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Project Goals

A.

Á System leadersô capacities

Á Improve learning in especially challenging 

schools

B.

Á CASS as a learning organization

Á Respected public leadership

Á CASS profile



How We Got Here

ÁInitial framework (research + experience)

ÁSystematic review of evidence

ÁAnother draft of framework

ÁConvene research conference

ÁLaunch pilot studies

ÁAnother draft of framework

ÁCreate framework-linked assessment tool

ÁPilot training and ongoing implementation

ÁCurrent version of framework

ÁTodayôs leadership academy



Some Starting Points

ÁAlbertaôs current performance

ÁThe dangers of success

ÁChanges associated with globalization

***

personally satisfying lives

responsible citizens

productive members of the workforces



The future is not predicted

it is invented

But not entirely knowable in spite of our best 
efforts

soé

High performing districts will need the capacity 
to ñlearn their way forwardò



High Performance Districts
(the longer term)

ÁñPost bureaucraticò

ÁWidely distributed responsibilities

ÁMaking the most of collective capacities

ÁñFatterò not flatter (requisite hierarchy)

ÁFrom command and control leadership to 

educative, enabling and facilitating

leaderships



High Performing Districts
(the  shorter term)

ÁReview of empirical studies linking what districts 

do to improved student achievement

ÁCASS framework (combining research and 

experience)

ÁSurvey instrument based on this evidence about 

what high performing districts do



Where ñhereò is

The Present Framework

Four broad dimensions:

Vision and direction setting

*

Organizational Design & Alignment

*

Capacity development

*

Primacy of Curriculum & Instruction



Vision and Direction Setting

Includesé

District-wide focus on student achievement

*

Targeted & phased school improvement

*

Strategic engagement with govôt change and  

associated resources



Organizational Design 

and Alignment

Infrastructure alignment

*  Finances

*  Personnel policies and procedures

*  Organizational structures



Capacity Development

Includesé

District-wide sense of efficacy

*

Building and maintaining good relations 

*

Investing in instructional leadership

*

District-wide, job-embedded PD for teachers 

and leaders



The Primacy of Curriculum 

and Instruction

Includesé.

Approaches to curriculum and instruction

*

Uses of evidence for planning, organizational 

learning and accountability 



Beginning to Think Forward

New data abouté

ÁInfrastructure alignment

ÁBuilding and maintaining good relations

ÁInvesting in instructional leadership



New data about é.

Infrastructure Alignment

The subjective meaning of 

ñalignmentò



School Administrators Views:
Extent of District Alignment and Suitability of Alignment

ÁCurriculum, assessment tools, teaching practices, 
and instructional resources

ÁLeadership competencies, appraisal, selection, and 

development processes

ÁTeachersô classroom practices, teacher hiring and 

appraisal, and teach development processes

ÁBoard and school plans for continuous improvement

ÁBoard professional development strategies, board 

plan for continuous improvement, and 

school/classroom practices



Degree of Alignment Suitability of Alignment



Degree of Alignment Suitability of Alignment



So what?

ÅAlignment usually begins as an analytic 

processðalignment on paper

ÅAlignment is a matter of degree (more or less)

ÅWhat matters most is how suitable your staff 

believe the current degree of alignment is for 

their work

Do you know what your 

staff think about this?



New data about é.

Building Relations

Rethinking the role of PLCs



How Key Learning Conditions Behave 
in One Province (LSA project)

Acad

Press

Disc. 

Climate

Teach

Efficacy

Teach

Trust

Instr.

Time
PLC Leader

Gr. 6 Read 08

N = 120 .41** .49** .37** .45** .26** .11 .22*

Gr 6 Write 08

N = 119 .37** .40** .34** .43** .18 .14 .21*

Gr. 6 Math 08

N = 119 .46** .50** .44** .43** .21* .12 .26**

Gr. 6 Mean 

Achieve 08

N = 119
.45** .51** .43** .48** .24** .13 .26**

(Approximately similar results using Grade 3 scores)



Leadership

Key

Learning

Conditions

Student

Achievement

.65 .36

A Working Theory of LSA Effects



Leadership
Student

Achievement

Structural Conditions
ÅTime

ÅPLCs

Learning Conditions
ÅAcademic Press

ÅDisciplinary Climate

.68

.16

.45 -.20

.03

Teachersô Internal States

ÅTrust

ÅCollective Efficacy

.68

.19
.53

(Explains 22% of variation in student achievement)



So what?

ÅStructures (such as PLCs) offer no 
guarantees of productive working 
relations

ÅTo be productive, the interactions that 
occur within relationships have to be 
focused on the things we know from 
good evidence will matter for students 
(e.g. how to build academic press)

ÅSuch a focus is unlikely without 
leadership intervention



New data abouté

ÁA distributed perspective on instructional 

leadership

ÁImplications of the four paths connecting 

leadership influence to student achievement

Investing in instructional leadership



Correlations between 4 Patterns of Distributed Leadership 

& Some Key Learning Conditions (131 schools)

Teacher 

Trust in 

Leaders

Trust 

among 

Teachers

Collective

Teacher 

Efficacy

Academic 

Press

Planful Alignment .543** .327** .412** .435**

Spontaneous 

Alignment
-.140 -.130 -.110 .018

Spontaneous 

Misalignment
-.638** -.398** -.369** -.306**

Anarchic 

Misalignment
-.352** -.375** -.219** .022

Principal Delegation -.416** -.163 .022 .160



Four Paths of Leadership Influence on Student Learning

Leadership 

Practices

Family

Path

Organizational

Path

Emotions

Path

Rational

Path
School-wide

Experience

Classroom

Experience

Student

Learning



So what?

Investing in instructional leadership should 

meané..

1. Not only build individual, formal, 
leadership capacity but also team 
leadership capacity

2. Such capacity should encompasses the 
ability to behave in a coordinated or 
aligned manner

3. Instructional leadership development 
needs to encompass capacities needed to 
exercise influence on all four paths 



New data about é 

Uses of Evidence for Organizational Learning

Not just about achievement 

& 

Not just someone elseôs evidence

For exampleé..



School Administratorsô Views:
Discretion in Decision Making

Degree of Discretion  & Suitability of Discretion

For example: 

ÁCreating your school plan for continuous 
improvement

ÁUsing data to inform decision making

ÁWorking with your School Council 

ÁDealing with student behaviour

ÁCreating your school organization

ÁAssigning staff to classes and to other 
responsibilities

ÁDetermining professional learning opportunities for 
staff

ÁSupervising teacher performance



Extent of Principalsô Decision Discretion 

and (teacher ratings of) Some Key Learning Conditions

Degree of Discretion

Teacher 

Trust in 

Leaders

Trust 

among 

Teachers

Collective

Teacher 

Efficacy

Academic 

Press
Combined

Creating long range plans .553** .295** .145 -.015 .348**

Creating unit plans .378** .225** .048 -.087 .212*

Creating day/ lesson plans .416** .188* .087 -.134 .208*

Determining assessment 

strategies
.275** .077 -.022 -.044 .112

Determining instructional 

strategies 
.377** .210* .113 -.150 .204*

Planning collaboratively 

with colleagues
.527** .232** .133 .102 .346**

Differentiating instruction .412** .196* .049 .015 .243**

Planning for students with 

Special Needs
.437** .210* .091 .048 .278**

Managing student 

behaviour
.466** .165 .044 .225** .311**

Reporting to parents .345** .035 .157 .118 .216*



Suitability of Principalsô  Decision Discretion 

and (teacher ratings of) Some Key Learning Conditions

Suitability scores
Trust in 

Leaders

Trust 

among 

Teachers

Collective 

Efficacy

Academic 

Press
Combined

Creating long range plans .577** .228** .088 .025 .329**

Creating unit plans .438** .265** .062 -.134 .238**

Creating day/ lesson plans .429** .210* .146 -.054 .260**

Determining assessment 

strategies
.337** .113 .027 -.091 .148

Determining instructional 

strategies 
.367** .262** .090 -.071 .236**

Planning collaboratively with 

colleagues
.540** .243** .134 .074 .347**

Differentiating instruction .288** .277** .036 -.017 .214*

Planning for students with 

Special Needs .291** .188* .076 -.033 .188*

Managing student behaviour .300** .075 .056 .092 .180*

Reporting to parents .242** .016 .158 .065 .156



So what?

The subjective views of your staffs about 

ñselectedò (i.e. reflecting research evidence) 

working conditions have a powerful effect 

on your studentsô learning conditions. 

Periodically, you need to collect your own 

evidence about these matters.



Major addition to the framework needed:

Districts and Families

from our recent U.S. studyé..

You cannot close the achievement gap 

without significantly improving 

school/family partnerships

So what should districts do?



Findings

ÅDistricts promote participatory democratic 

structures in schools by creating policies and 

expectations for participation on the part of a 

wide array of people and groups outside of 

the school.

ÅDistricts typically do not have a strong impact 

on how open principals are to community and 

parent involvement outside of establishing 

traditional site-council structures.



Findings

ÅSchools with more community stakeholders 

on their site councils or building leadership 

teams tend to have principals who are more 

open to community-level involvement. 

ÅStudent achievement does not seem to be 

influenced positively by principalsô openness 

to community involvement.

ÅStudent achievement is higher in schools 

where teachers share leadership and where 

they perceive greater involvement by parents. 



Implications for actioné.

ÁDo much more to encourage openness to 

community and parent involvement among those in 

schools 

ÁEncourage appointment of diverse parents and 

community members to significant leadership roles 

in school structures

ÁCreate policies and expectations for participation on 

the part of a wide array of people and groups outside 

of the school.

ÁCreate a culture of collective leadership and 

responsibility, not just among school staff, but also 

with the wider community. 



Going Forward

1. Solidify and reinforce gains made to 

this point;

2. Increase commitments to collective 

learning and action;

3. Create an ñinformation managementò 

system devoted to district improvement;

4. Begin to differentiate district types (and 

support) within overall Framework.


