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Models for change
We know lots about successful change. Research consistently identifies key
characteristics of change that is successful and sustainable.
Professor John Kotter from Harvard Business School is a leading thinker
about organisational change management and leadership. He has an eight
stage model for change. These are the steps:
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Tom Peters and Robert Waterman from McKinsey and Co developed the 7-S
Change Model to help leaders manage organisational change. There are
7-S elements which contribute to the success of any organisation. These are
Strategy, Structure, Systems, Styles, Staff, Skills and Shared values, these are
all interconnected.
1. STRATEGY: thinking and planning for the longer term
2. STRUCTURE: the framework in which the school’s activities are
managed
3. SYSTEMS: formal and informal school routines and procedures, all the
systems that direct the activities of the school
4. STYLE: relates to the culture of the school - “How things are done
around here” and to the styles of leadership in the school
5. STAFF: HR management, induction, professional development,
performance management and socialisation
6. SKILLS: the competencies and capabilities of the organisation – what
it does best
7. SHARED VALUES: these are the guiding concepts of the school, this is
how the mission statement of the school is implemented, through
“Hearts and minds” of all the staff

In this model all seven elements must be considered for successful change.
Where change fails it is often because a leader focuses only on one or two
of the seven elements. All seven elements are linked and it may be hard to
make progress on any one element without adjusting each of the others.
All seven elements are assumed to have equal impact. The starting point for
organisational change can be anyone of the elements.
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McKinsey & Co 7-S Change Model
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Enthusiasm

Commitment
(external and internal)

More good things happen,
fewer bad things happen

Professor Michael Fullan from Ontario University created this model for
school leaders who are concerned with leading and managing change.
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Leadership qualities:
Leaders must be ENTHUSIASTIC, ENERGETIC and demonstrate HOPE.
• Leaders who lack enthusiasm for the success and high performance of
their school will not inspire or motivate others.
• Leaders who have low energy or are lazy will not provide a positive role
model for staff and students.
• Leaders who are without hope for a better future and greater
success will not find positive solutions.

Leadership actions:
Leaders must keep in tune with their MORAL PURPOSE, understand how
to LEAD AND MANAGE CHANGE, maintain effective RELATIONSHIPS, find
ways to CREATE AND SHARE KNOWLEDGE and ensure they make
COHERENCE of the expectations and priorities for all members of the school
community.
• Leaders must always act in accordance with their MORAL PURPOSE with the intention of making a positive difference to the lives of others
• Leaders need to understand that many people resist change – most
people like to stay within their comfort zone doing what they are
confident about and not risk trying new things in case they make a
mistake or fail (See Unit 1.1 Leadership v management the section about
Growth Mindsets and Unit 2.2 The emotionally intelligent leader the
section about comfort zones). Successful leaders need to UNDERSTAND
HOW TO LEAD AND MANAGE CHANGE and how people react in
situations where there is uncertainty.
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• Leaders need to recognise that RELATIONSHIPS in any organisation are
powerful. They can be powerfully right or powerfully wrong. The leader
must maintain effective relationships with and between all members of
the school community and ensure that the power of all relationships is
positive and focussed on the school’s vision and mission.
• Leaders should focus on CREATING AND SHARING KNOWLEDGE about
teaching and learning in the school. How do the most successful
teachers run their classrooms? What works best for different groups of
students? The answers to questions like these should be shared so
everyone understands how to provide high quality teaching and
learning throughout the school.
• Leaders need to be very clear about current priorities. What are the main
things we are all focussing on in our school and why? If everyone is clear
about the priorities then we will have COHERENCE in our approach to
change and development. Any school should only have one, two or
three priorities (if you are working on ten priorities then you
misunderstand the word priority) which you, as leader, have decided will
make a significant difference to the lives of your students and staff.
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• Fullan says leaders are looking for commitment from the members of
the organisation. For some people the COMMITMENT IS EXTERNAL –
they just obey the rules and policies because they have to. Successful
leaders work towards everyone in the organisation showing INTERNAL
COMMITMENT – their hearts and minds are totally committed to
helping you as the leader to implement your vision for the school in line
with your moral purpose. (See Unit 1.2 Moral purpose) When you have
people’s hearts and minds committed to your vision and moral purpose
they will willingly “live” the practical implementation of the vision. They
will believe in you and your ability to create a school where everyone
can achieve and be as good as they can be. (In Unit 1.1 Leadership vs.
management Scott Williams talks about selling your vision and
encouraging everyone to “buy in” and commit to a better way of being.)
• When everyone in the school is focused on striving to implement the
morally purposeful vision,

MORE GOOD THINGS HAPPEN: FEWER BAD THINGS HAPPEN.
Gradually step by step the school will improve. More students will achieve
well; attendance and behaviour will improve; staff will be happier;
parents more involved. This will not happen overnight. It will take time.
Sometimes there will be setbacks. A key role for you, the leader is to stop
at regular intervals and review progress towards your goals and vision.
Remind staff about the good things that are happening and the progress
being made towards the vision. Recognise and celebrate progress.
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Are you ready for CHANGE?
1. What aspect of school provision needs to change?

2. What has stopped you from changing this until now?

3. Why have you decided to make this change now?

4. What criteria have you used to decide to make this change?

5. Which aspects should stay the same?

6. Who needs to know about your planned change?

7. How will you include them in making decisions?

8. How will you know if they are supportive of your change?

9. How will you know if they are not supportive of the change?

10. How will you manage the situation if some people do not want
the change?
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11. What elements of the change need to be acted upon first?

12. What elements need to be acted upon second?

13. How will you handle any differences of opinion?

14. How will you monitor the process of your change?

15. What will success look like after the change?

16. How will the people involved in the change help you to monitor
progress?

17. What will you do to ensure the change is sustainable?

18. How will you evaluate the impact of your change?
How will you know your change has made a difference?

19. When will you start?

20. What is the very first thing you will do?

10

A formula for successful change
SD + V + FS > R = C
SD
V
FS
R
C

Shared Dissatisfaction
Vision
First Steps
Resistance
Change

By sharing your vision for the future you can build a sense of dissatisfaction
with the current situation – you can make people really want the
improvements the change will bring. When you have taken the first steps
towards the change, shared your vision, built dissatisfaction with the current
situation – if this is greater than resistance the change will progress.

* Incentives include involvement, ownership and responsibility
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Ideas and quotes for leading and managing change
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Ideas and quotes for leading and managing change
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Ten top tips for change that sticks ...They include:
1. A clear purpose, objectives and benefits;
2. Shared vision, values, standards, principles;
3. Tangible drive, enthusiasm and energy, with consistent and coherent
leadership;
4. Clear, frequent and unclouded communications, in all directions;
5. Trust and mutual respect, with some shared positive experiences together;
6. Capability, information, skills and knowledge;
7. Acknowledgment of the past;
8. Transition time to let people ‘grieve for the past’ before moving on;
9. Successes which are acknowledged and rewarded;
10. Leaders who give the spotlight and credit to others.
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These case studies have been used to provide content and context for the
tools and techniques illustrated in the following pages. These schools are
not real.

Case Study 1

Yamas Boys’ School
Date: 30 December 2012
• Number of students is 794
• The school has grades 1 – 9
• Number of classes 23
• Number of staff 38 distributed as follows: one school principal, Deputy
school principal, 32 teachers, 1 school counselor and 3 school attendance
officers
• There are no clear leadership roles in the school
• There is a School Development Plan which is well presented but lacks clea
and concise objectives and priorities. There is no use of ambitious systems
and strategies to improve the quality of the school
• The teachers are specialist in the following: English, Science, Arabic,
Religion, Social Studies, Mathematics, Lower Elementary, Computers and
Physical Education
• Student attendance is 94% - 96 % Student punctuality is a concern with
students often arriving late to school
• Teachers attendance is good
• Behaviour presents many challenges – students do not keep to school rules,
teachers often expel students from class, classes are often disrupted by
poor behaviour
• Fighting between students at breaks is an issue
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• Students perceive only the principal has authority to discipline them
• Some teachers are not committed to the school
• The school system is very rigid and does not allow for enjoyment and
flexibility
• The students of grades 4, 6 and 8 sit every year for independent (external)
tests in Mathematics and Arabic Language. The result of the tests are very
low between 25-30% in Math and 42 – 50 % in Arabic language
• The quality of teaching and learning varies considerably throughout the
school. In almost all the classes the emphasis is on teacher directed, rote
learning and very traditional teaching methods.
• Assessment is almost all summative. There is very little understanding or
application of formative assessment approaches. Teachers rely on tests
both internal and external for any assessment of progress. The two
excellent teachers do use some formative assessment but there are no
systems or processes to support the further development of assessment for
learning.
• The general environment of the school is poor. The compound is dirty and
untidy. There is no shade or shelter. The entrance to the school is poorly
decorated and unwelcoming. The corridors are bare and display boards are
left empty or with graffiti. The classrooms are unwelcoming with desks in
rows facing the front, very little display, poor state of decoration.
• The principal wants to focus on improving student motivation but is not
sure how to move forward.
• The school is striving to increase the parents’ involvement in the school life
and activities. Among the challenges faced by the school in its relations
with the local community is the very low attendance and participation of
parents in school board meetings due to their preoccupation with work.
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Case Study 2

Zaatar Boys’ School
Date: 30 December 2012
• Number of students is (212).
• The school has grades 7-9. The students’ age is 12-14 years.
• Number of class sections is 9.
• Number of staff 16 distributed as follows: one school principal, 12 teachers,
one remedial education teacher, one school counsellor and one attendant.
• Although there are no clear leadership roles in the school, it has a school
development team which is not active, coordinators of subject
committees which do not meet regularly
• There is a School Development Plan (from the previous School Principal
which covers the next 6 months and focuses on curriculum development.
• There is a students’ parliament which needs a considerable support to
increase its effectiveness.
• The teachers are specialised in the following: Arabic Language, English
Language, Mathematics, Science, Social Studies. The school lacks some specialisation such as: physical education and arts.
• Although the students’ attendance ranges between 96%- 98%, the
teachers’ attendance is much less due to the various types of leave that they
are entitled such as: sick leave, uncertified leave, maternity or
paternity leave and special leaves.
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• Teachers’ attitudes and morale are generally low. Many are not happy
working at this school and would like to move to another school.
• The school does not face any problems in relation to punctuality.
• The students of grades 4, 6 and 8 sit every year for independent (external)
tests in Mathematics and Arabic Language. Although there is slight improvement in achievement of Arabic Language, the achievement of students in Mathematics is still low as revealed by 2012 results despite all efforts made by the school to improve the achievement. The following table
shows the decline of results in grades 4 and 8 in Mathematics in the last
three years:

Grade 4
years
2010
39

2011
36.39

2012
31

Grade 6
years
2010
31

2011
27.27

2012
33

Grade 8
years
2010
21.6

2011
31.7

2012
19

• The quality of teaching and learning varies considerably throughout the
school. In almost all the classes the emphasis is on teacher directed, rote
learning. There is very little high quality active learning in the school. Two
recently appointed teachers have very good pedagogical skills and
provide excellent lessons in which students work in groups, answer and
pose good questions and make very good progress in learning and achievement.
• Assessment is almost all summative. There is very little understanding or
application of formative assessment approaches. Teachers rely on tests
both internal and external for any assessment of progress. The two
excellent teachers do use some formative assessment but there are no
systems or processes to support the further development of assessment for
learning.
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• The general environment of the school is poor. The compound is dirty and
untidy. There is no shade or shelter. The entrance to the school is poorly
decorated and unwelcoming. The corridors are bare and display boards
that are left empty or with graffiti. The classrooms are unwelcoming with
desks in rows facing the front, very little display, poor state of decoration.
• The school tries to ensure quality of teaching through training of
teachers, engaging parents, providing remedial education to students who
need support and providing extracurricular activities. While some teachers
were trained recently by the Education Specialists, other teachers have not
received any training for several years. The teachers at the school will start
SBTD next year.
• The Principal who has recently been appointed is keen to establish a
system of Appraisal for all teachers. He has used Appraisal very positively at
his previous school to motivate teachers.
• The school is striving to increase the parents’ involvement in the school life
and activities. Among the challenges faced by the school in its
relations with the local community is the very low attendance and
participation of parents in school board meetings due to their
preoccupation with work.
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Ten tools and techniques for change
1. Brainstorming
Brainstorming is a simple and highly effective tool to generate ideas.
Below is a set of rules for effectively generating ideas with a group of
people.

A group of teachers used the brainstorming technique to generate these
ideas about what active learning actually looks like in a classroom, page 22.
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Top tips for Brainstorming:
• share the rules with everyone
• stick to the rules
• make sure the scribe writes down exactly what is said (sometime the scribe
edits or changes what person says…..or even ignores some people)
• change the scribe regularly
• use two scribes if there are lots of ideas coming very quickly
• praise and thank the team for generating so many ideas
• practice brainstorming with your team until they are really good at it
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Brainstorming Techniques: Active learning in the classroom
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2. Review tool
This tool is useful to engage people in a review of the current situation. It
is easy to use and provides a quick way of checking people’s perceptions.
It also encourages everyone to think about the evidence they could use to
demonstrate their views. It provides an excellent starting point for planning
and it can be used at any point during the implementation of change to
review progress and celebrate successes.

Top tips for using Review Tool:
• start with What’s Working Well – don’t let people go to What needs to be
developed until they have identified the positives.
• things identified as Working So-so can often be “Quick fixes”. If things can
be quickly improved it helps “buy-in” and staff motivation. It also shows
everyone that things are really going to change if you produce some
“Quick fixes”.
• don’t worry if one thing appears in all three sections – Working Well,
Working So-so and Needs to be developed. This often happens when
good practice lacks consistent application throughout the whole school.
It is useful to draw on the experience of those who think something is
working well.
• always ask – how do you know? This question encourages people to think
about the evidence for their perception. Sometimes people will say –
well I just know – encourage them to think about how they could gather
evidence and what it might look like.
• perceptions are people’s truth – remember people’s perceptions are the
reality and truth for them. Encourage them to think about evidence and
to share their good practice. Ask them why they think this….do not tell
them they are wrong….discuss differing viewpoints.
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Celebrate

What’s
working well?

Quick fix

What’s
so-so?

Development Priorities

What do we
need to
develop?
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How do you know

3. SWOT analysis
This is a very simple and well-known tool to help a group of people discuss
the “big picture” for a school or a team.
The analysis of factors impacting on the school or team helps to develop
deeper understanding and to share views and information. Everyone’s views
should be listened to and included in the discussion. The Strengths and
Weaknesses tend to be internal to the school and its’ community whereas the
Opportunities and Threats can be both external and internal. The Strengths,
Weaknesses, Opportunities and Threats should be discussed and the points
agreed should be recorded. The SWOT tool does not look for solutions rather
to identify the current situation and to consider what might impact on the
school in the future.
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Top Tips for SWOT:
• start with the strengths of the school and the community rather than the
weaknesses
• divide the staff into 4 groups, one looking at strengths, another at
weaknesses and so on
• look at a more specific aspect with SWOT eg teaching and learning
• try gathering feedback anonymously by putting a sheet of paper in the
staffroom
• use the same exercise with different groups eg teachers, the Senior Team,
students, parents and then compare responses
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4. Blockers and Enablers
This tool helps you to work with a group of people to explore what will block
change and what will help the implementation of change. It is very simple
to use. It can be applied to any aspect of change eg blockers and enablers of
active learning, blockers and enablers of parental involvement.
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Top tips for Blockers and Enablers:
• use this tool together with Brainstorming to generate lots of ideas around
blockers and enablers
• ask half the group to focus on blockers and half the group to focus on
enablers then compare
• it can be useful to think about other successful and unsuccessful projects –
what enabled the success and what blocked the success
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5. We already…..we could….
This is a very simple and useful tool to make sure that existing practice is
recognised and built on when change is introduced. It encourages people
to identify what is already in place with a specific aspect of provision before
thinking about what else could be developed and implemented.

Top tips for We already…We could…. :
• discuss and identify what is already in place
• use the We already….to celebrate and motivate staff
• generate possibilities through Brainstorming
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6. Prioritisation Matrix
This tool promotes structured discussion around the process of identifying
and setting priorities. It provides a “filter” for the developments and
possibilities generated by the Review Tool and We already….we could.
When the discussion about school development and improvement has been
opened up to all staff we may find a wide range of suggested
possibilities. We need a way to check that the priorities for change and
development are the ones which will make a significant difference and have
the greatest impact.
Using a Prioritisation Matrix helps to identify the most important and most
impactful changes.
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First we look at the IMPACT on LEARNING for each of the developments
identified from the Review Tool.
1 = low impact and 4 = high impact
We ask the question for example – “If we improved formative assessment
what would be the impact on learning?”
We know the impact would be high = 4
Secondly we look at the DESIRABILITY of developing and improving
formative assessment.
Next we ask – “How desirable is the development of formative assessment
(in relation to the aims of the Education Reform Strategy)?
We know that formative assessment will enable students to manage their
own learning and be self-evaluative so it is highly desirable = 4.
We place the post-it for formative assessment in the top right hand corner
as a 4:4
Moving to the second matrix, we know the IMPACT of developing formative
assessment is high = 4.
Next we consider DO-ABILITY or EASE OF IMPLEMENTATION.
We ask the question – “How easy will it be to improve formative
assessment throughout the school?”
We know that this will be difficult and complex. It will involve changing
teachers’ pedagogical behaviours in the classroom. This will take time and
involve raising awareness and developing knowledge and skills. It will be
difficult. It will score 1/2 on Ease of implementation.
This simple analysis shows clearly that the development of formative
assessment is a very important improvement which is desirable and will have
a high impact on learning which will take time to implement. The impact will
be evident in the longer term but we need to start work on implementing
this priority now.
33
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Top tips for Prioritisation Matrix:
• write each development on a post-it note so they can be moved from one
matrix to the other and around as discussion proceeds
• always consider IMPACT ON LEARNING first and desirability and ease of
implementation afterwards
• mark up each post-it when the group has decided on its placement
eg 4/4, 2/3
• remember the discussion around each development is very important.
Try to help everyone reach agreement rather than one person’s views
determining the scores
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7. Visioning Tool
This tool is really useful to help people build a shared picture of the future.
It can also help develop understanding of different stakeholders
contributions eg teachers, students, parents.
Post-it notes are very useful for this tool to help people capture lots of ideas.

First we consider an aspect of school which needs to be improved, say
active learning in all classrooms. We imagine that all classrooms have
outstanding active learning and ask…….
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“What will TEACHERS be THINKING if learning is active and outstanding?”
Everyone uses post-its to capture their ideas. The post-its are collected on
the flip chart in the THINKING box.
“What will TEACHERS be FEELING if learning is active and outstanding?”
Again the post-its are used to capture ideas and these are collected.
Repeat for DOING and SAYING.
Once the group has completed the activity for TEACHERS ask them to
repeat it focusing on STUDENTS or another identified group of stakeholders.
When the group has completed the activity for appropriate stakeholders,
you will have a detailed picture of the future or a vision for the development
area.
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Top tips for Visioning Tool:
• one idea per post-it
• large felt-tipped pens encourage legible writing
• complete in the order THINKING, FEELING, DOING, SAYING
• work in pairs to record ideas on the post-its
• divide the group into small groups each focusing on a different
stakeholder group
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8. Straight Line Planning
This tool helps you to identify the activities needed to successfully
implement your school development plan or change plan. The resources and
interdependencies of activities become clearer from completing the plan. It
provides a visual and easily updateable activity plan. The tool consists of a
grid of straight lines with a timeline.
You will need post-it notes to use the planning format most effectively.

2

5

1
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Top tips for Straight Lines Planning:
• creating success criteria or a vision for each development is really useful
• work backwards from the end date and the vision
• different shapes and colours of post-its can be useful
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9. Appreciative Enquiry
This technique provides a positive approach to organisational change. The
advantages of using this approach include using the “organisational
wisdom”, providing a focus for collaborative working and being based on
practice. Several of the tools in this booklet can be used at different stages
of the process.
There are four stages to the technique – DISCOVERY, DREAM, DESIGN and
DELIVER.

DISCOVERY:
• identify a development area to be explored (eg developing formative
assessment)
• gather information through interviews, analysis of data, observations,
stories of best practice with a focus on what is working well in this school
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DREAM:
• participants gather in groups of about 6 to share common themes and
important topics
• they work on dreaming or envisioning an image of an ideal future
grounded in actual examples of excellence from the school
(where possible)

DESIGN:
• in this stage the dreams or visions are converted into tangible projects,
experiments or actions
• what are the processes, systems and strategies that will help?
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DELIVER:
• now we move to project management as teams implement and (ideally
volunteer to lead the changes
• formative review processes are applied rather than summative
evaluation
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10. Impact Tool
This tool will help you to consider the impact of your school provision on
your goals and priorities. It is simple and easy to use, engages all staff and
members of the school community and focuses discussions on the goals and
priorities for change.

Above is an example of the impact tool in practice.

44

45

Along the top of the grid we enter the main priorities – in this case improving
formative assessment, increasing student attendance, developing active learning
and improving student achievements.
Down the left hand side of the grid we enter elements of the school’s activities and
provision e.g. staff meetings, SBTD, meetings with ES and curriculum.
We then consider each element of school practice in turn and ask “To what extent
does this element contribute to this priority?” e.g. “To what extent do staff
meetings contribute to improving formative assessment?”
A score of 10 is high indicating a strongly positive contribution. The group discuss
each element and its contribution to the priorities for development. During the
discussion suggestions for slight changes to provision might arise. These should
be recorded on the grid in the blank spaces at the bottom.
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Top tips for Impact Tool:
• consider the evidence for each impact score
• use a large sheet of paper
• keep the grid for future review and evidence
• capture ideas for improved provision

Facilitation tips
The role of facilitator is key to the successful application of these tools and
techniques. The facilitator’s role is to help a group of people share and
develop ideas, make decisions and agree actions. The aim is to manage the
process not to influence the group or to add your own ideas.
• Before the session the facilitator should gather all the resources
required (usually flip chart paper, post-it notes, large felt-tipped pens)
and be familiar with the tools to be used.
• At the start of the session the facilitator should establish the
objectives and expectations for the session.
• During the session the facilitator should:
encourage participation, ensure everyone is involved
ask open-ended questions
delve deeper by asking for evidence, by paraphrasing and
summarising
respond positively to all contributions
thank people for their contributions
• After the session, the facilitator should:
record the outputs
share them with the participants
take action on peoples’ contributions
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Dealing with resistance to change
Why do people resist change?
There are many reasons why people resist and block change. John Kotter
identified four main reasons why people resist change.
1. Parochial self-interest: individuals are concerned with the implication
for themselves.
2. Misunderstanding: communication problems or inadequate
information.
3. Low tolerance of change: sense of insecurity.
4. Different assessment of the situation: disagreement over the need for
change or disagreement over the advantages and disadvantages.
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Two other factors in people’s resistance to change are:
Habit: habit provides both comfort and security and are often
well-established and difficult to change.
Fear of the unknown: proposed changes which confront people tend to
generate fear and anxiety. Introducing new systems and working practices
creates uncertainty. People may feel they lack the skills to implement the
change.
In order to deal with resistance leaders need to:
• Explain the need for the change (give evidence)
• Provide information
• Consult, negotiate and offer support and training
• Involve people in the process
• Build trust and a sense of security
• Encourage team work and positive relationships
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