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What this unit is about
This unit explores some of the methods and theories that will help you to implement
change successfully in your school. There are many theories around change and it has
been the subject of much educational research. These theories can be helpful because
they provide a way for you to think about the implications of change and how to make it
successful. Sadly, in education and elsewhere, much effort to make change happen
meets with resistance and fails to result in the intended outcomes.
Many of the School Leadership units deal with the challenges of change. You may already
have studied the unit Perspective on leadership: planning and leading change in your
school, which introduces the importance of managing change so that it is effective and
has impact. This unit focuses on the next stage – implementing change – so is useful if
you have already studied the units on building a shared vision, self-review and
development planning. In this unit you will be introduced to some ways of thinking about
change that will help you as you try and improve your school. The case studies
demonstrate how other people have managed to bring about change, often by creative
thinking and a certain amount of cunning.
Resistance to change is normal and understandable behaviour according to Marris
(1986), because we are attached to our current reality no matter how unsatisfactory that
might be. Therefore, one of the biggest challenges facing school leaders is persuading the
people who work in their schools to change the way they do things. This unit will help you
to develop some ideas about how to overcome such resistance.

Learning Diary
During your work on this unit you will be asked to make notes in your Learning Diary, a
book or folder where you collect together your thoughts and plans in one place. Perhaps
you have already started one.
You may be working through this unit alone, but you will learn much more if you are able to
discuss your learning with another school leader. This could be a colleague with whom
you already collaborate, or someone with whom you can build a new relationship. It could
be done in an organised way or on a more informal basis. The notes you make in your
Learning Diary will be useful for these kinds of meetings, while also mapping your longer-
term learning and development.

What the school leader will learn in this
unit

l The nature of the change process and how people respond to change.

l Some key theories of change and their relevance to schools.

l How to work with and through others to implement change.

What this unit is about
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1 The change context
Ideally you have a vision for your school, and have carried out a school review that
identifies new goals and actions. If these goals are about changing attitudes and
behaviour, you may find the units on leading improvement in teaching and learning
helpful, as they focus on changing pedagogy and practice in your school. There are likely
to be other changes that you have identified, such as improving punctuality, attendance,
the number of students completing their homework on time or attendance at parent’s
meetings. You may find that you can make quite small changes that have a huge impact
or that a change in one area has a beneficial effect in another.

Activity 1: A change in your school

Figure 1 What change would you bring to your school?

Think about a change that you would like to bring about in your school. It might be
improving some aspect of teaching and learning, or it might be something like changing
the organisation of the school day, the homework policy or improving attendance.
Consider the following questions, noting down your thoughts in your Learning Diary:

l Why do you want to make this change in your school?

l Who will benefit from the change?

l Who will be affected the most by the change?

l Who is likely to resist the change and why?

Discussion
Before you embark on trying to change something in your school, it is important to think
about the implications of the change. If you can anticipate who is likely to resist and why,
then you can begin to think of strategies to involve them at the earliest possible
opportunity.
Schools are under pressure. The government has set out an ambitious vision in the NCF
2005 and the ‘Right to Education for All’ Act of 2009. To realise this vision, schools will
have to change. In the right conditions, Marris (1986) suggests that it is possible to
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transform the perception of ‘change as loss’ to one of ‘change as growth’. So when you as
the school leader are considering challenging any embedded habits and practices in a
school, you need to recognise that how you help others to see change as growth is
probably the single most important aspect of your work in leading the change process.
Some of the changes that you need to make in your school will be externally imposed
(deterministic); others will be ideas that have come from within the school community
(voluntarist). The leader must work in the legal context of what is required of schools and
address legislation, but how this is done is still open to interpretation. Successful
headteachers in modern schools take responsibility for improving schools. This
automatically means addressing change, because you are preparing students to be
successful future citizens in an increasingly complex world. Changing attitudes mean that
in the past, staff and community members may have readily accepted the word of the
school leader as the basis for action, even if they implemented actions unwillingly or
without understanding. Now leaders must develop team approaches if they are to
implement change effectively.
School leaders need to promote necessary change and manage any resistance, and also
prioritise the changes that will have maximum impact. This unit starts with a brief
examination of a number of theories of change that will help you to understand the issues
and principles behind successful change.

2 Some theories behind change, planning
and implementing change in school
There are three theories of change that are relevant to the work of school leaders. These
theories are not recipes for change, but provide a way of thinking about change. The
leader cannot change what has happened in the past but has considerable scope to
influence how individuals respond to change in the future, and their commitment to it.

Theory 1: Change as a series of steps
Knoster et al. (2000) saw five dimensions of change (Figure 2).

2 Some theories behind change, planning and implementing change in school
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Figure 2 Knoster et al.’s five dimensions of change.

Knoster et al.’s work showed that if any one of these dimensions was missing, the change

was likely to be unsuccessful. This has been captured in Table 1. A tick ( ) indicates a

dimension that is in place; a cross (✗) shows where a dimension is missing. For example,
where there is no vision (as in the first row), there will be an outcome of confusion
because the reason for change and the intended outcome is unclear.

Table 1 Outcomes if one of the dimensions of change is missing.
Vision Resources Skills Incentives Action plan-

ning
Outcome

✗ Confusion

✗ Frustration

✗ Anxiety

✗ Complacency

✗ Gradual
change
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Effective
change

One word of caution surrounds resources. Resources include human and material
resources. Many changes in school can be made within existing material resources or
through relatively minor additions. The most significant resource in most educational
change is the human resource. A poor teacher in a high-tech classroom is still a poor
teacher. A good teacher with few resources is still a good teacher.

Case Study 1: Mrs Gupta wants a change in teaching
Mrs Gupta is school leader of a mixed secondary school in an urban area where there is a
wide range of students.

I visited a nearby school that was getting good results and saw teachers using a variety of
teaching methods that involved the students actively in lessons. There was groupwork and
independent work, and the teachers used many questioning techniques to get students to
think about what they were learning. More able students often helped those who had
difficulty recording work on their own, and the teachers had made a variety of materials
such as flashcards and pictures to make their lessons more interesting. Much of this, along
with student work, was displayed on the walls.

Back at my school, I decided that we need to make some changes to the teaching in our
school. I called a staff meeting and I told my staff what I had seen and how good the school
was. I explained that I wanted students to be more actively involved in their learning and
that I wanted everyone to plan a lesson next week using groupwork. I would be visiting
them in classes to see how they were progressing.

Activity 2: What did Mrs Gupta miss out?
Refer to Table 1 and then note the answers to these questions in your Learning Diary:

l What elements of the change process did Mrs Gupta miss out?

l How effective is her attempt to bring about change likely to be?

l What else does she need to do?

Discussion
Mrs Gupta had a vision that she explained to the teachers in her school. However, it is
not clear that they understood or agreed with her vision. She made a plan and she
introduced an incentive – that she would be visiting their classroom. For the teachers,
that probably felt more like a threat. Teachers need to be motivated, and this is a key
leadership responsibility. Effective incentives (rather than threats) are about recogni-
tion, receiving praise and being part of a successful team.
She didn’t provide any resources to support the teachers, or check that they had the
necessary skills. If she had talked to the school leader from the other school, she might
have gained advice and evidence to help her articulate her vision to her staff. Also, she
might have been given some tips about the resources and skills that were developed.
Resources were not needed to start work on the project, although they would help in
many ways. For example, Mrs Gupta could have offered to take some classes so that
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teachers could visit the nearby school and see for themselves the sorts of things that
she wanted them to do.
Mrs Gupta made a plan but it was unrealistic because she expected instant change
rather than a planned approach in which staff could try out ideas in a developmental
manner.

Case Study 2: Mr Chadha leads a new approach to assessment
Primary headteacher Mr Chadha attended a course on embedding continuous and
comprehensive evaluation (CCE) in his school.

The course explained all the reasons for CCE and gave some really convincing examples
that showed how CCE can improve learning. I went back to school feeling really inspired.
In the next staff meeting I explained CCE to my staff (I have six teachers working in my
school) and said that in the next few weeks they would all have the opportunity to attend a
course at the DIET [District Institute of Educational Training]. They could see how
enthusiastic I was and welcomed the opportunity to learn more. I also explained that I
would be asking the SMC [school management committee] if I could reorganise the budget
to buy some resources for their classrooms to support CCE.

They came back from the course with plenty of ideas and a detailed training manual. For
the first two weeks, there was plenty going on. When I was walking around the school, I
could hear teachers asking more questions, giving encouraging feedback and checking
understanding. But then there was a week’s holiday and when we came back, it was as if
everything had been forgotten. The training manuals remained on the shelf and the
teachers were teaching in the way that they always had. I did not know what to do.

I decided to investigate. I spoke to the two teachers who had been the most enthusiastic
about the course. They agreed that CCE sounded good in theory, but that it was hard to do
– it was taking longer to plan lessons and they were worried about finishing the syllabus.
One was finding it difficult because he had 60 students in his class.

I realised that this was too much change too soon. The teachers had quickly forgotten the
course and that one course was not sufficient for them to develop the skills required. I
needed a new plan.

I invited the trainer to come to school to talk to all of us in a staff meeting and to give some
practical examples for CCE in action. I then divided the teachers into groups of three. The
idea was that they would mentor and coach each other. I asked each teacher to focus on
CCE for one week, with the other two acting as mentors. So at the end of three weeks,
everyone had had the opportunity to try out new techniques. Each day, one group of three
missed assembly and used the time to discuss their plans for CCE and receive feedback. I
also encouraged them to visit each other’s lessons, and I offered to teach their classes so
they could do so.

This worked much better. After three weeks, everyone had had the opportunity to focus on
CCE with the support of two colleagues. The mentoring process had also been helpful.
Everyone decided to carry on the work for another three weeks, with each teacher
concentrating on CCE for one week and supporting others for two weeks.
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Figure 3 A teacher asking a student a question.

Case Study 2 demonstrates that even if all the elements of change are present (vision,
resources, skills, incentives and action planning), then the change might not be
successful. In this case, developing the skills required was more difficult than Mr Chadha
expected – teachers needed ongoing support and encouragement rather than a single
training course.

Theory 2: Change formula
No theory of change is a perfect description of how change happens, but it can help a
leader to think about change in their context. Gleicher’s change formula (quoted in
Beckhard, 1975) is another theory that can be helpful when embarking on the change
process. The formula charts the necessary qualities that the change needs to contain if it
is to become embedded in your school.
The formula is:

D × V × F > R

It is explained as follows:

l ‘D’ is the need for change already being registered by people’s dissatisfaction with
the reality today.

l ‘V’ is the vision for change being sufficiently compelling that most people are able to
visualise what is possible.

l ‘F’ represents the first steps towards implementing the change being valued by the
whole community.

l If the previous three are in place, then it is likely that together their impact will be
greater than the inevitable and understandable resistance (‘R’) that there will be to
the change.

The challenge for a school leader is to persuade teachers that they are ‘dissatisfied’ with
the thing that you want to change. Your teachers are likely to be ‘dissatisfied’ by a number
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of things, such as a lack of resources, the size of their class, the amount of work they are
expected to get through or the number of students completing their homework on time.
They are less likely to be ‘dissatisfied’ with the amount of participatory learning taking
place in their classroom, or the amount of CCE that they are doing.
There are a number of things that you can do to motivate your teachers and persuade
them to make the sorts of changes that you desire. Here are two examples from school
leaders in India:

l The teachers in Mr Aparajeeta’s school were always rushing to complete the
syllabus. He had noticed, however, that the exam results were consistently poor.
Even though the teachers were covering the whole of the syllabus, only half of the
students could achieve the 40 per cent grade that was required to pass. Mr
Aparajeeta decided that it would be much better for them to teach key concepts
properly so that students really understood them, rather than to cover every detail in
the textbook. After all, the students all have the textbook and if they understand the
work they are more likely to be motivated to read it for themselves. He therefore told
his teachers that they did not have to stick rigidly to the textbook. They could
introduce a new topic however they wanted, as long as it engaged the students, and
they had to pick out the activities that related to the key concepts rather than try and
do every activity. He encouraged them to work in departmental groups to identify the
key concepts and created time for subject group meetings by not holding any staff
meetings for a term.

l Mrs Kapur was frustrated because her teachers would not complete the marking
sheets for tests and exams so she could not do a proper analysis of how each year
group was progressing. They marked the tests and handed them back, but then said
they did not have time to keep records. She said that they would need the record
sheets for the parent’s meeting, but some of the teachers pointed out that hardly
anyone came to these meetings. Mrs Kapur went to the local village to talk to some
of the parents. She listened as they told her about their farm and how busy they
were. She used an analogy to explain why they should come to the parents’ evening.
She pointed out that when they had planted their seeds, they didn’t just leave them in
the field. They checked regularly to make sure that they had enough water, that there
were no pests and that the plants were thriving. They needed to do the same for their
children. She explained that their child was like a seed and that they should take the
opportunity to check that they are learning and thriving at school. At the next parents’
evening, the attendance was much better. Some of the teachers were embarrassed
because they were not able to show the parents detailed records of their child’s
progress. The record-keeping in the school soon began to improve and Mrs Kapur
was able to analyse progress more effectively.

In the first example, Mr Aparajeeta tackles an issue that his teachers are already
dissatisfied about. In the second example, Mrs Kapur has to employ a certain amount of
cunning in order to create the circumstances in which the teachers realise for themselves
that they need to keep records of student progress. Other strategies that you could use
include the following:

l Making it clear that the change is coming from the government and that you are all
going to work together to make it work.
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l Involving teachers in the school review process (see the leadership unit on school
self-review) so that they have first-hand knowledge about how the school is
performing.

l Encouraging teachers to take responsibility for issues in their class. This could be
attendance, the proportion of students completing their homework, appearance,
punctuality or the smartest classroom. You could do this by instigating a weekly
award for the class which performs the best in your chosen category.
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