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Welcome



Work today is drawn from these three 
books…



Six Enabling Conditions
While enabling conditions do not CAUSE things to happen, they increase the 
likelihood that things will turn out as expected.  

 Advanced teacher influence 

 teachers assuming leadership roles, distributed leadership, 
advance decision making related to problem solving with 
student learning

 Goal consensus

 Consensus on goals significant predictor of collective teacher 
efficacy (Kurz & Knight, 2003)

 Teacher’s knowledge about one another’s work 

 co-construct knowledge about effective teaching practices



Six Enabling Conditions (cont’d)

 Cohesive staff 

 the degree to which teachers agree with each other 
on fundamental and organizational issues

 hold unified beliefs on goal priorities, urgent 
student learning needs, promising instructional 
practices, sound assessment strategies, and 
expectations about student performance

 Responsiveness of leadership 

 awareness of situations, details and undercurrents 
in the school, barriers for effective teaming, how 
staff is responding to change



Robinson’s Three Capabilities 
Leithwood’s Three of Four*Leadership Pathways 



Two Primary Tasks of Leadership
Leithwood & Seashore Louis (2012)

Linking Leadership to Student Learning

Direction-setting: helping members of the 
organization establish a widely agreed on 
direction or set of purposes considered 
valuable for the organization; and

Influence: encouraging organizational members 
to act in ways that seem helpful in moving toward 
the agreed on directions or purposes. 



From:  Investigating the Links to Improved Student 
Learning: Executive Summary of Research Findings 

(Wahlstrom et al., 2010)

“When principals and teachers share leadership, 
teachers’ working relationships are stronger and 
student achievement is higher” (p.10).



What is Distributed Leadership?

 What it IS…
 Teachers assuming leadership roles to increase student 
learning

 Distributed leadership across staff
 Advance decision making related to problem solving with 
student learning

 What it is NOT…
 Task delegation
 Shared roles in activities such as fall harvest…



Vivian Robinson Relational Trust

“In schools with a higher level of trust, teachers 
experience a stronger sense of professional 
community and are more willing to innovate and 
take risks.  In addition, students in high trust 
schools make more academic and social 
progress than students in otherwise similar low 
trust schools.”  

(Student-Centered Leadership, p. 34) 



Determinants of Relational Trust (Robinson)



Adaptive Leadership (Heifitz)



Your Brain at Work (Rock)



Building Relational Trust

• Safety First: Increasing a sense of…
Status: a feeling of valuable contribution that 

acknowledges their importance

Certainty: creating a sense of stability and 
open up information when possible



Building Relational Trust

• Facilitating the right connections that foster 
DIALOGUE:
 Asking people the right question 

The questions do not imply a specific answer.  They 
help people arrive at their own insights.

Small group discussion to reduce status threats and 
increase sense of relatedness.

Implicit respect inherent in the question that 
suggests that you know people have good answers.

Your Brain at Work (pg. 231, Rock)



How groups work together:
Dialogue AND Discussion



Dialogue AND Discussion

• To develop shared understanding and be ready to 
take collective action, working groups need 
knowledge and skill in two ways of talking. 

• One way of talking — dialogue — leads to collective 
meaning making and the development of shared 
understanding. 

• The other way of talking — discussion — leads to 
decisions that stay made.



Building Relational Trust

Foster an environment of “insights”
People who have more insights do not focus harder 

on the problem, are not more determined and are 
not necessarily geniuses.  

They observe their own thinking and thus, can 
change how they think.  They have better cognitive 
control and thus can access a quieter mind, on 
demand. 

Your Brain at Work (pg. 81, Rock)



What is needed to foster trust…
• We are in this together
• Predictability of how we will approach the challenges
• Structure conversations:  individual, small group, whole 
group

• We take risks together and count on one another
• Setting norms and use protocols to reduce affective 
conflicts

• Clear about what folks can expect and that is what they 
expect

• Determine rate of change
• Identify fears



Foster a sense of community



Develop a sense of community and 
interdependence

Develop a community with equal status

Develop a community that establishes areas of 
certainty in ways of being and ways of working

Predictable skills on how you can depend on us 
working together

Establish and maintain an environment of 
psychological safety



Develop a sense of community and 
interdependence

Establish opportunities for groups to 
successfully share knowledge, expertise 
and wisdom, and to engage in complex 
problem solving related to student learning

Develop structures to guide the insights 
and work of groups



Middle School Vignette

 As you reflect on the collaborative meetings 
your school what insights did you gain from 
the reading?

 How might you consider contributing in 
meetings to bring forth innovative thinking 
and complex problem solving by all staff 
members?



Six Conditions for Collective Teacher 
Efficacy

Condition #5

 Responsiveness of leadership 

 awareness of situations

 details and undercurrents in the school

 barriers for effective teaming

 how staff is responding to change



Technical Problems and Adaptive Challenges



Technical Problems and Adaptive 
Challenges

Parks notes that “technical problems (even 
though they may be complex) can be solved with 
knowledge and procedures already in hand.  In 
contrast, adaptive challenges require new 
learning, innovation, and new patterns of 
behavior.



As leaders…

Understand the nature of adaptive challenges 
because:
Internal and external conflict
Temporary loss of sense of identity, 

confidence, competence 
Trust is needed
Requires ongoing conversations and 

dialogue

Rhonda’s Vignette



The Practice of Adaptive Leadership:
Tools and Tactics for Changing Your 
Organization and the World (2009)

“The most common cause of failure in 
leadership is produced by treating 
adaptive challenges as if they were 
technical problems” (p. 19).



Closing

Thank you!


