’m going to say, generally speaking, you’d be alienated.  You didn’t like it.  If we go to the bottom left-hand one, you may not think that exists because the feedback is diffuser, not there, but everybody feels okay, at least the adults do.  You could say well, that doesn’t exist, I’m going to tell you that that’s actually one of the main problems traditionally of the school system.  And I’m going to call it inertia.  That is, until recently, when we started to zero in on this, when we had, and we still have a lot of it, what sociologists call the privatization of teaching, behind the classroom door, there’s a lot of, there’s not a lot of feedback, but there’s also not a lot of press to do something, inertia or aimlessness.  

Bottom right-hand corner, which is the one I’m obviously promoting, is that you still get at ineffective performance, and you still give feedback, but the people receiving it don’t feel alienated.  And I’m going to call that motivated.  In fact, the 6 secrets are all about motivating people to put in the energy to get the results.

And if you look at the bottom right-hand, motivated.  Here’s the dilemma.  Think, talk about ineffective performance.  One end of the continuum, you can have ineffective performance that people do something about.  At the other end you can have the privatization.  Privatization, or individual teacher autonomy, means you have a license for creativity and innovation, and a license for ineffective performance, simultaneously, both of those things go on.  And therefore, the secret is how to get the best use of focusing on ineffective performance.  My answer to the question is actually twofold, the original question.  Can you perceive something as ineffective and not be judgmental about it?  The English teacher’s answer is no.  That judgment is judgment.  If it’s ineffectively judged, you’re being judgmental.  The psychologist’s answer, the change agent’s answer, my answer, is yes, because it’s all in the attitude.  It’s all in how you convey it.  It’s all in your assumptions behind it.  And so that we, this is one of the reasons in our secret 3, and in our practice, we try to stay away from judgmentalism.  We try to put it aside.  

When Richard Almore, and you’ll see his new book comes out this month, Elizabeth City is the first author, on their instructional protocols.  They are promoting administrators being able to view teaching and be more descriptive about it rather than judgmental about it.  More precise, which is an actually secret, secret 4 we’ll turn to in a moment.  So the whole notion here then, and here’s my advice to you.  Two pieces actually.  If you’re on the receiving end and you’re on the giving end.  If you’re on the giving end of giving feedback, you need to practice non-judgmentalism.  Because the tendency, especially, for example, if you have moral purpose and there’s a sense of urgency, the tendency is to be judgmental when things need fixing.  I’m saying it’s not a very good strategy by itself.  You’ve got to tone down the judgmentalism and get at the action and the power of the other secrets, including this one on the capacity building side.  If you’re wanting to receive feedback and you’re a leader, you better practice non-defensiveness, because the moment you’re defensive when you give feedback, the moment that begins when you get less feedback in the future.  It’ll still be there.  You just won’t hear it.  

If we go, and as I do in the book on the 6 secrets, I take a look at some of the best businesses, and here, Toyota is one of those organizations that very thoroughly studied its culture, and this is the Toyota leader saying this.  The objective is not to identify whom to blame for a problem, it’s to find out where the system failed.  Now, if an individual screws up 25 times in a row, that’s something else, but if the first instance of it is not working, it’s got to be a system problem, and this is why we get away from individual judgment into capacity building.

Let’s make the transition from secret 3 to secret 4, because they’re both about capacity building.  And I love this quote, I have it in the book on the 6 secrets, from one of the CEOs in one of the companies that I identified there.  He says people who thrive here have a certain humility.  And now let’s look to the last sentence.  When they’re hiring people, he says, we look for people who light up when they’re around other talented people.  That’s what we look for.  You don’t look for the best resume, the best CV, the best track record individually.  You look for people who rub off on each other in a kind of energizing way and forward.  So that’s about hiring, getting people in the first place.  

And I guess the thing to say about secret 4, it’s primarily about what happens after you’re hired.  And I always go, I go to Maurice Chevalier’s song to get at this.  His famous song, How are you going to keep ‘em down on the farm once they’ve seen Paris.  Secret 4 is how are you going to keep them down on the farm once they’ve seen the farm.  Right?  Secret 4 is about working conditions.  Secret 4 is about developing good farms.  Good farms are learning organizations.  Jersey school is a good farm because it’s great to be there as a teacher.  You learn a lot. 

Let’s take a look then at secret 4.  Learning is the work.  And this, I will say, is the hardest secret of them all because it has to do with what you do every day.  It has to do with having a learning culture day after day after day.  And that’s extremely hard work.  It requires a lot of energy to get it up and running.  It requires even more to keep it that good.  

I think of the article, a wonderful intriguing title article one of our colleagues in Australia, Peter Cole, wrote a couple of years ago.  Here was the title.  Professional Development: A Great Way To Avoid Change.  And he went on inside the article to say people go to workshops and courses and events like this, which are good in some ways to get some ideas out, but in the meantime, next Monday, day after day in the culture, nothing much changes.  People feel a bit better about it because they’re learning something, but it’s actually not taking hold, and this is secret 4.  The vast majority of the energy has to be put on, as Richard Elmore says, learning in the setting in which you work.  Not outside the setting that you are today, but inside the setting at which you work, whatever your organization.  Again, Toyota.  The liker admirerer who has done a lot of their studies, their books on Toyota culture say this.  If we were to identify a single difference.  This is how they put it, between Toyota and all other sectors, they didn’t just use automobile manufacturing.  Look at the bottom line here.  The depth of understanding, that’s the biggest difference.  The depth of understanding that employees have about their work.  In fact, a better way of saying it is the depth of shared understanding.  Because it is the sharedness of the understanding that makes it work.  And you can see secret 2 here, popping up again; peer interaction, purposeful peer interactions. The teachers and the principal, and all of the teachers and principal at Jersey work on, day after day, inside their culture. They go to workshops, too, but 90% of the delivery is actually themselves getting better and deeper at their work doing it collectively. If you have read Malcolm Gladwell’s Outliers, his latest book, he talks about those people that have achieved enormous success. One of his conclusions is that they have achieved success because they put in 10,000 hours of getting better at it; in depth all the time in the setting in which they work. I am upping the ante on that 10,000 because he was talking about individuals having success. I am talking about groups that have success, and I am going to say 30,000 hours not 10,000. It takes a lot more for a group to be successful. Once they are, they are way more powerful, of course, and that is the point about this. So we have a nice reminder then, you have to learn in the setting in which you work, and it is the hardest secret of all because it involves changing the culture, maintaining that change, and deepening it. 


One other point about secret 4 I want to bring out is about certain concepts and then a comparison of those. I am going to dwell on the first three of these concepts and then compare the first three with the fourth. If you take the first three, which I have called non-negotiables precision and high-yield strategies are strong instructional practice. They form a cluster, and it goes something like this. Historically in the teaching profession as most people have written about it, whether it is Elmore or you could take Judith Little, all the people that have written about the professions, Linda Darling- Hammond, it’s that the core of solid knowledge doesn’t get kind of accumulated and focused and shared. There is a lot of individualism or autonomy in that. The good news is, in the last five years in particular because of the strong focus on instructional practice, we have become more and more focused on this and identified the practices that I am going to call them, the first three are all the same cluster, you could use the words almost interchangeably, but I use each of them to make the point. Non-negotiables mean that you come to identify certain practices that are so good that teachers shouldn’t have the choice not use them. I am not heavy-handed about this; I am talking about their status, and the status is not stagnant. They are debatable based on evidence, but if they become so good, if we could take – Marzano has done this with the Instructional Strategies, the most recent one that I like is a book by John Hattie called Visible Learning. I just bought it from Amazon. John is a researcher at the University of Auckland in New Zealand who spent the last 10 years studying the impact of different instructional practices on student engagement and student learning. He araised these 80 on a continuum of those that have the highest impact, and they tend to be around student feedback and student engagement and how you can look at the book. He calls those the ‘must haves.’ And he goes down that continuum into the middling ones that have an okay impact but they require effort, and down to the other end to the disasters, which is ‘you’re wasting your valuable time.’ You can see the specifics; you will identify with them. My point about this, and I have just described the high-yield strategies, right? Those that have big impact for the effort you put into them and how you get at that.

The other concept we have promoted in our book on breakthrough is that as you get at these, you need to be much more specific or precise. This is why in our other videos that I am not showing you today, there is a lot of 7-minute or 5-minute clips on what it means to use particular, specific literacy practices or numeracy practices and to get at the precision because the precision is where you are obviously able to access it, understand it, use it together. 

Those first three I am going to replace with a single concept that I call relentless consistency. Our goal, your goal, should be to mobilize certain instructional practices and get them in place with a relentlessly consistent strategy and reinforcing therein. So, that is one of two points. The second point, not to be lost, is the logical question, but it is illogical once you explain it differently. The logical question is if you load up on relentless consistency, is there any room for innovation? Does it crown out innovation? It could, that is if you bought into a prescriptive package, which we don’t advocate. A prescriptive package could map it all out where you have no leeway. But, here is the logical answer to this dilemma. I don’t mean this literally, but it makes the point. You can be relentlessly consistent all morning and innovative all afternoon. You don’t have to choose. You have to get the balance right, but you don’t choose one over the other. And I use the Tiger Woods Accenture ad just to bring this home. I don’t know whether you can see the print on the back, but he has Accenture ads (about 18 or 20 of them now) and they show him in different golf situations. Almost all of them add up to 100%. This one says, “Great Swing.” And then it says, “Relentless consistency, 50%; willingness to change, 50%.” This is what I just said in more of a visual image. Incidentally, Tiger Woods has revamped his golf swing twice in his 13 years as a professional even though it was great to begin with. And when he revamped it, his performance went down before it went up, getting used to it. To get better on the up part, he did relentless consistency, and then he is looking for the next innovation, maybe minor improvements and maybe major. Same point. It is easier for him because he is an individual. It is harder for us because we are talking about doing it as group. 

While we are at this instruction, we have a bit of a running debate because we advocate working on a small number of core things and leverage them laterally and upward. Those 2-core things for us are literacy and numeracy, and people will say, again, don’t they crowd out the arts and physical education and other things? The answer is no. You can do them in the wrong way and crowd that out. You always have to be learning about their lateral involvement in connection to other curriculum, but you know as well as I do if you don’t get literacy right by say age 8 or 9, you can predict those students are going to drop out, many of them, because they haven’t got the foundations. I remind you now just because of this in the broadening thing, and here is a slide you don’t have. In January, three companies teamed up to announce a new initiative. Those three companies are Sysco, Intel, and Microsoft, and they now sit in an initiative on the 21st Century Learning Skills. Basically we all know what those 21st Century Learning Skills are. These are the eight they identify. The problem with the 21st Century Learning Skills is twofold. And this is what this project tries to address. One is they come across as too general. They are appealing, but they don’t have the precision. 

Secondly, we don’t know how to teach them and assess them in a micro way carefully, so this project they funded. The companies are not doing the research, the companies are sponsoring that. But, they are funding John Bransford for example, at the University of Washington, the guy who does all the great work on cognitive, how people think and learn, to develop in the next three years a set of assessments and a set of corresponding instructional practices that zero in on this. I call it the evolution of literacy and numeracy. I don’t think it is different, I think it is the next stage. You know the problem, but we will get to transparency in a few minutes. In this country in particularly, the political strategy has built up the assessment side and correspondingly it is a mile high, and the instructional side is a mile low. The assessment side is too many assessments, too narrow assessments, too punitive, all things I will come to now. This is about balancing it and so forth. 

Let’s go to secret 5, which is transparency rules. This rounds out the instructional core focus that I mentioned. And transparency is about two things: One is transparency of results and the other is transparency of practice. Both of those are important. Results are about not just the narrow test but every test. They are certainly about disaggregation, how are sub groups doing? But the part that we want to reveal is one of the things I’ve been hammering home in the last hour is that you have to access what are the actual teaching practices that are getting results or not getting them. And that’s the transparency of practice, the deprivatization of teaching if you like. Let me show you a little video clip here that will make the point about transparency.

 (Video Playing)

So, there is such a thing as transparency! I don’t quite rest my case there. 

Let’s look at a quote and almost all of these quotes I’m giving you are in your packet, but the are coming from the Six Secrets book. A reformer in medicine: “To fix medicine we have to do two things (you can replace the word medicine with education), we have to measure ourselves and be open about what we are doing.” We have to measure ourselves and be open about what we are doing. Measure ourselves and our results and be open what we’re doing This is transparency. If you ask the question, under what conditions will an ineffective teacher improve his/her teaching, there are two conditions under which they won't improve. One is if nobody knows about it up close, the privatization question. And the second is if people know about it but are judgmental and, therefore, the person would draw as he looks for ways of protecting himself because it is punitive.

Here is my simple remedy, what we use in effect, is if you have – you have to have transparency, you have to know what is happening in those schools – to combine it with nonjudgmentalism and good help. I won’t show you videos on data walls, I don’t know whether you use data walls, but these things are rather scary if you take them piece by piece. A data wall at these schools that I have showed you already do this all the time. A data wall, let’s say we have three grade 3’s in a school. The 70 or so students the data wall will show by name or by code. Each of those students, according to their performance across the year on sub measures of literacy and whether it is DRA or whatever subsystem is being used, the people who are looking at those data walls are the principal, the assistant principal, the literacy coach, the numeracy coach, the special education resource teacher, and grade 3 teachers; not the parents and not the students per se. Their whole image is driven by the transparency of how do we understand this? And how do we get better at it? They trace the results as they go, as a strategy for improvement not as a strategy for accountability. But it has sneaky accountability in it. If you are a grade 3 teacher and there are two other grade 3 teachers and your class is doing less well and you have similar students, it stands out. 

It is all about this, I’m not saying transparency doesn’t have its risks. I am saying the risks are worth it. The reason that transparency rules is for two reasons. One is that it is inevitable with public accountability, the flat world, and access to information (you can run but you can’t hide). Therefore, we say, as Andy Hargreaves and I did in one of our What’s Worth Fighting For books, if the system is going to get you, you might as well move toward the danger. Get better at it. Get better at assessment literacy. The other reason why transparency rules, the more positive reason, is you can’t change the system without access to good ideas and less than good ideas. You can’t change the system unless that comes more out in the open. So, our advice is build up to capacity. Of course, if you build up the capacities around the 6 secrets, you have something. 

We have just two more things to do. One is to revisit leadership through Shackleton and a couple of other things, and the second thing to conclude with is what I call the wrap-a-round secrets, secrets 1 and 6. 

Go back to your little list on Shackleton now. We left Shackleton and his crew as they were heading across the ice flows. You can imagine that this was not a very pleasant journey. When you don’t have pleasant journeys, by definition, you will get resistance. Therefore, the leader’s role is how to get effective at dealing with resistance or not. Let’s see how Shackleton handles this. They are into their journey now and are having a tough time. 

VIDEO:  “This is bloody stupid! She has been torn apart.”

“Come on, keep at, we can get through this.” 

“I am not doing this, it is stupid!.  Look at the hull.” 

“You are supposed to be captain of this cutter and you are tearing her apart.” 

“He’s right. We can’t leave it here, we have to go on, we can inspect any damage when we make camp. Now get back to your positions. Bring her around!”

“No.” 

“That’s an order.”

“From who?”

“From your captain.”

“Captain of what? You’ve no ship. We’ve no ship. So we are no longer under ships articles and therefore we are under no compulsion to do anything that is bloody stupid. And for your information we’re not being paid either.”

“Get back to your positions, all of you.”

“We will not be paying for the day she sank. No ship no pay! Every sailor knows that.”

“No ship, no pay. I’ve never heard that before!”

“Get yourself a copy of ships articles Admiral.”

“What is going on here?”

“___ feels that there is something…”

“Get these men back to work, Captain, there is a base up ahead. Charlie is setting up a hooshted. Now move and that is an order!”

“You’ve no authority.”

“Don’t talk to me about authority. Who gave you the authority to have 20 men standing still here freezing?  Who gave you the authority to risk their lives while you discuss what you think?  You want to know why they are doing what they are doing?  Because I told them to!  If you think that is wrong then you come to me!”

“The cutter has been torn apart”

“I DON’T CARE ABOUT THE BLOODY CUTTERS. I CARE ABOUT THE BLOODY MEN!!! THEIR LIVES! That is what I am responsible for!”

“Well I am responsible for my life now and that means I don’t have to accept what some bastard who plants flags in snow for a living thinks I should do!”

“If we haven’t got a ship, we haven’t got a contract. We don’t have to do what you say.”

“I am the leader of this expedition and your contract is with me, not the bloody ship! You do what I say and I will keep you alive and I WILL KEEP YOU ALIVE. But if you threaten my expedition, the lives of my men, if you become the danger then I will have no hesitation of having you shot.”

“Well we know how much you like that.”

“Get back to your placement, Nish and you Vincent. There is no other way.”

“Don’t think for one second that I would hesitate to use this.” 

“Give em a hand behind will you Mack?”

“All right let’s get this boat moving shall we?  There is a base a half mile ahead, we all pull together we can be there in a couple of hours. COME ON!!!”

DR. MICHAEL FULLAN: I hope that doesn’t remind you of recent staff meeting you had. Okay, 10 seconds. Remember, we were recording leadership quality. Let me make two comments while we are on this. One, we will touch base on Secret 1: Love your Employees. That doesn’t mean you love your employees every day regardless of what they do. If they jeopardize the mission, that is another story. Secondly, I am going to venture to say that if Shackleton had not built up a strong 2-way trusting relationship with the vast majority of his 27 men, he would not have gotten away with that degree of harshness. But, he had a bank; an emotional bank of good relationships where it wasn’t mutiny. A couple of people dissatisfied, but he carried the day because of the wise relationship he has developed. 

Three more very short clips: This one I just want you to get the flavor of. It gets a bit worse, and he has got to think about whether his men are going to die or not. 

VIDEO:  “Hey you”


“You look tired.”


“It is hard”


“Grubs up captain.”


“So tell the boss, leave him be, he is coming.”


“But they have no experience of this.”


“Who does for God’s sake. They think I am doing this for my enjoyment?  Our supplies is low, our morale is low, if we don’t move we will die.”


“I know. But some of them are stating to think that we are going to die anyway so what is the point in moving?”


“Who said that? Which of them said that?”


“No one is saying it yet, it is what they are starting to think.”


“They are not going to die. I will not let them die. Do you understand? I will not them bloody die!” 

DR. MICHAEL FULLAN:  Okay, one quick entry, and then we will finish it off. This next one, there is nothing to really write down, but they reach open water. The boat only carries a few of them, so Shackleton and several of the men go off over open water to get help, and it’s, I think, an 800-mile journey in a small boat over huge calm but also tumultuous waters, and they get to South Georgia Island but end up on the wrong side of it. We will just get a sense of this before we bring them home. 

VIDEO:  “READY!!!!  UP!” 

“So where are we now?”

“We are on South Georgia, but unfortunately the whaling station is on the other side of the island and there is a mountain in between.”

“You shouldn’t have been allowed to read a compass on your own. (laughter)” 

DR. MICHAEL FULLAN: He said you shouldn’t be allowed to read a compass on your own, he said. Okay let’s get to the finale. 

VIDEO:  “Shhh…”


“SHIP!!  SHIP!!! SHIP!!”


“Hey!!”


“ARE YOU ALL WELL??”


“We are all well boss! WE ARE ALL WELL!”

DR. MICHAEL FULLAN: Yea!   I was going to call that last segment “ship happens” but I did not want to undercut the drama of it. 

You have your list in front of you, just individually without comparing to somebody else, look at your list and circle the two factors, the two leadership qualities that you would highlight in your own mind thinking of Shackleton. And then we will comment on them. There is quite a good book on Shackleton’s leadership called Shackleton’s Way by a couple of business authors. I have given you quotes from them on page 15 of your handouts. I am just going to touch base on those. It’s a great book, actually, done completely independently of the BBC production but the same focus. In one part of it, these two authors Morrell and Capparell compare Shackleton with another ligature day Robert Scott. Robert Scott was the traditional authoritarian with lots of drive but missing most of the 6 secrets, one could say. Shackleton did the opposite with those being gregarious and involved with his men but also being tough with them when needing to be. They have a couple of charts in their book on Shackleton’s leadership traits, and you have those as well. Again, I won’t read them all out, but you could see them resonating with the secrets; cultivate a sense of compassion; once you commit, stick through the tough learning period; upbeat environment, especially when things are difficult; find a way to turn setbacks into your own advantage; learn from your past mistakes, and then never insist on reaching a goal at any cost, especially at the expense of your staff which is really secret 1. We see a lot of this reinforcement in it. 

One other shortcut I am going to convey to you to now. There is another book by Anna Rowley that I read after I did the Six Secrets. I thought she, in the most parsimonious way, summed it up into two concepts about leadership, and this is a good way to remember this. I call them leadership pillars. I don’t think she used the work pillars, but these two concepts – she said, “All effective leaders have a combination of conviction plus the ability to connect.” That is a great summary. She goes on with a few of those (four or five sub pieces with each one). You can see a Shackleton in it, you can see other leadership that I am talking about in the Secrets, but the conviction part, compelling vision, sense of reality, very strong leader. We all know, however, people who have great conviction but are terrible at connecting with others. In fact, the more moral purpose you have the more sense of urgency you have the more impatient you might be in connecting with others and, therefore, this is why the second part – connection is really emotional and social intelligence; that’s what it is. Let me give you a memorable definition of emotional and social intelligence. It is your ability to relate effectively to other people you don’t like, and vice versa. Initially, if you have emotional intelligence you end up liking each other because that comes out of the process. 

I just want to go back the wrap-a-round secrets as a way of concluding. Love your employees – it doesn’t mean you love the unlovable. This is the central tendency. Some people are off the scale, so I want to tease out the reality. Remember two things about each of the secrets. They are evidence based and my criterion is whether they end up motivating people to put in the energy to get the results, individually and collectively. Let me give you a visual for this. It is about working conditions, and those of you who are attending to concept attainment, I am going to give you a known example of what I mean. These are not good working conditions. 

VIDOE:  “All right girls, listen carefully. This is the wrapping department.”

“Yes ma'am”

“Now the candy will pass by on this conveyor belt and continue in to the next room where the girls will pack it. Now, your job is to take each piece of candy and wrap it in one of these papers and then put it back on the belt. Do you understand?”

“Yes sir, Yes ma'am”

“Let her roll!  Let her roll! Well, wait here, somebody is asleep at the switch.”

“What are you doing up here, I thought you were downstairs boxing chocolates.”

“Oh they kicked me out of there fast.”

“Why?”

“I kept pinching them to see what kind they were. This is the fourth department I have been in.”

“I did not do so well either.”

“All right girls, now this is your last chance. If one piece of candy gets past you and into the packing room unwrapped, you’re fired!”

“Yes mama.”

“Let her roll!”

“So this is easier.”

“Yeah, we can handle this okay.”

“Listen, Ethyl, I think…. I think we are fighting a loosing game.”

“Here she comes!”

“Fine, you are doing splendidly!  Speed it up a little!”

DR. MICHAEL FULLAN: There is a certain symmetry about being in the Hershey Lodge with a chocolate factory. I just realized. Okay, so that’s the negative version. While we are back 50 years ago with “I Love Lucy,” we can pick up Douglas McGregor who wrote the human side of Enterprise and poured out – and I think this is around page 5 or so (it is earlier in your handout – theory X and theory Y. Theory X is when you make negative assumptions about people without knowing them. It turns out you are right mostly because its people don’t react, they pick that up. Theory Y, the opposite of that, it doesn’t mean that everybody responds, but I am going to say the sum total of the Six Secrets is a compelling combination. It is not just this one; this is not a stand-alone secret. But we see that theory X, (how come we did not go to theory Y, here we go) theory Y is the opposite of this, and remember, I said it was evidence-based, this work. So I just want to touch base on this. 

The evidence, once I started to look at it, was overwhelming. That is to say that if you look at all of the work on surveys and studies of employees, those companies that treat their employees better not only get more job satisfaction, they get way more profit; you might do it in dollars and cents. Here is my simple definition of what is motivational work. It is work that is meaningful and accomplishable. We have meaningful work. “No Child Left Behind” is meaningful, but it is not accomplishable. There are no strategies there’ 2014 is going to come and there is no credibility, so it has got to be a stretch but accomplishable. Secondly, it has to enable development. This is secret 3, capacity building. Employees appreciate organizations investing in their development. Secondly, powerhouse, secret 2, camaraderie, sense of positive camaraderie is a huge motivator and energizer. The fourth one is being well led which is really how the leader is doing the first three; that is, cultivating the first three. So, this is somewhat common sense, but this is the power of good leadership. 

If you look at the evidence, and we don’t have time to marshal a lot of it, so I am going to just site one. There was quite a good book that I picked up along the way by Rajendra Sisodia and his colleagues. Sisodia and his group went out, and they identified by name companies that had what they called humanistic qualities. They screened them and vetted them and ended up with a short list of 28. These are Toyota, Southwest Airlines, Louisville, e-Bay, All Foods, and a number of others, Harley Davidson. Their list is in my book as well as their own book. And they gave their book a cute title: Firms of Endearment. They developed the characteristics, this is a long quote; it is in your handout. I just want to pick up two things. Near the top it says, “It’s really not just about the employees, it’s about multiple takeovers.” So in our case it would be teachers, students, parents; it would be partnerships with other schools, society as a whole. You see that on the list for these companies. That is part of it. 

The second half of it is about the emotional motivational connection that this creates. When it creates this, they put in the energy for the mission of the organization. In their book, they made then a telling comparison for the case they wanted to make, which was this: They said We haven’t yet looked at the financial performance of these 28 companies over time, so we are going to give ourselves the highest standard test. We are going to go to Jim Collins book, From Good to Great, and we are going to take his 11 organizations, the great ones that were named in that book and we are going to compare our Terms of Endearment with the great organizations dollar for dollar so to speak, and this is what they found. Over a ten-year period, the Terms of Endearment outperformed the great organization by various measures. Even the short run outperformed them. The great organizations had better than average, much better than average performance, but the Terms of Endearment tripled that or doubled that, however you want to slice it. So. We can substitute money for student achievement. This is the same point. Secret 1 is part of the power package to get this work done. 

Let me close by going back to system leadership. I call it a wrap-around one because obviously leadership is showing up. This is toward the end of your packet. Leadership is showing up at all levels. We have seen it quite a bit in the last hour and a half. There are two points I want to bring out in this and then finish from there. As a preliminary to this, we can go back to Toyota. Pfeffer and Sutton made a very interesting observation about Toyota. They said Toyota has been successful for 50 years, decade after decade. Then they said, this is quite an unusual way of putting it, Toyota shows no leadership effects, they said. What they meant by that is no single leader or combination stands out. It is embedded. They are always producing leaders. It is laced with leadership, and that kind of replenishment is built in, and that is why we have it. 

Two points about secret 6: If, as everybody in this room will agree readily, the future is unpredictable. What is a leader to do? A leader is not to do the following two things. One is to suffer from dead certainty; I am always right, even when it turns out I’m wrong I knew I was right. So, you don’t want over certainty in the face of complexity. And you also don’t want what I call the ‘deer in the headlights’ problem. The leader is so overwhelmed by the complexity that he becomes indecisive and, therefore, the people’s confidence gets eroded. Let’s take that first one, certainty – Robert Rueben was the Secretary of the Treasury in Bill Clinton’s first term put it this way – “Some people I have encountered seem more certain about everything than I am about anything.” You do not want a leader who is always right because it will be dangerous. At the same time, leaders have to have confidence, and I love Pfeffer and Sutton’s definition of wisdom here. They said, “Wisdom is using your knowledge while doubting what you know.” I am going to say that as you practice the first five secrets, you will know a hell of a lot. What you don’t know is less, but you still need that humility because things are unpredictable. You still need that ability to act and gather more information. Another way of putting this is when things are difficult and complex, leaders sometimes have to have more confidence than the situation warrants. More confidence than the situation warrants. This is what Shackleton had. He couldn’t have been sure that the people wouldn’t die, but he had enough confidence and conveyed it enough we will probably figure this out; we’ve got to get going and, besides, there is no other choice. This is an important part of how we think about this. It is, as I said a wrap-around secret. 

As a way of summary, and we have developed this since…you don’t have it in your packet, developing this after our workshop. I just want to give you the images here for what I call the nuances by secret. We are not going to dwell on these, but this is another way of summarizing the dilemmas. You see how I have juxtaposed them and said the secret is getting the right balance in the middle between these. I will give you a chance to absorb those. It is not blind love, but it also is not indifference. It is in between there. It is not top down, but it is also not bottom up, which is fragmentation. It is not judgmentalism but it is also not Les affaire. It is not relentless consistency only nor is it autonomy which gives you innovation of that practice along with it. It is not aimless transparency where you overload on the testing, and it is not privatization because you need to get out ineffective performance. It is not to be a dead certainty versus ‘deer in the headlights.’

Let me close then with this short clip from the premiere who I advised in Ontario. His name is Dalton McGinty, and he was talking about leadership qualities, three qualities, and these are good to remember. 

VIDEO: “It seems to me that with the privilege of leadership that privilege specifically in education to shape young lives and in turn shape our shared future. With the privilege of leadership comes great responsibility. I see that responsibility as three fold. First, leaders are always hopeful. Whether we are starring into the face of a global economic crisis, or a seemingly insurmountable challenge at school or at the school board, leaders always find a way. I am fond of telling my caucus, people out there can despair on their own, right?  They look to us, their leaders to give them reason to be hopeful. My all time favorite definition of hope comes from the poet Woodsworth who wrote “hope is the everlasting duty which heaven lays for its own sake on mankind’s suffering heart.” I love that definition of hope because it speaks of hope as a duty, as an obligation, as our shared responsibility. Hope is not an option for leaders, it is mandatory.

Second, leaders always put others first. The best leaders, the strongest leaders, the most effective leaders, the most admired leaders understand that leadership is about service to others. Teachers lead by serving their students. Principals lead by serving their students, their teachers, and their broader school community. Premiers lead by serving their province and all its people. One of my favorite definitions of leadership is inscribed on a cross outside the village of Caen in the Normandy countryside. That inscription reads as follows: Leadership is wisdom and courage in a great carelessness of self. That is about putting others first. 

Thirdly, leaders never ever stop learning. Leadership is not permission to stop growing. Leadership is not a reprieve from life itself, the greatest teacher of all with all its ups and downs and endless learning experiences. We talked about the best organizations, the strongest the most enduring organizations, whether public or private, bit corporations or successful charities have one thing in common. They are all learning organizations. They are constantly acquiring information about themselves and using that information to grow stronger. They are all lead by leaders who are relentless enthusiastic learners. Leaders whose enthusiasm for learning and growing stronger is contagious. I will let you in on something. Everyday I tell myself. I am not as strong today as I am going to be tomorrow and tomorrow I won’t be as strong as I am going to be the day after; because today I am going to talk to people who are smarter than me and I am going to learn from them. Today I am going to make mistakes and I am going to learn from them. Today, and this may be the hardest one of all, today I am going to find time to reflect, to be thoughtful and that is going to help me learn.”

DR. MICHAEL FULLAN: Okay, Good luck!! Thank you very much for having me!

