
According to renowned 
transformation leader and 
author, John P. Kotter, the 
word vision refers, “to a 
picture of the future with 
some implicit or explicit 
commentary on why peo-
ple should strive to create 
that future.”  As leaders, 
we need to remind our-
selves of the importance of 
the “why.” The why is the 
engagement, motivation 
and compelling reason for 
the change.  The “how” 
then becomes the roles, 
responsibilities and strate-
gies that move people and 
the organization to the vi-
sion!  Kotter says that in 
order for change to take 
place there needs to be a 
shared sense of a desirable 
future.  Two obstacles he 
describes are: under-
communication of the vi-
sion and inconsistent mes-
sages.  In his book, He de-
scribes how the magnitude 
of the task and some of the 
human resistance factors 
can play into possible fail-
ure.  One of the interesting 
factors that Kotter de-
scribes as “difficulties in-
herent to the process” is 
the internal struggle and 
doubt the leadership team 
may have with change.  As 
a leader, we need to ensure 
that we are a “change 
adept” organization, 
meaning we have the un-
derstanding, capacity and 
resources to sustain a 

change over a period of 
time.  Kotter also men-
tions in his 8-step process 
for change, that there are 
many questions that the 
“guiding coalition” has to 
answer in their own minds 
before they can effectively 
implement the change 
within an organization.  
“Guiding coalition” is de-
fined as those who have 
the power to influence oth-
ers.  These could be pilot-
ing teachers, people with 
positional power or those 
who are respected and 
trusted.  Two essential 
questions for identifying 
your “guiding coalition” 
would be: “Who is already 
aligned and engaged?” and 
“How will be able to get 
others on board?” Identi-
fying these individuals and 
creating a plan is an im-
portant step because peo-
ple can move others to an 
idea or a better state, 
which is the role of this 
coalition you are assem-
bling. 
The author outlines the 
seven key elements in the 
effective communication 
of vision:  simplicity, met-
aphor, multiple forums, 
repetition, leadership by 
example, explanation of 
seeming inconsistencies, 
and give-and-take. In our 
trainings with leadership 
and staff we offer this 
same reality of second or-
der change! 

If we accept Kotter’s view-
point of vision as a clarifi-
cation of the direction of 
change, then we must also 
understand the im-
portance of a shared vi-
sion.   
When building a shared 
vision with input from all 
shareholders, we are in 
essence building the ca-
pacity for creating the 
change.  As an organiza-
tion moves in the direction 
of the vision, the “why,” 
and starts to develop a 
sense of the “what” they 
will be able to develop 
shared leadership within 
the organization.  The idea 
of an engaged community, 
working collaboratively to 
move to a more desirable 
state seems to make per-
fect sense.  However, this 
is a progression that re-
quires the leader to bring 
clarity and a sense of col-
lective responsibility to the 
behaviors and actions of 
the entire organization. 
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P a g e  2  

”Culture 
changes only 
after you have 
successfully 
altered 
people’s 
actions, after 
the new 
behavior 
produces some 
group 
benefit ....” 
John P. Kotter 

Essential Question: 
How does involve-
ment increase own-
ership? 
That continuum is graphical-
ly represented in the chart 
above (Rosabeth Moss Man-
ter, Change Masters): 
The primary goal is to em-
power people to identify the 
needed areas of change and 
the autonomy and authority 
to make the change.  If peo-
ple within the organization 
can get beyond themselves 
and their needs to an under-
standing of the organization, 
deep and systemic change 
can occur.  This level is re-

ferred to as Participative 
Leadership. The impact on 
collegiality and the culture 
are very evident as you view 
the interaction of perfor-
mance (y-axis) and in-
volvement (x-axis.)   
It is important to note that 
Kotter offers a direct link 
between culture and trans-
formative change.  The view 
he offers is: 
“Culture is not something 
you manipulate easily. At-
tempts to grab it and twist 
it into a new shape never 
work…. Culture changes 
only after you have success-
fully altered people’s ac-
tions, after the new behav-

ior produces some group 
benefit for a period of time, 
after people see the connec-
tion between the new ac-
tions and the performance 
improvement.”  This quote 
demands that leaders have a 
strategic plan in place that 
monitors and measures the 
impact of the change on the 
growth and mindset of the 
people engaged in the work 
to bring the vision into real-
ity.  We need to understand 
that in the minds of the peo-
ple you lead, results matter! 
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Shared Visioning Continued…. 

“Shared Leadership 

occurs when group 

members actively and 

intentionally shift the 

role of leader to one 

another as necessitat-

ed by the environ-

ment of circumstanc-

es in which the group 

operates.”  Pearce, 

Hock, Jeppesen and 

Wegge (2010) Jour-

nal of Personnel Psy-

chology 

 Directive: Tell me the what and the how and I choose my level of per-
formance and engagement. 

 Communication and Understanding: I understand the what and 
the how 

 Problem Solving: I can identify how I can move toward the what. 
 Shared Decision Making: Collectively we can make decisions that 

move us toward the vision. 
 Participative Leadership: We all must engage ourselves in the joint 

work too, as we are collectively responsible for changing our current re-
ality into a better situation. 



“Vision 

must 

generate 

action, 

must 

involve 

change.” 

Knoster 

Managing Complex Change 
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When viewing Knoster’s model, notice that the left hand column is a starting point for mapping out a stra-
tegic plan.  As you cross this model, you will be able to identify the practices, procedures and action steps 
necessary to bring about the change you are seeking.  This tool combined with the O-Path can bring focus 
and direction to any change initiative that you are undertaking. 

 Vision- Is our vision shared? Have we developed a process for gathering all shareholder input, and 
have we aligned our decision making to this shared vision? Knoster states a “Vision must generate ac-
tion, must involve change.” 

 Skills- Do we have the right people, with the right skills? In terms of personal mastery, we would be 
redefining the roles of teacher, student and curriculum.  Also, developing the leadership and problem 
solving skills for every member of the learning community would be a priority.  These all impact the 
system ability to “do” the work required to make the change. 

 Incentives- Have you built a system with buy-in and a moral purpose? Incentives are both intrinsic 
and extrinsic, so that individuals may view the change as it relates to them.  The incentive is to move to 
a better place; all humans crave this internal drive.  Change is hard. Take the time to promote under-
standing of the change and everyone’s role in it.  Also, keep your eyes on the prize.   

 Resources- These are the items which people feel are necessary to enable them to make the required 
changes.  As leaders our implementation strategies need to address the time to develop, plan, imple-
ment and reflect on the change that is occurring. 

 Action Plan- These are the steps that are articulated out to direct actions towards future goals.  The O
-Path is a valuable tool that can aid leaders in identifying where they are in the process as well as next 
steps.  Data is crucial in this aspect of change.  Data can be quantitative in terms of achievement scores, 
or qualitative as in classroom observations.  When thinking about action planning it is essential that we 
identify the level of the organization to be changed and the corresponding strategy.  

Strategic Implementation: 

The What, Why and How of a change. 
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”Every system 
is designed to 
get the results 
it gets! ” 
G.T. O’Connor 

Step 1: Ensuring Align-
ment:  Connection to shared 
vision key performance indi-
cators.  In essence you are an-
swering the question: Where 
do we want to go? 
 
Step 2: Determining 
Goals: Identifying our need 
and capacity to initiate and 
sustain the change: How can 
we improve? First step will be 
defining the problem that you 
are trying to solve. This collec-
tive urgency is essential in 
shareholder understanding of 
the “Why” of the change. 
 
Step 3: Gap Analysis 
(Current Reality to Desired 
State) With the “why” we need 
change articulated it is now 
time to provide focus and di-
rection toward the Shared Vi-
sion.  GAP analysis break-
down: 
Goals: identify where we 
want to go as well as what 
challenges we’ll likely be faced 
with on the way 
Agency: what is within our 
locus of control/what success-
es, strengths, and resources 
can we build upon 

Pathways: identify and 
pick most appropriate 
route for our situation and 
identify a way to monitor 
our progress over time. 
 
Step 4: Prioritizing 
(First things first) Focus 
and leverage  “Urgent is 
defined as an activity 
that you or others feel re-
quires immediate atten-
tion, while an important 
activity is one that you find 
valuable and that contrib-
utes to your mission, val-
ues, and high-priority 
goals.”  Stephen Covey   
The essential outcome of 
this step: develop focus on 
the work, alignment of the 
supports needed for change 
and to prioritize the essen-
tial components of the sys-
tem to enact and accelerate 
the change process. 
 
Step 5: Action Plan 
(Plan, do, check and ad-
just) Action planning mov-
ing toward the goal, and 
continuously monitoring 
and measuring progress. 

Below are strategies that must 
be considered as we view the 
process of planning for inten-
tional and supported change. 
Instructional- What best 
practices already exist in my 
building? 
Organizational- How does 
our organization identify and 
promote best practices? 
Leadership- How does the 
leader model or measure the 
impact of best practices? 
Programmatic- What evi-
dence is there to show that 
predominant instructional 
practices are aligned to student 
achievement? 
 
Step 6: Long Range Plan-
ning (Continuous Improve-
ment) 
These elements are incorpo-
rated into a process of continu-
ous improvement and are 
guided and directed by share-
holders in the realization of the 
shared vision.  This is systemic 
transformational change. 
.   
Step 6: Long Range Planning 
(Continuous Improvement) 
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Strategic Planning: Getting Results! 

A complete copy of the O-

Path, Reinventing Schools 

comprehensive planning, 

monitoring and measur-

ing tool for systemic 

change can be found at 

http://

www.reinventingschools.o

rg/wp-content/

uploads/2013/10/OPATH

-V13ii-PACKAGE.pdf 

O-Path Connections 

Strategic Planning: SV.SP.02 (Developing) Organizational leadership has worked 
with stakeholders to develop a 7 year strategic plan that is aligned with each of the shared 
vision’s key focus areas. Action plans for initiating the change are developed. 

Strategic Planning: SV.SP.03 (Proficient) Organizational leadership has implement-
ed a 3-7 year strategic plan aligned with each of the shared vision’s key focus areas. For 
each strategic plan, actions are developed and implemented to achieve short-term goals.  



New Resources: RISC Leadership Training 

Modules and Instructional Strategies Training 
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The New Leadership Modules 
 
New Leadership Training Opportunities:  Transformation leadership is a vi-
tal component that drives a systems ability to build capacity and support for 
a personal mastery system of teaching and learning.  As an organization, 
RISC-MRL is working to offer timely, strategic and research based support to 
instructional leaders in a flexible and responsive  manner.  The develop of 
the leadership modules will offer organizations an opportunity to access stra-
tegic trainings as their organization moves through the change process from 
shared vision to conversations about recording and reporting.  
These modules are designed to stand alone or be offered in succession. 
 Strategic Planning, Transparency, Alignment and Measurement 
 Building and Sustaining a Shared Vision: Aligning Beliefs and Actions 
 Building Learner Centered Systems: Leadership Capacity and Collegiality 
 Instructional Leadership in a Personal Mastery System: Design the System (P. 1) 
 Instructional Leadership in a Personal Mastery System: Supporting the System (P.2) 
 Becoming a Data-Driven Organization: Strategic Action Planning and Continuous Im-

provement 

Instructional Strategies (IS) 
New Instructional Training Opportunity:  
To support teachers who have developed a 
Learner centered culture based on trans-
parency of the learning for personal mas-
tery (Classroom Design and Delivery).  
 This new level of training offers teachers 
the research, tools and practices to align, 
scaffold and differentiate instructional 
strategies to support learners in demon-
strating proficiency.   
 
Trainees will practice and utilizes “The Art and Science of Teaching” as a model for in-
structional design for intentional teaching and learning. 
 
Training Goals and outcomes: 
 Standard-Driven Approach to Lesson Design- Lesson plan outline with Intentionally 

Aligned Rigorous outcomes, assessment, strategies. 
 Instructional Strategies- Confidence in using Tool to align instructional strategy with 

rigor of learning. 
 Beliefs into Action- Development of a “Personal Toolkit,” to include  specific rigorous 

application of instructional strategies. 

RISC+MRL+ASOT= Instructional Strategies Training 



Colorado 
Adams County School District 50 
 
Michigan 
Kenowa Hills Public Schools, Grand Rapids 
Maple Valley School Dist, Fuller Street El-
em. 
 
Massachusetts 
Kehillah Schechter Academy, Norwood 
 
New York 
New York City Department of Education -
  IZone 
 
Florida 
Lake County School District 
 
 

Alaska 
Highland Tech High Charter School, 
Anchorage 
 
California 
Barack Obama Charter School, Los 
Angeles 
Ingenium Schools, Los Angeles 
Lindsay Unified School District, Lind-
say 
Klamath River, Early College of the 
Redwoods, Klamath 
Sierra Charter, Fresno  
 
Montana 
Lame Deer Public Schools, Lame Deer 
Bridger Alternative Program/Bozeman 
Public Schools, Bozeman 
 

South Carolina 
Red Bank Elementary School, Lexington 
Charleston County School District, Charles-
ton 
 
Maine 
Maine Department of Education 
Regional School Unit 4, Sabattus 
Regional School Unit 3, Unity 
Regional School Unit 2, Hallowell 
Regional School Unit 12, Whitefield 
Regional School Unit 14, Windham Ray-

mond School District – Windham,  

Regional School Unit 18, Messalonskee 
Regional School Unit 57, Waterboro,  
Auburn School Department, Auburn,  
Sanford School Department, Sanford,  
Biddeford School Department 
Wiscasset School Department 

 

 

Re-Inventing Schools Coalition 

1322 North Pioneer Peak Drive 

Wasilla, Alaska 99654 

Phone: 907.357.9080 

Fax: 907.373.6557 

Toll Free: 1.877.357.9080  

E-mail: admin@reinventingschools.org 

The Re-Inventing Schools Coalition (RISC) is a nation-

al nonprofit foundation established to transform edu-

cation systems around the world and produce dramati-

cally improved learning environments and achieve-

ment results for all children. We are committed to re-

inventing schooling as we know it so that all students 

are successful in school and life, regardless of their 

background, their culture, their home life, or their pre-

vious educational experiences. 

Stay in touch with us….. 

reinventingschoolscoalition 

 

@riscschools 

 

reinventingschoolscoalition 

 

This newsletter is developed by 

djoseph@reinventingschools.org 

 

Re-Inventing Schools Coalition and growing…… 

One Thousand Districts Realizing Their Unique Vision of Excellence 
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Feedback, questions or comments:  Contact– djoseph@reinventingschools.org 

Check out: Re-Inventing Schools Blog: Personal Mastery Works 

@blog.reinventingschools.org 
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