P P :

Vol 8 No. 1 Dec 1998 MITA (P} No 330/11/86

Ledrnihg
Organizations




ASSOCIATION FOR SUPERVISION AND ASCD (SINGAPORE) BOARD
CURRICULUM DEVELOPMENT

(SINGAPORE) President
Mr Tan Yap Kwang

President-elect
Mr Yahya Aljaru
| Immediate Past President
Mrs Kam Kum Wone
Hon Secretary
Miss Belsy Lim
Hon Asst Secretary
Mrs Christina Chan
HonTreasurer
| Mr Tan Kah Teo
Hon Asslt Treasurer
Mrs Marian Chia
Council Members
Dr Ang Wai Hoong
Mr Cheang Heng Yuen
Mrs Lysia Kee
Mrs Carmee Lim
Mrs Lim Thian Loke
Mrs Angela Ow
Mrs Soo Kim Bee
Mr Micholas Tang

PUBLICATIONS SUB-COM

Mrs Marian Chia
Mrs Lim Thian Loke
Mrs Soo Kim Bee

The ASCD (Singapore ) Review iz
published three times a year in March,
July and November, The views
expressed in this journal do not
necessarily reflect
the official position of ASCD

(Sihgapore).

Puolished by the Association for
Supervision and Curriculum Developrment
(Sngapore).

All rights reserved. Mo part of this
publication may ba reproduced, stored in a
refrieval system, or transmitted in any form
or by any means, electronic, mechanical,
photocopying, recording or othenvise,
without prior permission of the copyright
holder,

Printed by Mentor Printers Pte Lid




Learning Organizations

contents

Page
On Schodols as Learmning Organizations : 3-10
A Conversation with Peter Senge
Jdohn O'MNail
Towards A Learning Organization 11-15
Zoe Boon
The Leader's Role In Developing Leamning In 16-20
The Organization
Dr Cliff Bunning
Principals and How They See Their Work 21-25
Low Guat Tin, Susan Morriss
Schools As Thinking Schools And Learning Organizations 26-41
Mrs Ding Seok Lin
Systemic Change : Rethinking The Purpose Of Echool 42.52
Tony Wagner
TQM, Skills And Training In Primary Schools 53-58
Tan Cheng Yong
Disciplines Of The Leamning Organizations: 59-67
How Cauld They Work For You And Your Schoal?
Dr Chong Keng Choy



On Schools as Learning
Organizations: A Conversation
with Peter Senge

John O'Neil

An
organization's
ability to learn
may make the
difference
between its
thriving or
perishing in
the years
ahead, says
author Peter

Senge.

The Fifth Discipline explains the characteristics of "learning
organizations. " Schools are considered to be institutions of
learning, but are most of them learning organizations?

Definitely not. A learning organization is an arganization in which
people at all levels are, collectively, continually enhancing their
capacity to create things they really want to create. And most of
the educators | talk with don't feel like they're doing this, Most
teachers feel oppressed trying to conform to all kinds of rules
goals and objectives, many of which they don'tbelieve in. Teachers
don't work together, there's very little sense of collective learning

going on 1in most schools.

By the way, | also disagree with your assumption that schools
are institutions of learning for sludents.

Why is that?

We sav school is about leaming, but by and large schooling has
traditienally been about people memernizing a lot of stuff that they
don't really care too much about, and the whale approach is quite
fragmented. Really deep learning is a process that inevitably is
driven by the learner, not by someone else. And it always involves
moving back and forth between a domain of thinking and a domain
of action. So having a student sit passively taking ininformation is
hardly a very good model for learning; 1's just what we're used to.

Let's look at adult learning first. We do have staff
development programs to help educators improve their
skills, to become more knowledgesable. Are these kinds of
efforts misguided?

No, but they're far from supporting the kinds of learning
organization I'm talking about. The traditional approach to helping



educators leam has been io develop the skills of individuals to
do their work better. I'm talking about enharncing the collective
capacity of people to create and pursue overall visions,

Obviously, the educational enterprige is ultimately about kids
lzarning. But we must also give systematic attention to how
teachers learn. And by leaming, | don't mean sending them away
to off-site conferences. I'm not saying they shouidn't ever do that,
but learning is always an on-the-job phenomenon. Learning
always occurs in a context where you are taking action. So we
need to find ways to get teachers really working together; we
need to create an environment where they can continually reflect
on what they are doing and learn more and more what it takes to
work as teams.

Can you say more about the difference between the
individual learning that a teacher might do and this notion
of a team or an entire organization learning?

Well, it's like the difierence between a bunch of individuals whao
are good basketball players and an outstanding basketball team.
Or a musical ensemble that has a lot of great musicians but
sounds pretty mediocre: There is always a huge difference
between individual capability and collective capability and
individual learning and collective learning. But this is rarely
reflected in how schools are organized, because education is 50
highly individualistic. Mary people are advocating cooperative
learning for kids, but the idea that teachers and administrators
ought to learn together really hasn't gone too far,

The fragmentation that exists in the education process is
axtraordinary, Part of it is embedded in our theory of knowledge.
Dur theory of knowledge puts knowledge in cubbynaoles; in our
society we consider an expert tobe someone who knows a great
deal about very little. So part of the problem here has to do with
very deep issues regarding the fragmentation of knowledge and
our incapacity to really integrate,

A second dimension of the problem is that educational instifutions
are designed and structured in a way that reinforces the idea
that my job as a teacher is as an individual teaching my kids. |
have literally heard teachers say, "When | close that classroom
door, I'm God in my universe.” This focus on the individual is so
deeply embedded in our culture that it's very hard for people ta
aven see it.
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Teachers might feel that, because it would take so much
collaboration to bring about any kind of systemic change in
education, they're better off trying to improve what goes on
in their individual classrooms.

Our unit of innovation has usually been the individual teacher,
the individual classroom, or a new curriculum to be implemented
individually by teachers. But the larger environment in which
innovation is supposed 1o ocour is neglected. So few innovations
stick. Either a teacher moves away, or a teacher who successfully
innovates becomes threatening to those around him or her.

Significant changes in the content and process of education
require coordinated efforts throughout a school: you cannot
implement “learner-directed learning,' for example, in one
classroom and not others. It would drive kids nuts, not to mention
the stress on the individual teacher.

So there's absolutely no choice but trying to create change on
multiple levels. Yes, there needs to be fundamental innovation in
the classroom. Yes, you're got to find and support these teachers
who are really committed to that. And no, it's completely
inadequate by itself, because you have to be working
simultaneously to create a totally different environment in the
classroom, in the school, in the school system, and eventually in
the community. And that's why it's not easy.

Our fundamental challenges in education are no different than in
business, They invalve fundamental cullural changes, and that
will require collective learning. They involve people at multiple
levels thinking together about significant and enduring solutions
we might create, and then helping those solutions come about.

What is it about education, compared io businesses or other
organizations, that makes it so hard to support the kind of
collective learning you're talking about?

The education enterprise is especially complicated because not
only does the organization have different lavels, it's very stratified.
You've got teachers, principals, off-site administrators, schoogl
board members. I'm not convinced many of them see themselves
as having a lot of power. One characteristic of an organization
that has very low ability to learn is that people at all levels see
themselves as disempowered; thay don't think that they have
leverage to make any difference.



Last but not least, this whole enterprise is embedded within the
community. So it's an extraordinarily complex organization and
very stratified, very fragmented. And so it really should come as
very little surprise that it's almost incapable of innovation.

You're familiar with some schools that really do exemplify
certain traits of learning organizations. What's going on in
them?

In schools where I've seen really significant innovations that have
endured, they're usually, grown out of people from these multiple
constituencies working together. It's been a few committed
teachers with some bright ideas, in concert with a principal who
has a particular view of her or his job, in concert with a
superintendent who is in fine with that principal, and in concer
with people in the community who are very much part of the
innowvation process.

How do principals and other administrators in schools we
would call "learning organizations" view their roles?

The principals | know who have had the greatest impact tend to
see their job as creating an environment where teachers can
continually learn. Then, in turn, | believe the job of the
superintendent is o find principals and support principals who
have that atfitude.

Suppose you were chosen to be the principal of a schooi.
What would you do first to make that school more of a
learning organization?

I'd find the teachers who really had some commitment to doing
something different. | don't think a principal can “establish an
envircnment™ in a vacuumn. But a principal can pull together a
group of pecple who really could start to establish anenvironment.
And they have 1o have some idea of what they are trying to do,
and some real commitment and passion to do it. Now you wouldnt
expect to find a lot of people atthe start. In any system, you find
most people basically trying to cover their asses and preserve
the status quo. That's true in all organizations.

So the very first thing I'd do would be to find ways to start to get
those who are committed to doing things differently taking to
one another, Then the next step is 1o start to design a process
that would be inclusive. You have to start with the people who are
ready to start, but your goal is always o create the most inclusive



process possible, to involve people at all levels, including the
Kids, in envisioning where they really want the school to go. That's
the cornerstone. But it's also very challenging to start an ongoing
visioning process, which is very different from some group of
people going off and writing a "vision statement.’

They feel thwarted.

That's absolutely right. You know the old saying: scratch the
surface of a cynic, and you'll find a frustrated idealist. Monetheless,
this sense of personal purpose is still a huge potential asset,
because if you dig down deep enough, you'll find that sense of
purpose and deep caring in the most hardened cynic. Education
is standing in a gold mine in this respect.

How do you mineit? The process always involves two dimensions.
One is creating a reflective environment and a degree of safety
where individuals can rediscover what they really care about.
And the second dimension is to bring those pecple together in
such a way that their individual visions can star to interact. We
communicate our individual visions to one anotherand eventually
start to create a field of shared meaning — where there really is
a deep level of trust and mutual understanding — and we
gradually begin to build a shared vision. Actually having shared
visions exist is so profoundy differant from writing a vision
staternent that it's really night and day. It takes a long time, and
it's & process that involves a lot of reflection and a great deal of
listening and muiual understanding. It always involves those two
dimensions.

Some people are skeptical of this whole "vision" idea. Those
who have been through "visioning" sometimes feel that it's
a contrived exercise, a diversion from their real work, and
not an especially potent process.

The problem is that usually it's not a process; it's an event. We all
go off and write & vision statement and then go back to work. It's
absolutely pointless; it can even be counterproductive because
people think, "we've done the vision stuff, and it didn't make any
difference." For anybody really serigus in this work, you'll spend
20 to 40 percent of your time—forever—continually working on
getting people to reflect on and articulate what it is they're really
trying to create. It's never ending.



Many educators are interested in your ideas. Do you work
with schools very much?

Actually, | don't. | spend all my time with the MIT Center for
Organizational Learning, which works with corporations. That's
just a practical matter of where we feel we must concentrate our
afforts at this time.

There are some exciling changes being led by educators, though,
There's a growing network of educators around the country
interested in systemns thinking in education. There is a netwarking
organization called the Creative Learning Exchange in Action,
Massachusetts, which doas nothing but keep track of who is doing
what in schools all around the country, and they make that
information available. There's also an annual conference on
systems thinking in education.

From what you have heard about how schools have tried to
work on your theories, are some common themes arising?

One of the commonalities in our work is a recognition of the deep
fragmentation of the educational process, and the belief that too
often we fail to capture the imagination and commitment of the
learner in the way any real learning process must.

We see an enormous need to integrate systems thinking as a
foundation for education for kids. 5o, many of the changes in
curriculum and pedagogy involve bringing the systems
perspective into the mainstream of education, because people
today must be able to make sense of systems, o learn how to
use knowledge in ways that cross disciplinary boundaries, You
know, they used to say that school could teach somebody 80
percent of what they need to leamn in their liietime. Today that
figure would probably be more like 2 parcent. Schools need to
focus on thinking skills and learning skills, because those are
what will prepare kids for a world of increasing interdependency
and increasing change.

One of the interesting things about our work on systems thinking,
mental models, dialogue, and personal mastery is that it has
almost as much relevance from a curmicular and pedagogical
standpoint as it does from a maragerial standpoint. So it's a bit
diffarant from other efforts to change management practices in
schools,

to focus on




Education is famous for fads and quick fixes. What do you
say to people who want to know how to apply your ideas
right away?

| say forget it. Mathing will change, no matter how fascinated you
are by a new idea, unless you create some kind of a learning
procass. A learning process is a process that occurs over time
whereby people's baliets, ways of seeing the world, and ultimately
their skills and capabilities change. It always ococurs over time,
and it's always connected to your domain of taking action, whether
it's about relationships or about your professional work. Learning
pceurs “at home,” so to speak, in the sense that it must be
integrated ino our ives, and it always takes time and effort.

That's the whole reason for emphasizing this notion of
‘disciplines." And discipline means commitment, focus, and
practice. Most things that really matter in life take discipline and
years of practice. But the concept of discipling has really drifted
out of our culture. We've come to believe that anything we need
that's important, we can go out and buy.

This is not true in other cultures. There's a very deep appreciation
for discipline and the idea that learmning occurs over time. In fact,
the: very term leaming in Chinese is made up of two symbols,
Dne translates as “study,” 1o take in new information or new ideas.
The second is "practice constartly.” You cannot think or say the
word “learning” in Chinese without. in effect, thinking and saying
'study and practice constantly.”

Still, a ot of people must have wondered what to do with the
Fifth Discipline, successful as it was.

The Fifth Discipline was never meant to be a practical book; it
was never maant for a large audience. It was actually written for
people who were already invelved in this work and wanted
something serious to deepen their understanding of the
underpinnings of what they were doing. It's been a big surprise
ta see how many have bought the Fifth Discipline. I'm sure many
of them read it for 20 minutes and say, "Well there's nothing | can
do with this." and set it aside.

The Fifth Discipline Fieldbook seems more accessible for
those who want some ideas about how to get starfed.

The Fieldbook is & much more appropriate starting point for most

people. It is full of short sections that provoke the reader to think



about how to manage a visioning process or develop the capacity
of a group of people to function as a team. It has more than 50
contributors, most of whom are practicing managers, and it's like
a catalog. It's people writing about their stories, sharing their tips,
what they learned from practical experiences. | would like to see
a version eventually that draws primarily from examples in
education. But right now, | don't think thers iz a big enough
community of practitioners to do that.

That would be helpful. Educators are sometimes skeptical
about examples from business. They feel such examples
don't necessarily apply to an organization whose "products”

are people.

Well, | think there's some validity in that viewpoint. Insome ways,
innovation in education really is much more challenging than it is
in business, because educators have these multiple
constituencies | spoke of earlier. And, yes, the "product” of
educaton is human beings who can be happy, continue to learn
throughout their ives, and contribute to society.

On the other hand, we feelthat our work does apply to education,
Many educators are picking up these two books and seeing that
this work is not about business. It's about how human beings
learn, and about the new ways we will need to think and interact
in the 21st century, in a world characterized by increasing
interdependence. There is really nothing intrinsic in any of the
basic disciplines, for example, that distinguishes business from
education. You can make pretty compelling arguments that
systems thinking, building a shared vision, dialogue, and learming
how to reflect on our mental models are, at some level,
educational undertakings more than business undertakings.

That's the reason that in fact there has been soc much of a
crossover, even though The Fifth Discipline was not written for
an education audience. People seem o have little difficulty
franslating the principles, tools, and methods, for use in education.
| ]

This article was first published in Educational Leadership, Aprll 1995,
Peter Senge iz Director of the Center for Organizational Learning at the
Massachusetts Institute of Technofogy's Slan School of Management,
30 Memorial ., Cambridge, MA 021142,

John O'Neil is Senior Editor of Educational Leadership
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Towards A Learning
Organization

Zoe Boon

Below is a summary of what a learning organization is as
propounded by Peter Senge in his book The Fifth Discipline :
The Art & Practice of The Learning Organization. This book
provides powerful insights into our aftitude towards systems
thinking. personal growth, and work.

According to Senge, learning organizations are organizations
where people continually expand their capacity to create the
results they truly desire, where new and expansive patterns of
thinking are nurtured, where collective aspiration is set free, and
where people are continually learning how to learn together (p.
3). Learning organizations are possible because not only s it our
nature to learn but we love to leam.

As our world becomes more interconnected and business
becomes more complex and dynamic, work must become more
“learningful®, tis no longer sufficient to have one person leaming
tor the organization. The organizations that will truly excel in the
future will be those that discover how to tap people’s commitment
and capacity to learn at all levels in an organization.

Senge noted thal over the years, learning organizations have
been invented, but they have yet to be innovated. (An innovation
is seen only when it can be replicated reliably on a meaningful
scale at practical costg). For innovations in human behavior ta
take place, & body of theory and technigue or “disciplines” must
be studied and mastered to be put into practice. This constant
practice requires us to be litelong learmners. Hence, one can never
say, "We are a leaming organization”, for to say so would imply
that the organization has “arrived”. This is not the case as we
ought to spend our lives masterning disciplines.

Senge identified five vital disciplines that work towards innovating
learning organizations — those that can truly ‘learn’. those thai
can continually enhance their capacity to realize their highest

aspirations:



Mental Models

Mental models are deeply ingrained assumations.
generalizations, or even pictures or images that influence how
we understand the world and how we take action. Generally, we
are not consciously aware of our mental models or the effects
they have on our behaviour. They can shape our perceptions of
problems, challenges and opportunities, resulting in high-leverage
changes or degenerative and counter-productive actions. Hence,
mental models can either help us become more effective or
conversely, may limit the growth of arganizations with its inertia.

Building Shared Vision

This refers to the capacity to hold a shared picture of the future
we seak to create. It is translated in the form of goals, values,
and missions that become deeply shared throughout the
organization. Such shared vision bind people together around a
common identity and a sense of destiny. When there is a genuine
vision (as opposed to the all-too-familiar “vision statement”),
people excel and learn, not because they are told to. but because
they want to. The practice of shared vision involves the skills of
unearthing shared “pictures of the future” that foster genuine
commitment and enrollment rather than compliance.

Personal Mastery

The ability to focus on ultimate intrinsic desires, not only on
secondary goals, is a cornerstone of personal mastery. This
discipline of personal mastery starts with ciarifying the things
that really matter to us, of living our lives in the service of our
highest aspirations. This discipline of continually claritying and
deepening our personal vision work towards a focusing of our
energies. developing patience, and seeing reality objectively.
Personal mastery is an essential comerstone of the learning
organization. There is a strong connection betwesn personal
lzarning and organizational learning, in a reciprocal commitment
between individual and organization, People with a high level of
personal mastery are able to consistently realize the results that
matter most deeply to them — they approach their life as an
artist would approach a work of art. An erganization's commitment
to and capacity for learning can be no greater than that of its
members.
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Team Learning

Team leaming is essential because teams, not individuals, are
the fundamental learning unit in modern organizations, Unless
teams can leam, the organization cannot learn. The discipline of
team learning starts with “dialogue”, a term that refers to the
capacity of members of a team to suspend assumptions and
enter into a genuine "thinking fogether”. It requires a free-flowing
of meaning through a group, allowing the group to discover
insights not attainable individually. The discipline of dialogue
involves learning how to recognize the patterns of interaction,
More often than not, the patterns of defersiveness are deeply
ingrained in how team operates. I recognized and surfaced
crealively, they can actually accelerate learning. However, if
unrecognized, these patterns of defensiveness can undermine
learning.

Systems Thinking

All events in space and time are connected within the same
pattern, each having an influence on the rest; an influence thatis
usually hidden from view. As part of the whale pattern of change,
we tand to focus on snapshots of isolated parts of the system,
and wonder why our deepest problems never seem to get solved,
Systerns thinking is a conceptual frarmework, a body of knowledge
and 'tool" that helps us to see the full patterns clearer.

Systemns thinking is, in fact, the fifth discipline that integrates and
fuse the other four disciplines into a coherent body of theory and
practice. By enhancing each of these disciplines, one can see
that the whole can exceed the sum of its parts. Building shared
vision fosters a commitmment to the long term. Mental models focus
on the openness neaded to unearth shortcomings in our present
ways of sesing the world. Team leaming develops the skills of
groups of people to look for the larger piciure that lies beyond
individual perspectives.

At the heart of a learning crganization is a shift of mind — from
seeing ourselves as separate from the world to being connected
to the world, from seeing problems as caused by someone or
something “out thera” to seaing how our own actions create the
problems we experience. Aleaming organization is a place where
people are continually discovering how they create their reality.

Senge cautioned that in reality, organizations tend 1o be
constrained by seven learning disabilities that lead to people

13



having to live with their consequences. These seven leaming
liabiiities may be noted as follows:

1. “l am my posificn” — people tend to see their responsibilities
as limited to the boundaries of their position. When something
goes wrong, people in the organization assume that it is

caused by someone else.

2. “The ensmy is out there” — this syndrome is a by-product of
“l am my position”, reflecting a nonsystemic way of looking at
the word.

3. The illusion of taking charge — being proactive against an
external enemy may turn out to be “reactiveness” in disguise.
According to Senge, true “proactiveness” comes from seeing
how we contribute to our own problems. It is a product of aur
way of thinking, not our emaotional state.

4. The fixation on “Events™ — focusing on evenis only leads to
“event” explanation. In reality, the prnmary threats to our
survival, both of gur organizations and of our societies, come
not from sudden events but from slow, gradual processes.
Generative learning cannct be sustained in an organization if
people’s thinking is dominated by short-term events. If we focus
on events, the best we can ever do is predict an event before
it happens so that we can react optimally. But it does not help
us learn to create,

5. The parable of the boiled frog — This parable goes as follows:
If you place a frog in a pot of boiling water, it will immediately
try to scramble out. But if you place the frog in room
temperature water and gradually turn up the temperature, the
frog will do nething and in fact will sit there and boil. This is
because the frog's internal system for sensing threats to
survival is geared to sudden changes in his environment, not
to slow, gradual changes. Similarly, learning to see slow,
gradual processes requires slowing down our frenetic pace
and paying attention to the subtle as well as the dramatic
changes.

6. The delusion of learming from experience — The most powerful
learning comes from direct experience. Although we leam best
fram experiance, we never directly experience the
consequences of many of our most important decisions. The
most critical decisions made in crganizations have system-
wide consequences that streich over years or decades.
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Therein lies the danger of breaking up cyclical events into
components just so that people can grasp and analyze only
in the short term,

7. Tha myth of the management team — together a coliection
of experienced managers who represent the crganization's
difierent functions and areas of expertise are supposed o
sort out the complex cross-functional issues that are critical
to the organization. In reality, teams do fall info the trap of
maintaining the appearance of a cohesive team. To keep up
this image, they avoid disagreement and fail to reveal the
underlying differences in assumptions and experience in &
way that the team as a whole could learn. Argyris (1878)
observed that most management teams break down under
pressure. They may function quite well with routine issues
but when confronted with complex issues that may embarrass
or threaten the “tearmness”, things may not be the same.

Senge advocated that the five disciplines of the learning
organization can act as antidotes to the learning disabililies as
nioted above. However, practising a discipline is different from
emulating a model. Senge envisaged that as the five learing
disciplines converge, they will not create the learning organization
but rather a new wave of experimentation and advancement. Itis
therafore important that the five disciplines develop as an
ensemble, requiring an integration of new tools rather than simply
applying them separately. l
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The Leader's Role In
Developing Learning
Organization

Dr Cliff Bunning

Why the emphasis on organizational learning?

The world is presently in the midst of a major transformation
which has been called the Third Industrial Revolution. Just as
the First Industrial Revolution involved the use of coal io powar
newly invented steam engines, and the Second Industrial
Revolution was driven by the discovery of electricity and the
invention of electrcally powered machines, so the Third Industrial
Revolution has, at its heart, the invention and development of
computing power. This current revolution, which has a long way
yet to fully unfold, is transforming the world in ways even more
fundamental than the previous two revolutions.

The Age we are moving into has been labelled the Knowledge
Age, because it is the creation, transfer and utilisation of new
knowledge which is now the basis for sustainable competitive
advantage, and makes possible continuous improvement and
regular, paradigm-changing innovation in organizations. This is
now a world-wide trend and affects business corporations,
government depanments and non-profit organizations equally,

So organizational learning has risen to prominence in the 1990s
because it is the body of theory and practice that deals with the
creation, transfer and utilisation of new knowledge aimed at
improving organizational performance.

Why focus on the leader's role?

Organizational learning, like other aspects of organizational
performance, does not just happen; it needs to be deliberately
created, fostered and maintained by managers at every level,
from the Chief Executive Officer to the humble supervisor. All are
needad to act as leaders in the new paradigm organization; and
one aspect of that leadership role is the promation of
arganizational leaming and innovation,
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s In this paper nine tasks that the leader needs to carry out in
When you orderto develop learning in their organization will be addressed.

1. Be an active learner yourself

Too many "leaders” say all the right things, but act in ways
quite incompatible with what they advocate for others. If you
actively seek learming from the flow of your own, personal
everyday experiences, you will achieve two benefits;

= You will demonstrate that you believe what you say, and
s0 serve as a role model, avoiding the creation of a
credibility gap.

= You will actually improve your own strategies and
performance, because of craating your own virtuous circle

of learning.

2. Encourage vision-directed thinking

If you and your people are basically problem orented in your

th-ﬂt m a approach, most energy is spent on getling rid of undesired
situations. Little leamning takes place in such circumstances

much m When you encourage vision directed thinking, your people
rate ﬁf are drawn along by the challenge of what could be, and in
getting invelved in new strategies to achieve that vision, a

mmg k much higher rate of learning is likely to oceur.

3. Foster workplace learning

The main source of organizational learning is the flow of
expenences that occur within the work environment. But this
learning doesn't happen aufomatically. Workplace
arrangements such as challenging assignments, team based
operations, time set aside for structured reflection etc can
greatly increase the amount of learning which occcurs.

The enemy of learning is paradoxically, action. So iftherais a
constant pressure for activity and results, then this tends to
relegate leamning to 'a good thing if you have some spare
time", rather than a strategic priority. So leaders at every lavel
in the organization must establish leaming as a significant
wark goal, warth the necessary time and attention
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4. Develop active links with your external environment

Good ideas don't just come from staff, they also exist in the
external environment. Attending conferences, fostering
personal networks, inviting guest speakers, interacting with
other parts of the organisation. encouraging activity in
professional associations, surveying customers, manitoring
competitors, reading journal articles and new books and
surfing the Word Wide Web are just some of the ways in which
you and your people can find out what others are thinking
and doing.

Organizations determined to maximise their organizational
learning establish environmental scanning systems so that
all major sources of new ideas are regularly activated or
monitared by one ar other of the staff

. Focus on medium-term goals

Just as oo much emphasis upon action can be detrimental to
learning, so a strong emphasis upon short-term work priorities
encourages a pragmatic action focus, typically associated with
a problem orientation, as described in point 2,

Learning occurs most in an environment which is not just
survival oriented but is aimed at medium term goals, so that
there is time fo think; time to explore new ideas; time to
innovate; and time 1o learn.

. Create a climate in which it is safe to think

The traditional organizational climate values getting things
right the first tme, doing things the way they have always
bean done, and not "upsetting the apple cart" by wanting to
change things unnecessarily. This organizational climate is
quite destructive of new ideas, and needs to bereplaced by a
mindset which deters initial judgement in order to explore the
potential of new ideas, encourages sensible risk laking, doesn
regard a failure as a failure unless nothing is learnt from the
unsuccessful experience, and is cuticus and open to radical
new ways of looking at famiiar situations.

. Encourage teamwork and synergy

We are rapidly moving towards a situation in which
organizations are no longer seen as consisting of individual
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positions, but as groups of people whe each have to co-
operate and collaborate in order to create some product or
service.

But the challenge for a high performing organization is fo
transtorm those groups into teams, so that genuine synergy
is created. If this is achieved, organizational learning will be
al its maximum, as people interact in positive and creative
ways whilst working togethar.

Make your work community an exciting place to be a part
of

How do your people feel on Sunday evening? Keen to get
back to work or depressed at the thought of it? Work should
be life enhancing such that one feels affirmed as a human
being by the experience and, indeed, expanded by the
experience.

Such a vision can be achieved, but it has to first be believed
in, and then a thousand large and small things done fo create
a vital community of thinkers and doers. Leadership is about
causing extraordinary things to be created by ordinary people,
itis all in how they are led and focused.

Have a fast track system for implementation

Good ideas are not enough. They have to be translated into
changes in operaticnal practice. Empowerment and flatter
organizational structures speed application of ideas because
there are fewer people to consult about any propesals for
change.

For ideas which would be costly to implemeant or involve
significant risk, the use of controlled experiments or pilot
projects can be useful way to move forward. For major
innovation, good change management and project
management increase the likelihood of success.

Where to from here?

The worst thing a leader can do is agree with these strategies for
organizational learning, but then never get around to doing
anything of significance. Such an omission is not accidental, nor

is it caused simply by pressure of work. It comes, more typically,

from a lack of courage and self-confidence to grasp the nettle,
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and take the risk of being a real leader, and leading the part of
the organization one is in charge of into a new future.

Sco the first step is to reflect upon the nine tasks outlined here,
and form your own vision and pricrities from them, made up of
those things which you have personal commitment and energy
for. Then consult with your immediate team and work out a
strategy for moving forward. And do it within a few days of reading
this paper or you will very likely not do itat all. |

Dr Bunning is on organizational consultant and Direcior of Synargies
Pty Lid. 12 Maud Street, Sunnyback, 4109, Australia. He works regulany
in Australia, New Zealand, Singapore and Papua New Guinea. CIff is
contactatle on bunning @ gil.com.au or facsimile 67 (0)7 3344 4574,
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Principals and How They See
Their Work

Low Guat Tin, Susan Morriss

Introduction

Work is a four letter word and often times this "dirly® word is a
very important element of our lives. Many do not grasp the
significance of "work”. Psychologists have found that when people
find meaning in their work, then work is looked at in different
perspectives. It is no longer a drudgery, hours that must be slaved
away. Work is no longer a "dirty’ word, And paople do get excited
about work.

We recently metl with eleven female secondary school principals
and did hourlong, sometimes two-hour long, interviews with them
to find out what work and management means to them. The
interview included questions on educational background, carger
path and influences, perceptions of success and discrimination,
and style of management.

Why did we focus our study on female principals? Well, the
interviews are part of a larger crogs cultural study being conducted
with our counterparts in other parts of the world. Secondly, itis a
very encouraging fact that 53 percent of Singapore's secondary
school principals are females (MOE, Education Statistics Digest,
1297) and we want to find our what makes them tick — these
women with multiple responsibilities.

The lucky eleven?

These eleven famale secondary school principals were picked
through a stratified random sampling process — just your typical
lucky draw. Hopefully, the principals did not feel that process was
an unlucky draw. The principals represented a range of
background and experience with ages ranging from 35 to 55
years. Eight were married with children. The majority had been
principals from 3-4 years with one having just bean promoted.
They all headed government schools
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What did we find?

The interview data showed many interesting facets about the
principals and what they thought about their work and their
management style. In this paper, we want to highlight a few areas
that were consistent among the principals and seem important
to share.

1. A passion for their work

For a start, we found the majority to be passionate about their
work. They were committed to the profession, committed to
“do that much more for the children", committed "o touch
lives and make the difference for them". They were prepared
to work leng and hard, including Sundays and holidays. They
displayed a great capacity for work. They enjoyed their work
and for many, the work was consuming. One said that "all |
know is we work very, very long hours. . . you can't even do
your planning in school... there are days when | come in at 7
and go home at 7", Another said:
To be an effective leader one must be very passionate
about what you do and you must be able to give that
passion to the teachers. And | am an energiser, and
sometimes the teachers ask, where do you ge! all the
energy from? It just comes naturally, because if you have
a passion for what you do, and the conviction, you will give
total commitment. That is very valuable.

2. Adesire to nurture self-discipline
Many were very demanding of themselves and others too.

I've been told that I'm very humane and very caring — that
is the caring part. But they also know that when | want a
task completed, it has to be completed — no nonsense
about that. I'm very particular about time frames, deadlines,
and quality of work,

The most important thing is sel-discipline among bath my
staff and pupils. Where staff is concerned they will know
what the commitment to the pupils will be and also
commitment to themselves...

They were disciplined and they demanded discipline from
athers. And being disciplined is an essential trail to those whao
want to succeed. According to Marriott, Sr., founder of the
Marriott chain, "Discipline is the greatest thing in the world,
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Where there is no discipling, there is no character. And without
character, there is no progress.” (Colling & Porras, 1894)

. A belief in teamwork

These were women leaders who believed in working in teams,
Like Stott & Walker, (1995) they saw teamwork as essential
to an effective organization and they encouraged a
collaborative environment. The principals desired to work hand
in glove with their management team and the rest of their
staff, even though that may be difficult, as evidenced by what
they said:

They [staff] fail to understand that teamwork means that
even though and in spite of the fact that we are not alike,
we can still work very well as a team to maximise each
others' strengths.

My HODs are not used to tearn decisions, they are used
to one person's decisions, which is the principal in the past.
| try very hard to bring them in and move them towards a
team decision.

Others among them were more fortunate and maore able to
work with their staff as a team. "...the staff morale is very
high, team building is very high with the teachers working
together in a very collaborative, collegial way. They are able
1o discuss with each other on the pros and cons and they are
very open about it. We work on what we call a very transparent
system...”

One can understand why there is this emphasis on teams
bacause research (2.9, Tiosvold, 1991) has caonsistently
shown the benefits of having teams in the workplace. The
positive synergy that is generated goes a long way to help
members in the team. Working in teams also help to increase
flexibility and quality in the workplace. Literature (e.g., Robbins,
19487) also indicates that to compete more effectively and
efficiently, organisations have tumed to teams in order to be
better able to utilise employee talents.

Thus. thase female principals, most of whom werea trained in
the National Institute of Educaticn's Diploma in Educational
Administration programme and have experienced working as
a team with course participants throughout their year long
training course, have realised the potential that can be gained
by working as a team with their staff.
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4. A keen support for their staff

We also found the eleven principals to be very supportive of
their staff. They emphasised the importance of an open,
supportive environment in the school. All the eleven principals
stated that they have an open-door policy, making themselves
easily available to staff and students. They are attentive to
their staff and they practised the most important human
relationship skill — listening.

I listen a great deal...| enjoy working with my HODs...| like
to believe that | am open and supportive, very supportive.
| listen to my teachers, especially where their personal
problem are concermed. And you come to understand that
each teacher will have his or her own feelings. ..

They can talk to me anytime, they will drop in. Of courss,
there are those who say they cannot find me, | have to
leave school for cluster meetings and other meetings, so |
asked them 1o leave me a note and | will make time to
listen to them. | will go to them.

Another way in which they support their staff was the attention
paid to the development of teachers and staff. The principals
want to be involved in upgrading and updating their staff. They
want to be "persanally involved in their development to some
extent.." Many are altruistic and would not hold back a good
worker because of their selfishness, rather they would
"...groom them...develop them and | assure them that if they
are good, | will not be so selfish as to keep them. | will let
them go and recommend them to another school.”

These women identify good teachers, develop and stretch m t‘ﬂ‘

them and then recommend them for promotions. And in this
respect, promotions are "...celebrated, | try to encourage m Maﬂd

certain people whom | think have the potential to rmove onward
and upward." These women have the interest of the system
al hearl, so0 it is not just wanting their school to do well by
retaining their best teachers, bui rather the system should
benefit. They are more than prepared to push them on to take
leadership positions in other schools.

What emerges ?

As one looks at the picture that emerges of these eleven
principals, it shows women who are excited and passionate about
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their work; who care very much about their students and staff,
and who strive to improve their school environment, as well as
the educational system. This pattern presents components of a
recognised and an effective leadership style.

Research (e.g., Frashner and Frashner, 1979) claims that “for
thousands of years women have been conditioned to be
accommodative, compliant, other-directed, sensitive, nuiurant,
compromising, patient and empathetic,” and to the Frashners,
these traits are increasingly associated with effective
administration. To them, the typically male managerial mode is
inappropriate in educational administration. In more recent times,
Murgatroyd & Gray, (1984) and Moriimore, et al. (1983) have
shown that qualities such as empathy, warmth, genuineness,
involvement and good communication are linked to school
effectiveness. The nurturing gualities identified in the fernale
principals are seen as strengths of management.

And we know that our picture of school leadership can be painted
across more than just eleven secondary schools. W
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Schools As Thinking Schools
And Learning Organizations

Mrs Ding Seok Lin

Introduction

In June 189497, the Prime Minister in a speech to the 7
International Conference on Thinking, launched his vision
for meeting the challenges of the 21 Century. This visionis
encapsulated in four words, “Thinking Schools, Learning
Mation” (TSLN). The Prime Minister said thatthe concept of
Thinking Schools is central to this vigion.

“‘Every school must be a model learning organization.
Teachers and principals will constantly look out for new ideas
and practices, and continuously refresh their own knowledge.
Teaching itself will be a learning profession, like any other
knowledge-based profession of the future. ... Thinking
Schools will be sites of learning for evervone, including those
who shape pur egucational policies. Schools will provide
lessons on how policies are working out an the ground, and
give feedback on whether policies need to be changed. This
process, of knowledge spiraling up and down the system,
will be a defining feature of education for the fufure.™

Since then, there has been much interest in better
understanding what a Learning Organization and Thinking
School is, and how fo go about becoming one. This is a
process in collective leaming. There is no proven working
methadology to develop Thinking Schools. In this journey
of discovery. we will have to exercise the skills required in
the TSLN vision - ie look for new ideas and practices, and
devise our own solutions to meet the needs of each school,

This paper shares my understanding to-date in my own
journey ot learning about Thinking Schools and Learning
Organizations. These are personal views developed through
working on Organization Development issues and through
my current invalvement n a pmject on “Thinking School,
Learning Organization” with a sacondary school.

24

Teachers and
principals will
constantly
look out for
new ideas and
practices, and
continuously
refresh their
own
knowledge.
Teaching itself
will be a
learning

profession,
like any other

knowledge-
based
profession of
the future



This paper does not provide a definitive process for building
a Learning Organization. (There is unlikely to be any
definitive rmethod to build Leaming Organizations. What may
be available are frarmeworks and ideas which can be applied
in different ways to support diffierent needs.) The ideas in
this paper are offered in the interest of collective leaming to
stimulate further conversations and reflection on these
issues. Through this on-going process, we will build a clearer
picture of the future we want to create in schools and in
Education.

What is a Thinking School and a Learning Organization?

8

What is a Learning Qrganization? At its basic level, a
Leamning Organization is an organization where its people
are continually learning, individually (i.e. each member) and
collectively (i.e. atteam and organizational level), to

= better define and understand the future they desire to
craate,

* better understand the issues related to this collective
goal,

+ collectively discover new and better ways 1o resoive these
issues and to achieve the desired goals.
Inother words, a Leaming Organization is one where its
people, over time, enhance their colleclive capacity to
create the results or outcomes they truly want to create.”

A Thinking School is one where its stakeholders (mainly
the teachers, students and parents, and also the community
in which it belongs) are continually thinking about and
working towards the desired outcomes they want o create
together in and for the school. Almost by definition, a Thinking
School must be a Leaming Organiration. In a Thinking
School, its stakeholders

= develop processes to individually and collectively
articulate and clanfy ihe future they want to build in the
school

+ continually discover and implement new and better ways
to achieve this goal

» through these processes, develop a highlevel of inguiry
and operate in an environment of open communications,
open mindsets, trust and experimentation

= have a high level of commitment, with meaning, purpose
and a strong sense of belonging to the school.
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A Possible Framework for Building a Learning Organization

7. | haveidentified four important building blocks to developing
a Learning Organization:
(a) People
(b) Process
(c) Skills
(d) Systems and Structure

These four areas are inter-related and interdependent - ie
parts of each are found in the other, and they are anly really
effective when implemented together. What this means is
elaborated below.

People

8. People are the foundation in any organization. Dee Hock,
who was the CEO of Visa Intemational in the 1970s when
Visa experienced tremendous growth made this relevant
observation:

“All organizations are merely conceptual embodiments
of a very old, very basic idea - the idea of community.
They can be na more or less than the sum of the beliets
of the people drawn to them; of their character,
judgements, acts, and efforts .. An crganization's success
has enormoushy more fo do with clarty of shared purpose,
common principles and strength of belief in them than to
assets, expertise, operating ability, or management
compelence, important as these may be.""

9. Any programme to enhance the quality of resulls of an
organization needs therelore 0 address the guality of
relationships of the people in the organization. Why this is
important can be explained through the diagram below:

Cadity ol

=i Planning —\

Cuaksty of
Eclatinshaps

{nality of ORGANIZATION
“Ac STRATEGY DEVELOPMENT

Actions

,. nfthapeovh

¥

Cruality of in the

Cillective Thinking

T Quality of Plannmg +—on—

28



The process of
fovel piit
higher quality
afmw

11

10. The above illustrates the interrelationship between the

guality of results (outcomes) and other vanables.! Every
organization has a vision and a purpose. |15 business is to
turn this vision into reality. How successful it is in this is
determinad by the guality of its results. But what determines
results? Results are determined by the quality of the actions
and strategies taken by the organization. In turn, the quality
of actions is determined by the quality of planning which
takes place. In many organizations, thisis where the process
stops. Hence when results are below expectations, officers
are asked to work harder and/or the planning systems and
processes are enhanced 10 generate better plans. However,
it is often feit that the resultant improvements do not
commensurate with the efforts put in.

The framework contained in the above diagram may provide
one reason for this. It identifies the underlying factor
determining the quality of planning, actions and results -
the guality of collective thinking. In the case of a schoadl,
collective thinking refers o the ability of the school 1o harness
the different ideas from the teachers and students (also,
but to a lesser extent, the parents and other stakeholders)
into & batter collective understanding and agreement by all
about the relevani issues at stake, of the goal they are
reaching for and of the best ways of getting there. The key
to enhance collective thinking is through enhancing the
quality of relationships among the relevant stakeholders in
the school. The process of relatonship development which
leads to higher guality of collective thinking among the
people is what Organization Development is about. Many
organizations in Singapore have tended to pay more
aftention to the other aspects of the loop - the strateqgy
development aspect which is to refine and improve planning
processes, strategies and action programmes. Turming
organizational vision to reality requires attention to be paid
to both aspects - Strategy Development and Organization
Development.

Quality of Relationships

12. 5 levels of people relationships are identified as being

important to enhance the qualty of collective thinking in a
schoal.

» Personal Level - This is at the individual level of the
principal, the teacher and the student. It starts with the
individual because the individual is the basic building
block in any organization,

23



For the leader and teacher, the issues relate to how he
sees his role and contribution - i.e. if he can be the best
leader and teacher, what sort of leader and teacher would
he be, what values would he hold, what would be the
things he would do. If these issues are settled within the
individual, there is a sense of personal security and
confidence. Similarly, the student has issues of personal
mastery - i.. the capacity to identify and to create desired
results, ability to have self-control, level of self-esteem,
motivation, sense of contribution and belonging o the
school.

Interpersonal level - This is between individuals:
teacher-teacher, teacher-student, for example.

The issues here are whether there is trust and respect
between individuals and the quality of communication
between them. A healthy level of trust and open
communication will enable team members to better
understand one another and contribute fo team
effectiveness. A precondition for building trust and
openness is the trustworthiness of each member in the
team, which relates back to the personal level.

Team Level - This is betwean different teams, for
example, inter depanmental relationships, relationships
between school leadership and teachers, belween
teachers and students. The issues here are trust,
openness, and school culture. For example, are there
mechanisms for inter-department sharing of information
and leaming from one another? In terms of relationship
between the leaders and the teachers, is there trust and
openness, of inter-dependency where each respects the
role and contribution of the other?

School level - The issues here are the clarity of the
shared vision to the stakeholders and their level of
commitment to this vision, The gquality of siaff and pupil
welfare systems is also relevant here. If we expect the
staff and pupils to care for the school, the schocl must
show that it in tum cares for the staff and pupils.

Inter-organization level - This refers to the relationship
between the school and its extermnal stakeholders - the
Superintendent/inspector, the Ministry of Education, the
parents and the community, Is there a win-win
partnership to work towards agreed goals?
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Any effort to buid Learning Organizations needs fo address
the issues in these levels of relationships,

Rofle of Leaders

13.

14,

What role does the leader play in a Learning Organization?
There is a misconception that in a Leaming Organization
everything is botioms up and the leader is not very important.
| believe the leader plays a critical role in & Learming
Organization. However, it is different from current
conventional thinking about leadership. In conventional
thinking, the leader is seen as the one who issues the
instructions, who knows everything and who makes all the
decisions (a command and control model of leadership). In
a Learning Organization, the leader’s role is much more
complicated. In the complex, dynamic and changing world,
theleader is no longer able ta know everything and have all
the answers. The traditional top-down, command and control
style of management is no longer effective. The school leader
needs to have sufficient personal mastery to recognise this
and to develop a sense of shared leadership espacially with
his Heads of Departments.

However, there are certain key roles which the leader is
responsibie for. In a Learning Organization, the leader’s new
roles® areas:

i) an organization “designer” - i.e. he designs the broad
framework of organization purpose and core values, and
uses this as the foundation to work with his team to
develop the details and translate them into
implementable strategies. He also designs structures and
systems which support the implementation of the vision
on a day to day basis. If we use sporis as an analogy,
this is equivalent to drawing up the rules, purpose,
organization and reward system of the game;

i) as ateacher-i.e. he builds shared vision within his team
and with other stakeholders by helding on-going
conversations to clarify and better understand both
current reality and the future they want to create together.
In Education, one of the leader's role in the school would
be to help his school team understand how the vanous
new education initiatives support the desired outcomes
of the school, of education and of the country. Using
sports as an analogy again, this is equivalent to the
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coach, sharing with, teaching skills to and motivating the
team members to better understand and play the game.

iii} as a "servant leader” - This aspect is more an atitude
than an action. The traditional view of leadership is that
the leader is served by those who wark for him. A servant
leader serves the needs of those he leads - in this case,
the teachers and students - and the larger purpose of
the school. He has a strong consciousness of the impact
his leadership has on others. He models the desired
attributes and behaviour to those he leads. A servant
leader leads by exampie; who he is, is reflected by what
he does, not just what he says.

Process

15. Enhancing the quality of relationships, especially those

16.

17.

within the school, goes beyond just being aware of the issues
involved. Relationship development can more effactively take
place when it is rooted in a clear process, with clear definable
actions. This is the process of Building Shared Vision and
Shared Actions, Team members need also to be equipped
with relevant tools and skills to help them better
communicate with and relate to one another. The Skills
aspect will be dealt with in the naxt section.

Every school has a vision statement. However, there is a
difference between a vision statemeant and a shared vision.
A vision has power to catalyse change in individuals and
teams only when it is translated into a practical reality that
can guide and affect both the strategic and the day-to-day
aclivities of the school. For the vision to motivate and enthuse
the teachers (and subsequently students), it has to be brought
to a level of tangible and specific details which are reachable
and “real” to them. Their involvement in such a process will
help make the vision meaningful and alive to them.

Atthe school level, the review of the role and mission of the
school can start off with the teachers reflecling on and
answering the following questions :

“What do we want most fo help our students achieve ? What
is our highest and best vision for them when they graduate?
What will inspire us as feachers as we work with them, their
parents and each other? What would we be most proud of,
if we could nurture this in our students?”
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This enables the schoel team to pause, reflect on and
collectively articulate the desired outcomes they want o
develop in their students.

; l_ -Hﬂ E__Hl__.t_ -E'“E-t; 18. With the identified desired outcomes as the reference point,

18.

the team can then take stock of the current attributes of the
student profile. The gaps between this current profile and
the desired outcomes will provide the first arficulation of
student priorilies. The school tleam can then idenlily the
strategies needed to achigve them - eg. what kind of
teachers and school leaders, in terms of skills, capabilities
and attitudes does the school need, what kind of school
programmes, curriculum (formal and informal} are needed,
shared values. school organization, etc. This is summarised
in Annex 1.

The gaps between the current reality and the desired
outcomes in these specific areas are the targets for change.
They can be prioritised. Project teams can be formed to
analyse and develop implementable strategies to address
them. These teams can be provided with leam-based
problem solving tools such as WITs to help them better
understand the underlying issues, identify leverage points
for action, develop appropriate indicators of success to
monitor progress, and allocate responsibility to relevant
departments and individuals. They should also be provided
with communication and dialoguing skills to help them leam
how to listen and how to share ideas. This is whera skills
training is effectively integrated to meel the needs of the
Thinking School. (See next section on Skills.)

While these project teams create the structure and process
to clarify the school's shared vision, real change and
transformation can only take place when we are prepared
to guestion how we think, see and interpret “reality”. Albert
Einstein said, “The world we live in is a product of our
thinking; it cannot be changed without changing our thinking.”
COur beliefs and assumptions make up ourintemal pictures
and mental medels of the world around us. In schools, the
key elements of reality relate to how teachers think about
and see their students, the mole of teachers and the process
of learning and teaching itself. For the vision to be translated
into action, the schoal team neeads to identify their existing
assumptions and belief systems and understand how these
impact their behaviour and responses. They can then see
how their belief systems support or hinder the progress
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21.

22,

towards identified goals. Very often, our assumptions and
beliefs are hidden so deep within us that we may not be
aware of them. Some of these could be made explicit through
clarifying comments made in project team meetings or from
data obtained through student and teacher surveys.

In addition to a clear shared vision and clarification of balief
systems, the school team needs to have a healthy
recognition of current reality, no matter how “dark™ this is. It
is only through identifying the gaps between current reality
and the desired future in each tangible element of vision,
that we are able ta identify the priority areas forchange and
implementation. The challenge then is to manage the
opposing forces of emotional tension (fear, frustration,
weariness) and creative tension (desire for a better future,
hope) and hamess the team forward into implementation.
One way to harness the creative tension is to involve key
slakeholders - school leaders, teachers, students and
parents - in the process and to identify reachable step-by-
step milestones which will lead to the target. The team will
gain confidence as they progressively reach these
milestones.

The process of building shared vision is an ongeing one. It
doas not finish with the identification of priorities and
programmes, These priorities and programmes provide the
basis for the school team to develop relevant feedback and
monitoring systems to align vision with day-tc-day actions
and behaviour. They also provide the basis for the
stakehaolders to hold ongoing conversations to better clarify
and understand the future the school wants to creale and
the issues related to this. These conversations can be held
in ordinary events such as school assemblies, Contact Times
orin specially created forums. Threugh this constant sharing,
clearer shared images of the fulure the school seeks to
create will be formed, enhancing the sense of understanding
and commitment. As the schoodl team does this, it will
discover new revelations which will lead to better collective
understanding and clarity, which in furn will lead to better
actions and better outcomes. This ongoing cycle of pregress
manitaring, feedback, self-discovery, understanding,
refinement and improvement is an essential charactenstic
of a Thinking School and a Learning Organization
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Skills

from one

24,

Building a Learning Organization alsc involves equipping
the school team with relevant skills and tools which help
tham to better relate to, communicate with and learn from
one anoiher. A Learning Organization needs to developthree
core competencies among its people - Aspiration (the
capacity for a creative rathar than a reactive orientation),
Generative Conversation (the capacity to hold meaningful
conversations which raise the collective understanding and
learning in the organization) and Understanding Complexity
(the capacity to see larger systems and forces at play and
to construct explicit ways of expressing these views). The
following five disciplines provide specific skills and tools to
help team members build up these competencies:

= Personal Mastery - The ability of each individual in the
organization to clarify, articulate and create what is
important to him

= Building Shared Vision - The ability of the team to
develop shared images of the future they want to create
together, and the principles and strategies by which they
hope to get there (This was elaborated in the section on
Process)

* Memal Models - The ability 1o surface, reflect, clarify
and improve our intemal pictures of “reality”, and
understand how these shape our actions and decisions

= Team Learning - The ability to transform and enhance
the quality of conversation and collective thinking through
use of communication and dialogue tools

= Systems Thinking - The ability to see how different
variables are inter-related, how they impact an issue and
where the points of leverage for action are

These skills can be acquired during the process of building
shared vision through use of specffic tools, and at separate
training workshops, For example. the 7 Hahbits of Highly
Effective People is a useful programme for developing
personal mastery. Scenario Planning, which is used in the
Civil Service, is a tool for clanfying our assumptions of the
world we live and operate in. Adventure Learning is used
by many organizations, including severzal statutory boards,
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26.

as an effective programme for team building and team
learning. Communication and dialoguing skills programmes
can help team members learn how to listen to, share ideas
with and learn from one another. WITS and other systems
archetypes are the main skills used for systemns thinking
Each school will need to design the training and development
programme which best supports its needs and priorities.

A word of caution though. It is easy for skills and tools to
degenerate into ends in themselves, when ihey are only
the means to help us more effectively achieve our desired
results. It is also easy for organizations to mistake training
for change management. Many organizations have the
agsumption that all that iz necessary for change fo take
place is to send people “to be trained”. One way to avoid
this trap is to use and apply the skills and tools in the process
of building shared vision and in existing processes in the
school - eg departmental and work review meetings. These
skills will then be integrated in existing programmes, and in
day to day communication and activities. School laaders
play animporant role in modeling the practice of these skills
in their interaction with their staff and students. Through
consistent application of the skills, change and
transformation will start to take place as individuals and
lzams begin o change the way they relate to one another
and the way they think about, see and understand issues.

In addition, in the context of a school, there are specific
skille related to the roles of teachers in Thinking Schools.
Schoaol teams need to reflect on the new and different roles
and atfributes which teachers need to develop to achieve
the desired outcomes for their students. While these will
differ from school to school, one key change which is
common to all schools is the shift in the traditional role of
teachers as providers of knowledge to their role as learning
facilitators. Teaching content and methodologies will be more
lzarner-centred. The focus will be on learning how to leamn,
and on responding to the multi factors affecting students’
learning. Teachers will need to develop competencies in
developing new and better ways to help students discover
knowledge and would neaed to equip themselves with the
necessary skills to do this well. The 5 skills described above
provide one set of such tools. In addition, technical skills in
new and useful pedagogical methods and learning theories
would be required.




Systems and Structure

27.

28.

Structure in this context is not limited to the organization
structure. Structure is concerned with the interrelationships
between key variables which influence behaviour over time.,
These usually relate lo the system of rules, roles, and
relationships which contral the way time, people, space,
knowledge and technology are used and deployed. In a very
real sense, structure drives behaviour, and if we want (o
sustainably change patterns of behaviour, we need to
change the underlying structures which produce those
behaviours. Having a compelling vision can start the process
of change, but if existing structures do not supportthe vision,
the change is unlikely fo be sustained. There are two key
systemic structures in arganizations which have a profound
impact on behaviour. They are the rewards/recognition

systemn and the rescurces allocation system.

How people are recognised and rewarded directly impacts

their behaviour and actions. Similarly, how resources are
allocated also determinge the way people behave and act so
that they get their shara of the resources. These systems
must therefore be designed to support the goals and desired
outcomes of the shared vision so that behavicurs and
actions will accordingly be aligned. The rewards and
resource allocation systems in schools, for teachers and
students, need to be reviewed to ensure this consistency
and alignment. Itis tempting for us in schools to point to the
overall systemic rewards, assessment and resource
allocation systems in the Education System and say that
these must first be changed before anything can be done
by schools. However, the circle of influence for school leaders
to implement systems which support their goals is significant.
For example, within a school, there neads to be a clear,
two-way feedback, monitoring and follow-up system between
the Administration, HoDs and leachers on teacher
performance and the criteria for excellent, good and poor
performance. Tha rewards system is an important area for
clear communication and teachers must be given ample
opportunity to articulate, understand and clarify what
constitutes desired performance in the context of the
school's vision foritself and its students. A good perfformance
manitoring, feedback and rewards system provides the
necessary alignment to translate desired outcomes into day-
to-day behaviour and actions.
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Conclusion

29. The framework | have shared for building Learning
Organizations can be summarised in the diagram below:

A
BUILDING LEARNING / |
P ORGANIZATIONS //
/Bystems and
. Structure
Building Shared Yision Alignment in Systems and Structures
(g Fewards, Rescuce Allocation, Feedback
and Monitorng Systems)
5 Levals of Relationship Teachers as Leaming Facslitators
I Personal Personal Masiery
I Inerperscoal Building Shared Vision
il Teams Menial Models
IV Organksation Team Learning
Vo Imder-Cirganization Systams Thinking

The four building blocks are like the four legs in a table - all
four are needed for the table to be stable and strong.
Similarly, each of the four areas - People, Process, Skills
and Systems/Structure - needs to be addressed to provide
a stable foundation for building a Thinking School and
Leamning Organization.

30. We are moving into exciting times in schools where school
leaders and school teams will have the opporunity to create
their own unique leaming communities which cater to the
needs of their students. The journey to achieve this goal is
not an easy one. It takes perseverance, conviction and
resolve. But these have always been the required attributes
for schools leaders and school teams. The only difierenca,
and perhaps this wil be the key motivating factor for schools,
is that the Thinking School, Learning Nation vision puts the
steering wheel to creating the future of schools into the
hands of school leaders and the school community. This
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guote may be relevant 1o us in our journey to build Thinking
Schools and Learning Organizations - “The only way to
determine the future is to create it." W

' Speech by Prime Minister Goh Chok Tong at the Opening of the Tth
International Conference on Thinking, 2 June 1937

* “The Fifth Discipline: The Art and Praclice of the Leaming Crganization”
Peter Senge, Doubleday Currency, 1990

? “The Trilion- Daollar Vision of Dee Hock” by M. Mitchell Waldrop, Fast
Company, Oct-Noy 1996

* This causal loop diagram was developed during a series of Workshops
conducted in Singapore by Mr Daniel Kim and Ms Diana Cory,
Organization Consuliants, in 1995

#“The Leader's New Work: Bullding Learning Organizations”™ Pater M.
Senge, Sloan Management Review, Fall 1390 Volume 32 Number 1

® “ The Fifth Discipline: The Art and Practice of Learning Organizations™
Ibid

Mrs Ding Seok Lin is a consultant in Organization Development.
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Systemic Change: Rethinking
the Purpose of School

Tony Wagner

That there are so few examples of sustained, systemic change
in our nation's schools should not come as a great surprise. We
have had little real incentive to rethink the purpose of education
since the Indusirial Revolution, when schools had to be
redesigned to prepare a largely immigrant labour force for new
forms of work and citizenship.

Now, in another era of rapid economic and social transformation,
the business world finds that it must adapt to new technologies,
changing markets, and global competition. This new revolution
in the workplace, in turn, suggests fundamental reforms for
education. In fact, many school critics are proclaiming that
business has all the answers for schools. The same was said at
the turn of the century when new industrial practices — notably
Frederick Taylors principles of "scientific management" — pointed
the way for the development of now obsolete *factory* schools.

Education for new forms of work is a necessary but insufficient
reason for undertaking systemic change. Educators must also
consider the competencies requirad for active citizenship as well
as changes in both students' capacities and incentives for
learmning. Profound and ongoing changes in the workplace, inthe
requiremeants for global citizenship, in the nature of knowledge,
and above all, in the needs and concerns of our students — all of
these must be taken into account. Such "systemic” reflection —
rather than reflexive reaction to outsiders' demands — should be
the starting point for developing an educators’ methodology for
improving schools,

But before considering how o encourage thoughtful community
discussions about pumposes that will lead to systemic changes,
let's look at some of the limitations of business models for
restructurning schools.

Corporate Models and Education

Recently, superintendants and community leaders have turned
to the ideas of Deming, Senge, and others in their search for a
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methodology for systemic change. Leoking for answers outside
one's organization was also the first step that some corporations
took more than a decade ago. Then — as now in schools — a
vanety of new theories were quickly imported: Quality Circles
from Japan, the team alternativa to the assembly line from Valvo
in Sweden. Some ideas and modeis truly pointed to new "best
practices,” but others proved ineffective or had te be modified
substantially to work in American companies.

While we can learn much from business models for change, we
must not forget that the most successful "locally grown” efforts
have been substantially refined through years of R&D. For
example, it has taken Ford 12 years io develop and implement
design and manufacturing changes that only recently have
resulted in such significant payoffs as the Taurus beating out
Honda's Accord for the numbaer-one glot in American car sales.

Efforts to apply corporale models 1o educational change risk
failure, in my experience, when the difierences between
businesses and schools are not clearly understood. The task of
creating consensus on the need for and the goals of change —
as well as new incentives for risk taking — are much more
complicated in schools, Because corporations can see the
problems and relativiey quickly measure the effects of change
efforts through a variety of quantitative measures — improved
quality, profit, and market share — there is rarely disagreement
about goals. Likewise, betier numbers become obvious Incentives,

In communities, however, there is little agreement about the goals
of school reform or how improvements might best be measured.
My interviews with parents, business leaders, educators, and
students in a variety of communities reveal strikingly different
views. For a lot of parents, the problem is getting test scores up
and their kids into good colleges and solid careors. For some

business leaders, it's making sure kids have basic skills; others
want to produce a world-class work force. For many educalors,
the problem is simply getting kids to have more respect for
learning and authonty and 1o do some homework.

Rarely are students asked what they think the problems are in
their schools. While some of the TOM and other change literature
may refer to students as "customers,” most educators still act as
though vocal parents, standardized test makers, and college
admissions committees are the customers thal maftter the most.
Students are much more frequently thought of as the recalcitrant
'raw material® from which quality products must be fashicned.
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Unlike steel, however, students must be motivated to improve.
Ask many middle and high school-age sfudents what's wrong
with their schools — as a group from the Institute for Education
in Transformation at recently did — and they will tell you. Schools
"hurt their spirit,” classes are boring and irelevant to their lives,
and people seem cold and uncaring.’

How can we motivate feachers and students to change — and
parents or community members to support long-term change —
if we can't agree on what the problems are? Even the most
thoughtful reform efforts — such as those represented by a few
schools in the Coalition of Essential Schools — frequently run
into trouble in their communities after a year or two because they
began with surface answers — like "student-as-worker" and
"teacher-as-coach" — rather than thoughtful discussions about
why change is neceassary.

Business models as applied to schools lack a methodology for
creating consensus about the goals for meaningful reform. While
their focus is "systemic,” the outcomes are expert- or theory-
driven solutions to problems that are not broadly understood.
And all too often, these new ideas and practices are imposad
from above, with little — if any — discussion among the people
most affected: teachers, parents, students, and community
members. Without broad agreement about the kinds of changes
needed and why, these "systemic" afforts are no more likely to
succeed than so many other educational innovations we've sean
come and go.

The Right Questions

Thereal challenge in developing a methodology for school reform
is not as abstract or mystical as the corporate change literature
makes it seem. The problem is — first and foremost — an
educational one: how to create conditions that will promote
infarmed, thoughtful discussion about purposes among feachers,
students, parents, and community members. For example, what's
right — and what's wrong — with our schools? What should the
goais of school improvement efforts be?

While the searchfor answers and the struggle to implement them
is indeed difficult and time-consuming, the real methodology for
systemn change begins and ends with ongoing. authentic
conversations about the important questions. My work as a
consultant for school improvement over the past four years points
to five essantial questions:




1. What are our schools' strengths and weaknesses?

2. What is our vision and what are our core values for a betier
school?

3. What are our priorities and strategies for change?

4. What structures do we need fo reach our goals?

E. What new skills and resources will we need?

What Are Our Strengths and Weaknesses?

Individual schools — or even entire districts — need to take an
honest look atwhat is and isn't working in their schools. Too often
that assessment begins and ends with a look at numbers — test
scores and dropout rates, and perhaps a parent survey. Rarely, if
gver, are teachers and students polled.

Even if students and teachers are consulted, the "numbers
approach” to a school needs assessment tells us nothing about
how individusls think about problems or their ideas for solving
them. Numbers cannot capture people’s thinking about why
there's a high dropout rate, for example, or what ideas they might
have for improvements,

Mumber are also misieading. Too many wealthy suburban schools
today aren't considering any kind of systemic changes because
their test scores and college admission rates are OK. But these
indicators tell us nothing about the quality of students' work or
thair lives. As long as kids continue to get into good colleges,
school officials in many "good” districts don't consider high student
anxiety and boredom in school and increasing subsiance abuse
"after hours® to be evidence of a need for change.

Just as a growing number of businesses and political parties
have done, so must schools begin to use gqualtative research to
understand what and how people think. Focus groups have been
used successfully for years by organizations like The Public
Agenda Foundation (founded by polling analyst Daniel
Yankelovich and former Secrefary of State Cyrus Vance) to
undersiand people's thinking about complex social problems and
policy questions. The results of focus groups are a far better
indicator of individuals' deepest concerns and priorities for
change. Even more important, focus groups led by skilled
moderators can introduce new ways of viewing a problem and
determine whether or not different groups can then see change
in a new light. This latter application is crifical forthe school change
process.
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As communities begin to discuss how schools need fo change,
they must first consider the ways in which our society has changed
over the past quarter century. Focus groups can explore how various
people see the problems in schools and also present data that will
clarify the need for change. Itis far easier to develop consensus for
educational change among different groups when they are
presented with a common framework for viewing the issues.

What are some elements of such a framework? First, we must
understand how rapid technelogical, economic, and social
changes have radically altered the skills needed for productive
wark, active citizenship, application of knowledge, and
development of good habits for personal growth and health. Then,
we must consider how students have changad. Raised in a
consumer and work-obsessed society with less connection 1o
caring adults, many young people seem emotionally needy,
hungry for instant gratification, and addicted to passive forms of
entertainment. Compared to previous generations, they are less
hopeful about the future and less motivated by traditional
incentives for learning — respect for authority and belief that
hard work will get you where you want fo go. It is only by first
coming to agresment on ways in which the world and students’
neads have changed that we can conceive a common framework
for rethinking the purposes of education.’

Serious efforts for systemic change in schools should begin with
a series of focus group sessions with present and prospective
parents, business and community leaders, educators, and present
and former students. Topics should centar around our schools'
strengths, weaknesses, and priorities for change in light of
society's evolving educational needs and priorities. The results
should then be presented and discussed in "Town Meeting for
Learning,” where mixed groups try to understand and work
through areas of disagreement. The goal is to create a public
mandate for change that is sustainable.

| recently conducted a series of two-hour focused discussions in
a community where there were some surprising findings — as
weil as significant rewards — for the courageous team of high
school teachers and administrators who sponsored them. One
finding was that community members and parents did not blame
teachers for the problems in schoals; rather, they saw teachers
as caring people and felt that our society as a whole should
assume responsibility for improving education:

Second, after reflecting on the challenges of preparing students
for the 21st century, community members were more prepared
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to support profound curriculum changes than teachers had
assumed — including & greater focus on competencies, rather
than coverage; more interdisciplinary and team teaching; and
the development of alternative forms of assessment,

Focus group work with students revealed that they, too, want to
take more responsibility fortheir learning. They also want a school
climate that actively nurtures greater respect for students and
adults alike, as well as closer informal "advisor" ralationships
between teachers and students.

Finally, the focus group process contributed to an increased sense
of trust and respect for educaters in the community. Everyone
appreciated the invitation to become more involved — and the
gpportunity to have a voice.

All these findings formed a foundation for answering the second
essential question of systemic change.

What Is Our Vision For A Better School?

An honest discussion of real problems in schools is the "stick” of
educational change. But without a "carrot,” teachers will lack the
morale and the incentives for risk taking. Communities need to
agree on an inspiring vision to drive the change process.

Through holding Town Meeatings for Learning and then creating
working task forces around specific skill and subject areas,
communities can begin the hard work of coming to agreement
on goals for change. Developing a vision means finding new
answers to age-old questions: What does it mean to be an
educated parson today? What should students knowand be able
to do in order to graduate from high school? How do we best
prepare our students for the future?

Lofty-sounding mission statements routinely adorn schools'
conference rooms and superintendents’ offices. But if a mission
statement is to be a true road map for change, it must be both
broadly understoed and translated into explicit criteria for
assessing results. When small committees of educators and
parents develop statements about teaching"critical thinking” or
"citizenship skills,” for example, nothing really changes. Itis quite
a different process for an entire community to define skills in
terms of specific outcomes — such as the ability of students to
analyze opposing editorials on an imporant issue and then write
one of their own, for example. Creating a vision of a better school
must include definitions of real outcomes and discussion of how
they can best be assessed.
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Core values are an essential aspect of a vision for a bettar school.
Improving the quality of life and relationships in individual schools
may be as important as redefining the goals in the change
process. Students won't leam and teachers won't collaborate if
they don't feel respecled. In other words. change involves the
heart as well as the head. While a vision statement clarifies the
desirad outcomes of change, core values define how we treal
one another — and what kind of people we aspire to be — in the
process. Together, they become the coliective mission of the
school community and the basis for designing and evaluating
the change process.

in one school where a successtul systemic change effort had been
in place for several years, | faclitated a series of focus groups with
faculty, students, and then parents. We began with questions like:
What behaviors are of greatest concem to you here at school?
What behaviors would you like 1o see more of? Within three months,
the school community agreed on the following values as their
guiding principles: honesty, respect for self and others,
responsibilty, and citizenship. With a common framework for talking
about school climate and values, studants, teachers, and
administrators alike began to view their own and one another's
behaviors according to very different standards. For the first time,
students voiced a concem long felt and silently suffered by
individual teachers — that students showed little respect for one
another or for adults. They also asked teachers to gossip less about
students and to plan more community-building activities. A greater
sense of respect and community soon evolved, which, in tum,
prompted students and teachers to take greater intellectual risks.

What Are Our Priorities?

The next step in tha process of systemic changa is to develop clear
priorities and a timeline for change. School board members and
community leaders must make clear their leng-term commitment
to a carefully thought-out strategy. Experience in corporations
suggests that systemic change takes five ormore years,

Like many CEOs, superintendents are under tremendous
pressure to produce shori-term results. Lacking a long-lerm
contract and subject to the shifting sands of local politics, many
well-meaning superintendents committed to systemic change feel
they must undertake everything all at once in every school — an
outcome-based diploma. interdisciplinary teams, a themeo
curmiculum, heterogeneous grouping, advisory groups. As a result,
even the best, most supportive teachers feel frustrated in their
efforts, while the skeptics become even more resistant. All-at-




once change efforts too often leave parents and students
confused and demoralized, as well. Deep-seated resistance to
change can, thus, quickly coalesce. Too little time and
consideration are given to the new skills everyone — teachers,
sfudents and parents — needs to become effective participants
in the process.

Different communities will evolve different priorities for change,
depending on their most urgent needs. For many, moving toward
an outcome-based curriculum, where students exhibit mastery
through portfolios and exhibitions, centers everyone's attention
on a concrete change. The resulis are cften dramatic in terms of
improved student motivation and performance. With proper
training and support for teachers, teacher-student advisor groups
and shared govermnance structures can quickly contribute to
enhanced student-teacher relationships and a grealer sernse of
community. On the other hand, the development of inter-
disciplinary curriculumn units — a much more time- and labor-
intensive process — will likely require substantial summer work
and fundamental changes in a school's schedule — and so might
better be deferred.

Whatever the initial priorities for systemic change, there should
be no more than three to five cbjectives, and they should be
broadly understood and supported through focused staff
development. Further, priorities must be periodically assessead
and modified, as necessary, by a representalive school
improvement committee. Every year, entire school communities
— as well as individuals and teams within each school — should
evaluate progress toward priorities set the previous year and
agree upon the focus of the next year's efforts.

An essential part of any strategy for systemic change by
corporations is research and development of new "best practices”
both within and beyond the organization. For example, rather than
try to change the entire company all at once, Compag Computer
createda small division to develop better manufacturing techniques
— a "skunkworks” shop. Once this autonomous unit had perfacted
the new methods, staff members then taught them o cthers
throughout the company. This same process, is the essence of
the strategy Debbie Meier is using to replicate her successful
Central Park East model in six other New York high schools ?

To develop and refine best practices for sysiemic change, we
need a network of "skunkworks" schools of choice for educational
R&D in schodl districts throughout the country. Let each district
agree on a few clear prionties for these schools (or programs



within schools), staff them with teachers interested in trying new
ideas, open them to representative cross sections of families who
choose to be inthe program, agree on ways in which their work
can be periodically assessed — and get out of the way! One of
the most important ways in which state governments and the
U.S. Department of Education might support systemic school
change would be to provide the “venture capital® and technical
assistance needed for the creation of such lab schools.

What Structures Do We Need?

Superintendents and school boards often implement systemic
change by imposing administrative, organizational, or structural
reforms. Creating schools of choice, combining schools,
eliminating department heads, resiructuring the roles of central
office staff, or implementing site-based management are some
of the more common examples. Such efforts are, at best,
premature. More often, teachers view them as capricious or
illogical when the changes are not explicitly linked to new goals
and strategies.

And they don't work. In her review of research on school-based
management efforts, Jane David found few examples of site-
based managed schools where school councils dealt with any
issues "more difficult than creating a new discipline policy or
decorating the entranceway." And in a recent RAND Corporation
study, High Schools With Character (1220)," researchers
concluded that in efforts to improve inner-city schools

choice and the deregulation that accompanias site-based managed schools
create the extemal conditions for effectve schools. But the internal conditions
— deveioping & coherent mission statement and the ndividual character
that appeals io students and teachers — matter equaliy

The study went on to document the need for “focus schools.

These studies confirm my own experience: only after goals,
priorities, and sequential steps for change have been defined,
canthe conversation about new structures make sense. The need
to decentralize management, elect committees for shared
decision making, develop new methods of assessment, and
create new ways for parents to get involved — all become more
apparent and logical when they are explicitly designed to serve
the change process. Agree on goals and values and define the
tasks first. Then ask people how they wani to work together, and
what they need to get the job done.

20




Which Skills? What Resources?

Community dialogue and agreement on the problem, a clear
vision, core values, a few carefully chosen priorities rooted in a
sequence of steps for change, and new or revamped decision-
making structures — all will help define more clearly the need for
the new skills and resources required to sustain the change
process at every level,

With a clearer sense of system and school priorities,
administrators and teams of teachers can more readily define
what kinds of fraining and technical assistance they need. Parents
may form their own support groups to better assist their children
in school. And business leaders will find that they have new roles
to play — helping the community to support change and serving
on school improvement committees where people want to leam
the skils of teamwork, agenda-setting, delegating, and so on.
With greater involvement and clarity about the goals and methods
of change, it also becomes easier to make the case to
communities and businesses that new resources are needed to
sustain systemic change.

Schools are beginning to recognize an additional need: the
suppor of what Ted Sizer calls a "critical friend." A consultant
who has both an understanding of the research and broad
experience in schools attempting change can:

+ lead the focus group sessions:

* help educate the community about economic and social
changes;

« faciltate the development of goals, priorities, and strategies;

= teach new skills; and

= critigue the ongoing work of commitiees, as well as individual
teachers and administrators.

Corporations that routinely use long-term consultants to facilitate
change have found that the expense is more than offset by
improvements in both the speed and effectivenass of their change
Process.

Time: The Essential Resource

Even with help, change comes slowly. In my experience, the
scarcest resource in the change process — even more than
money — is time. Time for teachers to discuss students' needs,
observe one another's classes, assess their work, design new
curriculums, visit othar schools, and attend workshops, Time for
leaders at all levels to reflect and plan collaboratively, Time —
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perhaps five years — to rethink the purpose of education, reinvent
teaching and learning, and create new school cullures.

Can educators make the case in their communities for taking the
time needed to do it right? Perhaps — but only by creating
inclusive, thoughtful, compelling conversations about purposes
and other critical questions. And then by acting with urgency,
discipline, and courage. B

' See Claremont Graduate Schodl, (1992), "Voices from the Inside: A
Report on Schoaling from Inside the Classroom.” (Claremont, Calif -
Claremont Graduate School),

| outline a proposed framework in greater detail in “Improving High
Schools: The Case for New Goals and Strategies," (May 1993), Phj
Dafta kappan.

 See The New York Times, July 14, 1993, A1,

* Bee J. L. David, (May 1989), "Synthesis of Research on School-Based
Management,” Educational Loadership 46: 45-53,

*F. Hil, G, Foster, and T. Gendler, (1990), High Schools With Character,
(Santa Monica, Galit.: HAND Corporation).

Author's note; Wagner's book, How Schools Change: Lessons from Thres
Communities, will be published next spring by Beacon Press.

This article was first published in Educational Leadership, September,
1993.

Tony Wagner s an Assistant Professor of Education at the University of

New Hampshire and a consuitant for school improvement. He can be
reached at 223 Lakeview Ave., Cambridge, MA 02138,
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TQM, Skills And Training In
Primary Schools

Tan Cheng Yong

A learning
organization is

one that is
proficient at
creating,
knowledge and
at altering the
novel
information.
In addition, it
must
continuously
learn and

unlearn.

INTRODUCTION

The notion of learning has been realigned in the landmark speech
by Prime Minister (PM} Goh Chok Tong at the opening of the 7"
International Conference on Thinking on 2 June 1997 where he
emphasised that leaming should ensue after formal schooling
ceased.

This article seeks to link organizational learning to total guality
management (TOM). Next, it describes four salient categories of
skills necessary to effect a transformation of our teaching
profession to a high-quality, high-skill equilibrium with TOM. These
skills clusters encompass job skills, quality management, cross-
functional leaming and group-process management.

LEARNING CRGANIZATIONS

A learning organization is one that is proficient at creating,
transferring knowledge and at altering the behaviour of its
members to reflect novel information. In addition, it must
continuously learn and unlearn. This means that it must acquire
new capabilities and integrate them with present ones as well as
eradicate those that impede improvements. In this respect, the
learning culture engenderzd transcends fine-tuning (iImplying
conformity) or reactive responses in times of crisis,

LEARNING PROVISION IN OUR SCHOOLS

Members of a leaming organization enjoy easy access to training
opportunities and possess learning plans. Furthermore, learning
is construed as being much wider than training. In our primary
schools, teachers are enccuraged to select appropriate courses
10 attend and jointly prepare the school's training rmasterplan with
principals and heads-of-department (HODs) at the beginning of
the year. Furthermore, sharing of experdise with colleagues and
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many other forms of skills acquisition are considered as learning
too. In this respect, teachers manifest self-managed leaming,
not only training, via the collectively-determined training goals
and plans.

The training guidelines stipulate that each teacher is to establish
ae a target 100 hours (or 12.5 days) in learning per year. 60% of
the training time must pertain expressly to education and teaching
while the remaining 40% can be allotted for personal development
which seeks to develop the overall personality of a person and
enhances his ability 10 perform varied tasks in future.

The MOE has adopted a liberal definition of training for our
teachers too'. For the purpose of discussion, these leaming
opportunities are divided into five categeries here. The first group
pertains to school-based workshops conducted by external
consultants or school staff. The second cluster relates to
professional sharing by school staff themselves and
encompasses observation of classroom lessons conducted by
exemplary teachers. In-service courses comprise the next group
of training events. Yet another avenue of training is derived from
structured on-the-job training (OJT) which includes the mentoring
of new teachers. The last category encompasses all learming
opportunities that will either enhance the professional capability
or personal growth of our educators.

TOTAL QUALITY MANAGEMENT (TQM)

TOM comprises four salient and enduring change principles.
Firstly, it underscores the importance of learning and continuous
innovation in organizations. Secondly, it zeroes in on work
processes and emphasises training employees to examine and
improve. Mext, it identifies uncontrolled variance as the
fundamental cause of quality problems and acknowledges that it
can be managad by those who perform an organization’s front-
line tasks. It also encapsulates the usage of systematically-
gathered information at every paint in a problem-salving cycle.

For TQM to flourish inan organisation, many circumstances have
to be present. Many organizations with TOM programs have
considered employee involvernent as aninseparable compenent
of TQM on which the success of TOM is contingent upon. In
particular, work improvement teams (WITzs) represent a variant
of the quality control circles (QCCs) which originated in the 1970s
in Japan where members are tasked to solve specific quality
problems.




EMPLOYEE INVOLVEMENT IN OUR SCHOOLS

We have described WITs as being iconic of QCCs and
supplemented by the suggestion schemes in cur schools. They
represent improvement efforts and members of WITs received
specialised training, identify pertinent problems, propose solutions
and gamer data to examine the viability of their recommendations.
Furthermore, WITs' projects from various schools are shared on
tha recently revived Ministry of Education (MCE) WITs' Day and
showcased in the annual MOE publications "Sharing of WITs'
Projects”. As for the suggestion schemes, winning suggestions
receive tokens of recognition such as MRT cards. Such
celebrations legitimise quality enhancements. Participation in
WITs and suggestion schemes constitutes part cf the staff
performance appraisal too. In line with the PS21 imperative, MOE
has also organised seminars on "Quality Service Culture in
Schools® to nurture a customer-focused perspective in schools.
In addition, many schools engage consultants to deliver
“Teamwork” workshops to their teachers.

FOUR DIFFERENT SKILLS CLUSTERS

Training prescribed by MOE largely pertains tc job skills like the
use of computers. Monetheless, four other categories of skills
development exist and it is equally vital to equip teachers with
these skills to institutionalize continuous improvement for
successiul TQM. These include job skills, guality management,
cross-functional leaming and group-process management.

{A) JOB SKILLS TRAINING

The conventional domain of training lies largely in job skills
development. "Job skills' can be described as encompassing
all technical knowledge that organisational members require
for success in their tasks. In our schools, these include
pedagogical principles (like how to teach a subject and
manage a class) and operating and trouble-shooting IT
devices like computers. Furthermore, members of a leaming
organisation must be willing to embrace new technologies
too. This can come from the lateral exchanges of experience
and feedback fram other teachers or even mentoring
arrangements with proficient colleagues. Teachers must also
understand how the school functions, including how students’
fee payment arrears are processed and how to make
equipment purchase requests. In this manner, if Music
teachers feel that Encarta CD-ROMs are useful in the teaching
of music, they would not be impeded in going abou! requesting
the purchase of the software.
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In fact, leaming is often an important by-product of the
interactions that occur on the job. This lends justification 1o
structured OJT as an appropriate means of imparting the
requisite skills that employees need as endorsed by the OJT
2000 Plan but nonetheless neglacted in the training schedule
of most teachers. Structured OJT refers to a mode of
instruction whereby employees are systematically taught to
perform their tasks by actually doing them at the workplace
but excludes employees’ leaming that is acquired through self-
exploration. While all teachers underge training at the National
Institute of Education (NIE), it cannot be denied that the
training they have received comprise largely pedagogical
principles untempered by the classroom situation. Therefore,
itis desirable for our teachers to undergo structured OJT. This
involves identitying specific training objectives, appointing
proficient teachers (like HODs) to be coaches, designing a
training schedule and evaluating the progress of the program
periodically.

(B) QUALITY MANAGEMENT

Quality management is pertinent in the provision of quality

service in our schools. This implies that teachars must

understand what TQM is, what their roles are, how to achieve

TGM and the school's direction as communicated in the

mission statement, They must also be aware that they have

two groups of clients, chiefly external and internal customers.

External customers are like the parents who need to be ens tmhm
advised on their newly-enrolled Primary 1 children. while an : :
llustration of an internal customer is the teacher who arrives must

at the classroom, expecting that it will be thoroughly cleaned understand
up by the Art tleacher using the same room during the previous :

pariod. MMiE.

Schoaols can also adopt “benchmarking” which involves :
pathering information about best practices from other model roles are, how
schools like independent, autonomous, Special Assistance to achieve

Plan (SAF) or neighbourhood value-added (VA) schools. The he
emphasis that excellent ideas should be shared amang TQM anﬁth@
different scheols and multiplied can be considered as a variant school’s

of benchmarking too. i

In addition, every teacher should be equipped with problem-
solving skills and be a buit-in team quality control expert. In
this regard, schools with WITs familiar with identifying

problems, employing decision-making heuristics invalving stat t
collecting data, evaluating alternatives using scientific/ S i
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statistical tools (e.g. control charts and Pareto analysis) and
making improvements are basking in an environmeant of
leaming. This is further augmented by individual suggestion
schames addressing many different areas of concern.

(C) LEARNING FROM CROSS-FUNCTIONAL TEAMS

The learming enterprise frequently organises its employees
in eross-functional teams to benefit from the diverse
capabilities of its members. Notwithstanding the penefration
of WITs in our schogls, mest of them are composed of
members from the same department or committee and do
not transcend functional boundaries. The annual review and
sharing of workplans of different departments has undoubtedly
heightened teachers' understanding of the agendas of the
departments of which he is not a part of. Our schools can
advance a step forward by organising teams comprising
teachers from different departments. Alternatively, it can
periodically rotate teachers among dfferent core {e.q. English),

non-core (e.g. Physical Education) departments; extra-
curricular activities {e.q. Rope-Skipping) and supporting
committees (e.g. Discipling).

Such pro-learning work organisation offers many strengths.
Firstly, it facilitates an appreciation of the different perspectives
of other teachers. It also permits teachers to comprehend the
nature of interdependency and establish collective quality
goals. More importantly, the linkage among diverse
perspectives may lead to novel solutions. This arrangement
also provides multi-skilling which enriches the job.

(D) GROUP-PROCESS MANAGEMENT

In & participative organization where employee involvement
and teamwork is prevalent, employees need to be armed with
effective interpersonal skills. These encompass the ability to
communicate unambiguousty; listen to, express viewpoints
uninhibitedly and disagree strategically. This insight is
particularly home to primary schools where each teacher is
concurrently a member of a few different committees and thus,
experencing multiple opportunities o interact with colleagues
from common or even different teams. In particular, conflict
resolution can be helpful in meetings where different group
members interpret the same piece of information differently
and hold different preferences. Furthermore, traits of team-
leading and building are rarely congenial fo team members
but are nonetheless susceptible to training.
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CONCLUSION

This article has attempted to examine organizational leaming
from the angle of TGQM. It has scrutinised the characteristics of
the training which our primary school teachers are recaiving and
suggested that training of a radically different nature should be
offered to augment the skill repertoire of teachers. W

" Ag discussad, this broad interpretation is necessary to develop schools
infg genuine learming organizations,

Tan Cheng Yong is a teacher and library Co-ordinator in Loyang Primary
School
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Disciplines of the Learning
Organization: how could they
work for you and your school?

Dr. Chong Keng Choy

My children
are the shoots
and my
teachers are
the bamboo
trees, giving
them security
while they
learn and
make
mistakes as
consequences
of learning,
nurturing
them.

A dialogue among principais in one fictitious school cluster
[This fictiticus dialogue is based on my experience gained from
tacilitating ten groups of principais in “dialogue” during two
Learning Organization Seminars conducted at the Mational
Institute of Education recently in September 1998.]

FH:
8.3
B.C.:
TS

cC:
G.S:
29

G.5.
BC.

G5

B.C.:

S8

My school is my family ... a seccnd home for my children.
And mine is a space ship.

| see myself growing bamboo clumps.

1 run a tight ship.

| work and play in my country club everyday.

| think my school is a garden.

| am the shepherd and | tend my flock.

Why do you think of your school as bamboo clumps?
Well ... | think of the wonderful qualities of bamboo trees
... Strength in the tace of strong winds, resilience, support
for one another ... | could grow a garden school of my
bamboo clumps.

You are welcome lo grow them in my garden. | see a
beautifully sculptured fountain in the midst of the garden
and life-giving water flowing through it. from it, and over it
My children drink from this fountain which also sustains
the whole garden as an envircnment conducive for my
children to grow and learn in. They could also learn from
the bamboo trees, orchid plants, birds flying freely ...
More than just learning from bamboo trees ... | see each
classroom as a bamboo clump rich with bamboo shoots.
My children are the shoots and my teachers are the bamboo
trees, giving them security while they learn and make
mistakes as conseguences of leaming. nurturing them.
My space ship is completaly high tech ... flowing energy
like flowing water nournshes the space ship. Singapore is a
high tech creation and will become more beautifully artificial
to compete na more and more creative world of the future.

Globalisation is the trend for us o ride.
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GS:

55

T.5.:

Gc.C.:

58

GC.:

But Singapore is a garden city and a very beautful one
indeed. Why does the garden city need your space ship?
My garden school is one among all cther garden schools
in the garden city.

Our world Is Spacaship Earth. Singapore is a spacecraft
among other space crafls on Spaceship Earth, perhaps a
very beautiful high tech garden spacecrall. My Spaceship
School could be just as beautiful and high tech a garden
spacecraft hovering in global cyberspace where my
children can leamn and create in safety. MOE has put in
and planned to put in large amount of money into
information fechnology (IT) for education. IT is the fastes!
growing creative and leamning technology in Singapore
today. The reality is that my garden school spacecraft has
the greatest chance of success it | ride the IT trend.
Spaceship must be run as a tight ship. Discipline is
necessary for safety and for learning to be experts.
Cyberspace is a nich and dangerous world. Children need
discipine and self-control to negotiate ihe future. We desire
that our children should excel in whaiever they have the
potential to excel. The desired outcomes of education could
be achieved only when cteldren and teachers are kept able
with dedication and will. They need discipline for the long
years of study to become expens in the future.

We are moving from an efficiency-driven school system
into an ability-driven school system. Why do you think
discipline is sufficient for the future? Civersity and choice
will reign supreme. Children must learn to choose the future
they desire. My country club gives my children and teachers
opportunities to choose and achieve their greatest potential.
Diversity is very important for meaningful choices to be
made.

Our ability-dnven school system is built on the efficiency-
driven one. Keeping our children and teachers able Into
the future must be done efficiently, given the fixed quantum
of twenty-tour hours for each individual and scarcity of other
resources. Diversity, choice, and efficiency could ge hand
in hand, and must indeed do so even for a country club.
Why do you think we are at odds here?

I think not. As long as we are based on Spaceship Earth,
scarcity is a fact of life and it will continue to be ona. My
country club will need then to have multi-level, multi-
segment facilities, all connected by a huge network,
perhaps like Singapore ONE, internet, ... perhaps a multi-
storied space craft for my country club to cater o the




s F:

C.C.:

F.H.:

B.C.:

G.5:

SE:

FH.:

6.5

diverse needs, interests, and varied potential of my children
and teachers.

Why are we moving away from the garden metaphor? |
need fields to bring my flock to.

Yea, | nead fields and open spaces for my country club.
My second home for my family of children is about people.
Remember that children love and want to be loved. People
nead people who need them. All this talk about
infrastructure omits the whole focus of education, which is
bringing out the best of our potential as human beings.
So indeed, why do we need a garden, high tech or not?
Yes, education is about human qualities, and bamboo trees
are object lessons of such enduring qualities. | still need
space to grow and nurture my bamboo clumps for social
growth and cifizenship. My children could drink deeply from
water fountains of life, images of knowledge creation and
dissemination, which maks the growth and sustenance of
civilisation possible.

The high tech garden of Singapore, perhaps in multi-level
networked configurations, could sustain a diversity of high
lech garden schools, where a thousand flowers bloom and
varieties of trees. shrubs and plants flourish. Your children
could find space in these high tech garden schools to grow
and learn, and establish their second home too, while
surfing the cyberspace from the security of home.

My flock could drink from the life-giving water fountains of
knowledge and play simulation games in the high tech
garden for preparing them for the future world and work.
Discipline as in self-control is important for moving through
the stages of children's development, but discipfines as
what can be learned are also crucial for education.

| am flattered to be given a beautiful high tech garden
backyard for my chiidren to play in, bui | want a home for
my children. lwant more than security for tham. They need
love and bonding that only human family could give. No
lavish houses or garden would do. Why are we not talking
about the details of bonding and interaction that
charactense teaching and learning? | believe that teaching
and leaming in the 21 century will be very differant from
the way we know them tocay. The advent of IT is changing
the way teachers and students will relate to one another,
We need to focus on disciplines that could help us realise
the full benefits of the Thinking Schoaol.

This network of high tech garden cyberschools of various
kinds can serve as a platferm forworking out the details of
the Thinking School. | see it as a node within a far larger
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global network of cyberspace which brings us info a whole
new way of seeking knowledge, creating if, packaging i,
interacting with students, parents. . . . . the dialogue
continues.

Now let us stop listening in, and think about ways that the
disciplines of leaming organization (Senge 1990) could help you
and your school, You could do this by reviewing the above
dialogue. The outline notes below could help you think about four
of these ways.

1. Create the school you deserve.

From the above dialogue, we could notice the generous use

of metaphors. They encapsulate important assumptions we

make about the word, how things work, conditions under

which these things could work, values and possible futures,

amgng many other things. The dialogue illustrates the

surfacing of many important assumptions made by principals

about their schools and the world. The discipline of the Mental

Models focuses on the surfacing of these important

assumpfions, and "dialogue” (see Senge, 1990 p. 238) is a

means for surfacing them. At the individual level, mental

models help you to know the assumptions that drive your

individual actions. We notice alse that metaphors are being SEEI.Ilg your
associated with one another. In other words, principals pa.rt in the
participating in the dialogue highlight the assumptions that LR ;
they could share although they continue to keep their personal the m m
metaphors. VWe know from the management textbooks that what yﬂ'ﬂ do
school culture consists of meanings and assumptions shared
by members of the school. From the above dialogue, the
principals of the fictitious school cluster clarfy the assumptions
that they could share with one another. They could have a
sense of what the cluster culture could look like. At the
organizational level, mental models guide you to contribute
creatively to the school culture, and in the above dialogue, a
cluster culture. Whatever your contribution, you have a part in
the creation of your school culture. Your school is what you
deserve. The school culture is not static. It changes over time.
We could be wondering how we could think about participating
successiully in culture creation. The discipline of systems
thinking is important for seeing the whole and the
interconnectedness within the whole. Seeing your part in the
whole and how what you do could have consequences for
other membars of your school organization is the prerequisite
for creating the schocl you deserve. Your school is in a larger
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system of many other schools, and so you have also to
recognise the interconnectednass among schools in
Singapore. At the organizational level, systems thinking gives
you the discretion to participate at your level in the process of
organizational change, by aligning your activities with other
school activities according to your understanding of the school
sysiem.

Think the unthinkable.

We think by analogy. We use metaphors, similes, images of
essence, and pictures to help us in our thinking and conveying
our thoughts. By looking for themes that run through our
descriptions of tasks and events, we are able to associate
meaningfully diverse fasks and events. By associating our
ideas with many other ideas in a meaningful way, including
those that do not seem to make sense, we could see better
the whole and the interconnectedness within the whole that
makes up the systerm. Thinking in terms of systems helps us
understand the underlying assumptions making up the ill-
defined problem we face. At the individual level, systems
thinking encourages you to make your problems tractable and
your personal aspiration achievable, through panrticipation in
organizational change. When someone has a thought and
shares it with you, this thought (which you found unthinkable
in times past) is thinkable now. By associating your thought
meaningfully with thoughts that other people shared with you,
you are able to work together with themn in solving the problem
at hand. Qur chosen response is then to solve ill-dafined
problemns by associating our thought with those that other
people shared with us, and not to sweep them under the
carpet. Iron sharpens iron. Understanding how other
successful people work, we enrich our mental models for
wiorking successfully too. At the individual level. shared vision
motivates you to get "some where”, and to do “great things™.
Shared vision is your mental model of pessible futures and

how to realise some that you desire.
Work with what is in flux now.

For example, the dialogue highlights IT and globalisation as
what are in flux. Consequences of IT and globalisationin flux
are discussed in Chong (1998). Riding such trends to desired
outcomes increases your chance of success. Helping others
to surface their mantal models of fulure possibilities helps us
also to clarify areas in which we can collaborate with others,
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There are many assumptions that other people do not shara
with us, but there are also many cther people’s assumptions
we share. The dialogue at the beginning of this paper gives
many assumptions, about high tech futures for instance, that
the principals of the fictitious school cluster share with one
another. They therefore are likely to collaborate in this area of
“high tech garden school” for personal and school success in
the future as they proceed with the dialogue. At the
organizational level, shared vision encourages you to
collaborate in achieving "greatness” together with others. The
ability to work with shared vision has implications for leadershio
behaviour, which will be different from that of most principals
today. As the Creative Leader of tomorrow, you will keep one
eye on Ihe horizon, and the other eye on what you will be
doing. You will also think about value addad for reaching what
is on the horizon by what you will be doing. The new image is
of creative leaders with foresight. In contrast, as the
Operational Managertoday, you keep beth eyes on what you
are doing. You also think about doing well what you are doing.
You are limited to and by what you are deoing. The new image
of creative leadarshipis so much more powerful for propelling
your school to level up and doing things not possible today.
You straddle between the beckoning future and the reality of
today. You can look back from the future, reviewing the
possible consequences associated with what you are
choosing to do now. Shared vision, in the mind of the creative
leader, can create collaboration with others to learm together
towards leveling up your school. Creative leaders will take
intzrnal school planning and assessment as opporunities for
learning together with teachers, students, parents, and other
interested parties for gaining greater capacity to level up your
school. By contrast, current school planning and appraisal
focus only narrowly on what or who went wrong and what or
who fo remedy the wrong. At the organizational level, team
leaming gives you the capacty to level up your school, through
internal school planning and assessment.

. Lead by serving others.

As the creative leader, you do not tell or command others.
You serve others by helping them surface their mental models
and foster sharad vision. Systems thinking is the discipline at
your disposal. You learn skills of the learning organization,
namely, “building shard vision®, “surfacing and testing mental
models”, and “systems thinking”. Your aim is the personal
mastering of these skills, and the process is “dialogue”, an




illustration of which is given at the beginning of this paper. At
theindividual level, personal mastery makes you an expert in
working with others to achieve “greainess”. Leading by serving
others is then a way to help every member of your school to
participate in the creation and sustenance of school culture,
that gains and sustains competitive advartage for the school
into the future. Everyone is then a leader. At the individual
level, team leaming gives you the capacity to reach heights
beyond your personal aspiration, not possible oulside
“dialogue”. Members of your school are encouraged to
participate actively. You are not alone in the job. The
organizational hierarchy that works so well, and should
continue to work, for you in routine work is now of no effectin
leveling up your school into the future. Participative
management is inclusive, not top-down or bottom-up. We
think of parinership among people with diverse needs and
values. Atthe organizational level, personal mastery calibrates
your individual SKA (skills, knowledge, attitude) for adding
value to collaborative effort towards moving your schoal from
the now to the future together with others. You do not think
you are sacrificing your mental model or your personal vision
when sening others. You always see your mental models and
your personal vision in that larger new whole of associated
mental models. This new whole did not exist in your mind
previous to the dialogue, but it is now yours in your enriched
mind. You see advantages accruing to your smaller self
in your bigger self (as one group of principals discovered in
a leaming organization seminar conducted by my colleague
and me recently). You see yourself achieving your personal
aspirationin that shared vision, and you want all your teachers
to see themselves achieving their personal aspirations in that
shared vision, which all could see so clearly now through the
dialogue. B

Summary

The five discplines of the leaming organization (Sange, 1990)
work al two levels, namely, the personal and the organizational
level. Statements of how they work at these two levels are
tabulated on the next page for easy relerence.



Table 1: Disciplines of the Learning Organization (LO) working af twe levels

LO Disciplines

[

Individual Level

Mental Models

Shared Vision

Personal Mastery

Team Learning

Systems Thinking

Help you to know the
assumptions that drive your
individual actions

Motivates yvou to get “some
where", to do "great things"

Makes you an expert in
working with others to achisve
“greatness’

Gives you the capacity to
reach heights beyond your
personal aspiration, nol
possible outside “dialogue”

Encourages you to make your
problems tractable and your
personal aspiration achievable,
through participation in
organizational change

Organizational Level

Guide you to contribute
creatively to the school
culture

Encourages you to
collaborate in achieving
“greatness” together with
others

Calibrates your individual
SkKA (Skills, Knowlecge,
Attitude) for adding value to
collaborative effort towards
moving your school from the
now to the future together
with others

Gives you the capacity to
level up your school,
through internal school
planning and assessment

Gives you discretion to
participate at your level in
the process of
ormanizational change, by
aligning your activities with
other school activities
according to your
understanding of the schoal
system

Two images of school leadership are contrasted in the paper, and they are tabulated on the next

page. Creative leadership is more consistent with the learning organization.
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Table 2: Images of school leadership compared

New image of school leadership Old image of school leadership
As the Creative Leader, you As the Operational Manager, you
* Keep one eye on the horizon, and *  Keep both eyes on what you are doing;

the other eye on what you are doing;

*  Think about value addad by what you s Think about doing well what you are
are doing for reaching what is on doing.
the horizon.

For readers who want to take a look at two prototypes of the
learning organization, they could read Schein (1996) on
Singapore's Economic Development Board as a learning
organization and Sullivan and Harper (1996) on America's Army
as a learning organization.
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