
Collective Instructional School Leadership   

 

In some schools, head teachers adopt ‘instructional leadership’ approaches, meaning that they focus strongly on 
teaching and learning by developing collective leadership with teachers of curriculum development (Blasé & Blasé, 
1999; Southworth, 2002). Such head teachers may engage in ‘cultural leadership’ (Childs, Burn & McNichol, 2013) to 
develop aspects of the school as a positive workplace learning environment (Hodkinson & Hodkinson, 2005), for 
example to build professional learning communities (Bolam, McMahon, Stoll, Thomas & Wallace, 2005).  

This short handout summarises the evidence-based school leadership guidance provided by the text ‘School 
Leadership that Works’ from the USA, which offers some practical tools for leading change in teaching (Marzano, 
Waters & McNulty, 2005): 

 Marzano et al. develop a list of 21 key responsibilities of an effective school leader, based on meta-review 
of research. See Appendix One. Nine key responsibilities must be taken up personally by the head teacher 
and these help to establish a purposeful community: 13. Optimizer; 8. Affirmation; 3. Ideals/Beliefs; 19. 
Visibility; 17. Situational awareness; 12. Relationships; 10. Communication; 2. Culture; 11. Input. Other 
responsibilities may be delegated to members of the leadership team. 

 Marzano et al. introduce the idea of incremental (first-order) change and more complex and radical 
(second-order) change. They argue that the reason for the long history of failed initiatives and changes in 
schools is because new ideas have been treated as first-order incremental change when in fact they would 
require a much more fundamental change if they were to be implemented fully. Second-order change is 
perceived as a break with the past; Lies outside existing paradigms; Conflicts with prevailing values and 
norms; Requires the acquisition of new knowledge and skills; Requires resources not available to those 
responsible for implementing the innovations; May be resisted because only those who have a broad 
perspective of the school see the innovation as necessary. 

 Marzano et al. identify 7 of the 21 responsibilities which seem to need to be particularly foregrounded in 
leading second-order change: 4. Knowledge of curriculum, instruction and assessment; 13. Optimizer; 9. 
Intellectual stimulation; 21. Change agent; 1. Monitoring/evaluating; 14. Flexibility; 3. Ideals/Beliefs. 

 Marzano et al. propose a five step model of change leadership: 

1. Develop a strong school leadership team. In addition to those in formal senior management roles an 
effective leadership team will include voluntary membership by relevant teachers. This team will need to 
establish ways of working and demonstrate integrity, ethics and openness in their work.  

2. Begin the work of the leadership team. The head teacher must provide at least the 9 key responsibilities 
and other members of the leadership team need to support those and may have other responsibilities from 
the list of 21 delegated to them. 

3. Identify the work that needs to be done. This requires consideration of factors requiring change at school, 
teacher and student levels: 

i. School Level Factors: viable curriculum / challenging goals and feedback / parent and 
community involvement / safe and orderly environment / Collegiality and professionalism 

ii. Teacher Level Factors: instructional strategies / classroom management / classroom 
curriculum design 

iii. Student Level Factors: home environment / learned intelligence and background knowledge 
/ motivation 

4. Identify the order of magnitude implied by the selected work. Consider the views of teachers and 
leadership team concerning the changes required and if this should be considered and led as a significant 
second-order change. 

5. Match the management style to the magnitude of the change initiative. If it is second-order change then 
do not manage it as an incremental minor change. It is important to note that some responsibilities will 
suffer during second-order change and will need some additional attention from leaders: Culture; 
Communication; Order; Input. 
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APPENDIX ONE: The responsibilities of a school leader: Figure 5.1 from Robert Marzano et al. (2005) School 

Leadership that Works: From research to results. Aurora: McREL. Page 71. 
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