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First let me thank both BERA and CCEAM for the opportunity to deliver this annual address. It truly is an honour. I have entitled this talk, “A Courageous Approach to Educational Leadership for Complex and Challenging Times” because I am convinced that leaders need courage to stand up to the many forces arguing about what should be done to improve education in these complex and very political times. I am not going to provide a history of the educational leadership research done by our respective organizations, or a history of what has been published in the most prestigious educational leadership journals. Instead, I am going to jump into the fray by assuming today’s challenges and complexity, and then advocating some approaches to leadership which I think may best address them. I will argue that although there is no one best way, some ways are better than others, and that these are leadership approaches that foreground the values of equity, inclusion, justice, and excellence. 



Overview

Examine our context 

Discuss the United Nations 
SDG 4

Examine leadership theories 
to advance the goal 
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To guide your thinking during the next 50 minutes or so, I willStart by examining our contextDiscuss why we ought to take seriously the most recent United Nations Education Goal. And in the preponderance of this talk, I will ….Examine theories that have the potential to advance this goal. 



The Context: VUCA 

Volatile 
Uncertain
Complex
Ambiguous

Changes are unpredictable and beyond our control.

There is no certain knowledge to guide action. 

Multiple forces interact.

Much is beyond our expertise; no one size fits all. 
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I start with a phrase that was first popularized by two economists who were also educators, Bennis and Nanus, who asserted in 1987 that we live in a VUCA world. The term VUCA was then popularized by the U.S. military in the 1990s and refers to the fact that our world is volatile, uncertain, complex, and ambiguous. And there is little doubt that this applies to the world of education and the work of educational leaders. Volatile: Changes are unpredictable and beyond our control. We do not always know the sources or the amounts of funding we will deal with. We do not know what policies will guide our work tomorrow, nor what constraints will be placed on us. In the US, seven states have banned what they call “critical race theory” with another 16 having bills moving through the legislature. This means that teachers who talk about slavery or any racial history or topic are in serious danger of dismissal or worse. Only Delaware has introduced a bill that affirms the goal of teaching about the deleterious effect that slavery has had on generations of minorities of Black Americans in the United States. In the UK, there has been a plethora of recent reforms including national curriculum, various accountability plans, increased parental input and choice, and so on. Uncertain: We must act without certain knowledge. We do not know from one day to the next how many qualified teachers will be available. We are uncertain about how many students will register, who they will be, what languages they speak, and even whether they have previously been schooled. It is becoming nearly impossible to plan for the coming term or year. Complex: Different forces and players interconnect and intermingle. Curriculum, human relations, facility improvement, finances – all are dependent on many forces including policy, community cultures, powerful individuals etc. How can we make decisions about a desirable path?  Ambiguous: Much is unfamiliar and beyond our expertise. There is no longer, if there ever was, an appropriate “one size fits all” of leadership. “Best practice” has, or should have been, relegated to the trash heap, or at least strongly modified by asking “Best practice for whom, where, when, and under what circumstances?” And so, educational researchers and leaders in today’s VUCA times must ask themselves whether there are any reliable guideposts or theories to inform their work. 



The United Nations 

• 1948 Universal Declaration of Human Rights, Article 26 
• 1989 Convention on the Rights of the Child
• 2000 Millenium Goals: “Universal primary education by 2005”
• 2015 Incheon, Korea, 160 nations “17 Sustainable Development                       

Goals” (with 169 targets)
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In some ways, that’s where the United Nations comes in. Article 26 of the 1948 Universal Declaration of Human Rights states that “Everyone has the right to education.” And for many years, the UN has been making proclamations and identifying goals intended to fulfil that statement. In 1989, all but two nations ratified the convention on the Rights of the Child, and in 2000, the Millennium goal advocated “universal primary education by 2005.” (This was later extended to 2015 but never reached), because over 75 million children were still denied that right. Undaunted, at the UN meeting in Incheon, Korea, in 2015, 160 nations, in other words, all of our countries, signed on to 17 interconnected sustainable development goals  (with 169 targets) – a collection of goals intended to “end poverty, protect the planet, and ensure that by 2030 all people enjoy peace and prosperity.” The fourth of these goals is the education goal: “to ensure inclusive and equitable quality education and promote lifelong learning opportunities for all.” The education goal is supplemented by 10 targets such as “By 2030, ensure that all girls and boys complete free, equitable and quality primary and secondary education leading to relevant and effective learning outcomes.” We need to ask what are we doing about it. What plans do we have and what kind of progress are we making?



Failure to Attain Goal 4

• 57 Million children still out of school

• Half of out-of school children live in conflict areas

• 103 million lack basic skills, 60% are women
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Today, in 2022, we are still far from attaining goal 4 and the recent covid pandemic has deepened the crisis. 57million primary-aged children remain out of school. In developing countries 1 in 4 girls is not in school. About half of all out-of school children live in conflict-affected areas. Even if they are in school, over 103 million youth lack basic skills and are not achieving a basic competence in either math or reading. More than 60 % are women. These are truly abysmal statistics. 



Should we care? If so, why? 

Presenter
Presentation Notes
The question is: Should we care and if so, why? Rose (2021) argues that “The most striking feature of global interaction is that a significant development occurring in one place is likely to set off a complex chain reaction, disrupting and rearranging numerous relationships over an extensive area, maybe even around the world.” That constitutes, of course, one reason to care. We live in an interconnected world. Let’s go back to VUCA. Our world is not only volatile, uncertain, complex, and ambiguous, but it is interconnected, truly a global village. Gas or petrol prices throughout the world are affected by a decision made in Saudi Arabia. 14% of the UK’s population or 232 million people were born outside their country of birth, comprising a significant economic and capital power. In Canada, the percent is even higher -22% claim to be immigrants. A supermarket in the UK or the US may raise the price of coffee because of a weather incident in Brazil. Stop and look at the tags on your clothing. Where are they made? By whom? And under what conditions? And some of the children I just identified will be part of displacement and the new diaspora and will make their way into schools in many countries, including ours. Some of us will teach them. But the question still is: How? What kind of pedagogy and what kind of leadership will succeed? And what are we doing as educators to ensure all children learn about living in a globally, interconnected world? What are we doing to ensure that students from all parts of the world, who come into our schools are fully included and respected in an equitable and high quality education? 



What Theories and Approaches Can Help to 
Attain this Goal? 

New VUCA may be helpful…

Volatile Vision

Uncertain Understanding

Complex Clarity

Ambiguous Agility

Find a theory to direct vision

Know ourselves, our 
organizations, our communities.

Understand our challenges, 
learn from diversity.

Adopt some bedrock 
principles. Not prescriptions.
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Part 3: What Theories and approaches can help to achieve this goal? In this major part of the address, I will suggest specifically how some approaches are failing as well as posit ways to achieve the goal. Some scholars talk about a new VUCA – strategies that involve: Vision, Understanding, Clarity, and Agility – and perhaps these suggest some ways to lead in today’s complex times. Vision: Numerous educational leadership theories talk about the importance of vision – some would call for shared vision—something we will come back to in a moment. Understanding requires knowing ourselves, our organization, and our wider context—not just knowing our own community, but the many and diverse communities that make up an organization – This does not mean we should or should be able to teach about all students, but we should be ready to listen to them, to learn from them, and to honour their voices. Clarity again means knowing who we are, what are our challenges, where are there inequities in our organization, and what are we willing to do about the situation, knowing there may be push back and backlash from some of the more traditionally powerful individuals or groups. Agility suggests that what we need are some bedrock principles, but not prescriptions. We need to be able to adapt and change as our circumstances change, and we cannot do so if we are rigidly following a recipe or a map. 



Find a 
Theory 
That Is 

Critical

Comprehensive/Holistic

Context specific

Normative

Flexible
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Hence, I would suggest the following: A leadership theory that helps us to advance the Sustainable DG4 goal must clarify the components of inclusion, equity, justice, and high quality and reflect on how to offer opportunities for lifelong learning and development to all. This focus on the marginalized, the oppressed, and the least advantaged will therefore of necessity, lead us to a critical theory of leadership. But, at the same time, it is important to assert that what is good for the least advantaged children will also result in equity and excellence for all. A critical focus does not sacrifice anyone. It does not sacrifice quality or excellence, but indeed, provides us new ways forward.  We need an educational leadership theory that directs our vision, one that grounds it in some bedrock principles and values and in a specific context. Further, I would argue for a normative theory, one that offers signposts and guidance without being prescriptive. And we need a flexible theory that helps us understand not only the organization as a whole, but the individuals and sub-groups that comprise it, a theory that requires us to ask: 



ASK:

 Who is included and who is 
excluded?
 Who is advantaged and who is 

disadvantaged?
 Who is marginalized and who is 

privileged?
 Whose voices have been heard 

and whose have been silenced?
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Who is marginalized, excluded, or silenced by a specific policy or decision and who is privileged, included, and heard?



Where Do We Look? 
UK: Leadership & Management Site: 
 Blake & Mouton (Ohio Studies, 1950’s) : task vs people 
 Leithwood et al (1978, 1985 etc.) Transformational Leadership
setting directions, improving the instructional program, redesigning the 
organization, developing people 
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So where do we look? When we examine any meta-analyses of educational leadership or papers purporting to conduct thorough review of leadership styles, theories, and principles, the examination often stops with traditional approaches. In the UK, for example. a website of the government simply called “Leadership and Management” emphasizes processes through which leaders can acquire skills, such as formal learning, social learning, and experiential learning. They also provide numerous links to resources and materials such as a link called “leadership styles” which identifies the traditional and much older work of Lewin and Blake and Mouton, and ends with the concept of transformational leadership which they note was first published in 1978 and further developed in 1985. Many other articles and books do the same. It is important to note that I am not disparaging any of these approaches to leadership. They are not irrelevant. It is important to think about whether there is virtue in bureaucratic or democratic leadership. It is vital to set directions and develop people. And it is essential to take the situation into consideration, but I am arguing that these theories do not fully address the current VUCA climate of our schools and they certainly do not explicitly advance the cause of the sustainable development goal 4. Typically, these older approaches to leadership focus on one of three aspects of leadership: Traits – as in the Great Man approach, are leaders charismatic, educated or not? Are they transactional?  Processes – are leaders task-oriented or people-focused? Or perhaps, do they have a focus in mind, such as instructional leadership or democratic leadership? Even then, one might ask, “But what is the purpose of instructional leadership? Is it to ensure all students pass a given test? Or is it to ensure all students become critical thinkers? None is predetermined because they are not grounded in moral purpose. 



Traditional Theories Inadequate for VUCA 
World 

 Take Context Seriously 
No one best approach – examine individual leaders 
 Focus on relationships
No effect sizes, statistical data, meta-syntheses
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My argument is that none of these earlier theories is adequate. None is holistic enough. But, one problem. And n some ways it is a good problem, but we must figure out how to address it,  is that many newer and more relational leadership theories take seriously the notion of context. They accept the VUCA notion that there is no one best theory, and so they focus on the local, on case studies, on what happens in various schools to certain groups of students. In fact, in 2002, Ira Bogotch put forth a challenge in which he argued that the definition of social justice cannot be separate from the context or the practices of educational leadership and they address this. Hence, for the most part, no matter how relevant the findings, no matter how holistic they are, these more critical and recent approaches do not appear when scholars are limited by examining effect sizes, statistical data, or conducting meta-analyses.



What About Recent Approaches…?

Social Justice Leadership
Social justice leadership: these principals make issues of race, class, gender, disability, sexual orientation, and 
other historically and currently marginalizing conditions in the United States central to their advocacy, 
leadership practice, and vision. This definition centers on addressing and eliminating marginalization in schools. 
(Theoharis, 2007, p. 223)

BUT: Oakes & Rogers (2006)
educational equity is entangled with cultural and political dynamics that extend beyond the school; therefore, 
equity reforms must engage issues of power by extending beyond the school. (p. 31).
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So let’s examine some more recent approaches. We know that, by the mid 1980s, a few “radical” scholars (Foster, 1986; Smyth, 1989) had begun to introduce the notion of social justice into the scholarship of educational administration and that by 2006, the Leadership for Social Justice special interest group (SIG) of the American Educational Research Association was formed. Its goal was to find ways to redress the unequal playing field, and to create more inclusive and socially just learning environments for all students. Nevertheless, the term “social justice” quickly became a shifting signifier, meaning almost everything and virtually nothing. A direct instruction approach may be deemed “just” by followers of Madeleine Hunter, while a more student-centered approach will be deemed “just” by others. Leaving the European Union will be deemed “just” by some, while remaining in the union would be argued to be equally “just” by others. Similarly, Supporting Donald Trump’s wall on the US-Mexican border will be seen to be “just” by some wanting to restrict immigration, while others argue for the rights of all to safe living conditions. Yet, some recent scholars advance what they call a theory of social justice leadership. In 2007 Theoharis published an article in EAQ, the top journal in our field, called, “Social Justice Educational Leaders and Resistance: Toward a Theory of Social Justice Leadership.” In it, he defined: social justice leadership to mean that these principals make issues of race, class, gender, disability, sexual orientation, and other historically and currently marginalizing conditions in the United States central to their advocacy, leadership practice, and vision. This definition centers on addressing and eliminating marginalization in schools. (p. 223)That is a wonderful start. But I tend to agree with McCutchen who asserted that “there is a general consensus that social justice leadership is about creating schools that are more equitable,” but at the same time, decried a “tendency to narrowly define the concept” (2015, p. 748). I wanted a concept that was not confined to schools themselves because I took seriously the assertion of Oaks and Rogers that reform within a school is inadequate becauseeducational equity is entangled with cultural and political dynamics that extend beyond the school; therefore, equity reforms must engage issues of power by extending beyond the school. 2006, p. 31). This is obvious today in the United States, where state legislatures are forbidding teachers to talk about race, or banning the presence of books like the Harry Potter series, Of Mice and Men, or To Kill a Mockingbird.  



Culturally relevant/responsive school leadership
Focus on behaviors (Khalifa, et al., 2016) 
“Encompasses anti-oppressive/racist leadership, 
transformative leadership, and 
social justice leadership” 
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I then looked at culturally relevant/responsive school leadership as a social justice theory, but once again was stymied by its narrow focus on pedagogy (Ladson-Billings, 1995) and on its emphasis on behaviors (2016, Khalifa) to the exclusion of issues like power and privilege. Yet, Khalifa et al., argue that CRSL encompasses “anti-oppressive/racist leadership, transformative leadership, and social justice leadership.” I disagree. I wanted a theory that went beyond the school, that addressed beliefs as well as behaviours, one that was educational, but could also be useful in other disciplines. 



Drawing on Burns (1978): Leadership

Rejected transactional leadership
Called for Transforming leadership

Transformational                 Transformative 
(Bass, Leithwood, Northouse) (Blackmore, Dantley, Shields, Starratt, Weiner) 
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I turned to James McGregor Burns seminal 1978 book, Leadership. In it he asserted that transactional leadership was the norm and that a new version he called, transforming leadership was called for. In some ways, this has exacerbated the confusion in that both transformational and transformative leadership have emerged from this notion. 



Burns’ intent

1978: “revolution is a complete and pervasive transformation of an   
entire social system,” (p. 202)

“the extent of real change” in the lives of people (p. 441)

2003:   “leadership is a moral undertaking” whose “greatest 
task…must be to respond to the billions of the world’s people 
in the direct want” (p.2). 
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Burns, however, in 1978, argued that although revolutionary leadership was rare, “revolution is a complete and pervasive transformation of an entire social system,” (p. 202), … one that transforms society, including “reconstruction of the economy, education, communications, law, medicine.”  Later, Burns indicates the importance of purpose as well as the need to investigate “the extent of real change” in the lives of people (441). In his subsequent book, Transforming Leadership (2003), Burns argues that “leadership is a moral undertaking” (p. 2) whose “greatest task…must be to respond to the billions of the world’s people in the direct want” (p.2). These ideas of moral, and purposeful leadership that addresses those who most need change are central to his thinking, and to the development of transformative leadership theory. For me then, earlier forms of leadership including transformational leadership are not adequate to today’s world. They identify tasks to be undertaken: setting directions, developing people, and so forth, but they do not indicate a moral direction or purpose and they are not specifically and explicitly focused on those in the direst want – those with the greatest need. Thus, even as I read and taught about the theories of social justice leadership (Theoharis, 2007) or culturally relevant leadership (Khalifa et al. 2016), I struggled to find these theories complete enough to satisfy me. 



Transformative Leadership 

• Quantz, Rogers, Dantley (1991): American schools are in period of 
confusion … of the commonly discussed theories, only the concept of 
transformative leadership appears to provide an appropriate direction, 
and even here, the literature lacks a clear enough vision for 
understanding the present political and moral issues.” (p. 96). 
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Thus I turned to the myriad of writing about transformative leadership because 30 years ago, Quantz, Rogers and Dantley argued that “ only the theory of transformative leadership provides an appropriate direction but , that it needed to be more clearly articulated. So it is to that topic I now turn.  



Confounding the Terms 

Google, You Tube 
What’s the difference between transformative and transformational?
 and then: site says Transactional is…transformational is… 
But Merriam-Webster dictionary:
Transformative: Causing an important and lasting change in someone 
or something
Transformational: relating to, characterized by, or concerned with 
transformation.
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Yet  I must say that I am totally frustrated when I google transformative leadership, I find a focus on a variety of programs and models discussing transformational leadership. The same is true of you tube. Yet, transformational and transformative leadership have emerged as two distinct leadership theories, with different ontologies, epistemologies, and methodologies. In common parlance, transformational and transformative are often used as synonyms. Both come from the old French verb transformer and the Latin transformare, each meaning to change the form of something. WikiDiff indicates that transformative implies causation, having “the power to transform/modify/alter something into something else” while transformational is more descriptive, “pertaining to transformation.” Hence, transformative is indicative of agency, action, and activism, while transformational describes the outcomes of such activity. Even in the educational leadership literature of the twentieth century, scholars sometimes used the terms interchangeably (see examples in Shields, 2011). This has added to the confusion and often the confounding of the two approaches to leadership. Most early scholars also used the term transformative without attempting to define it; moreover, the two terms are often used without reference to specific theories. 



Recent Differentiation

Blackmore (2011): “transformational leadership has been framed narrowly within the school effectiveness-
improvement paradigms” while “in contrast, transformative leadership discourses derive from a critical 
tradition, promoting emancipatory pedagogies that arise from political and social movements, feminist 
perspectives, and critical pedagogy” (p. 21). 
Starratt (2011) the distinction between transformational and transformative leadership is an important one, not 
only for the field of education, but also for leadership theory and research in other fields (p. 131).

Van Oord (2013) summed up the situation, stating of transformative leadership that
the term is not new; for many years the concepts of transformational and transformative leadership were used 
as synonyms. Recognizing this conceptual murkiness, scholars such as Shields (2010, 2012) have in recent years 
successfully endeavored to define and theorize transformative leadership as distinctively separate from the 
transformational approach. Transformative leadership is characterized by its activist agenda and its overriding 
commitment to social justice, equality and a democratic society. (p. 421-422)
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More recently, awareness of various theoretical approaches and their differences permeates educational leadership research. Blackmore (2011) argued that “transformational leadership has been framed narrowly within the school effectiveness-improvement paradigms” while “in contrast, transformative leadership discourses derive from a critical tradition, promoting emancipatory pedagogies that arise from political and social movements, feminist perspectives, and critical pedagogy” (p. 21). Starratt (2011) posited that “the distinction between transformational and transformative leadership is an important one, not only for the field of education, but also for leadership theory and research in other fields” (p. 131). Van Oord (2013) summed up the situation, stating of transformative leadership that the term is not new; for many years the concepts of transformational and transformative leadership were used as synonyms. Recognizing this conceptual murkiness, scholars such as Shields (2010, 2012) have in recent years successfully endeavored to define and theorize transformative leadership as distinctively separate from the transformational approach. Transformative leadership is characterized by its activist agenda and its overriding commitment to social justice, equality and a democratic society. (p. 421-422)



Transformative Leadership 
• Hypothesis one: When all are safe, respected, included, and their voices are heard, they are better able to 
learn, and performance improves (Bieneman, 2011).

• Hypothesis two: When schools focus on democratic inclusion and excellence, civil society also strengthens 
and advances (Green, 1999)

• Tenets: 

1. Accept a mandate for deep and equitable change.
2. Deconstruct knowledge frameworks that perpetuate inequity (and reconstruct them in more equitable ways), 
3. Address the inequitable distribution of power.
4. Emphasize both individual and collective (private and public) good.
5. Focus on democracy, emancipation, equity, and justice.
6. Emphasize interconnectedness, interdependence, and global awareness.
7. Balance critique and promise.
8. Exercise moral courage. 

(Shields, 2016, 2020)
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I read and reread a myriad of articles using the term transformative leadership starting with one by Quantz, Rogers, and Dantley written in 1991 in which they argued for clarifying and clearly articulating transformative leadership and so I determined to continue do what they had called for, to articulate the concept, so it presents a clear vision for the future. I started with the understanding that an educational theory, even for a qualitative researcher, should include variables or items that may be manipulated and assessed (I won’t use the term “tested.”). Hence, based on all of my reading, I identified two hypotheses or principles to guide transformative leadership theory and then identified eight interconnected and interactive tenets that clarify it. The first principle or hypothesis is: When all are safe, respected, included, and their voices are heard, they are better able to learn, and performance improves.If a student is worrying about being teased at recess for being too heavy, or gay, or for what they are wearing, it is difficult for them to concentrate. If an adult is concerned about a supervisor’s harsh words, or an upcoming evaluation, they are unlikely to be able to fully focus on the task at hand. We can assess these concerns as well as the performance that results. And there is significant research that shows this to be true (Bieneman, 2011).The second principle or hypothesis is “When schools focus on democratic inclusion and excellence, civil society also strengthens and advances.” This principle emerges from the need for schools to focus not only on individual growth but on democratic society as well. And we can certainly see the need for this both in the UK and the US where democracy has been challenged by polarization and global events. Then, to support these general principles, the eight tenets are as follows:Accept a mandate for deep and equitable change.Deconstruct knowledge frameworks that perpetuate inequity (and reconstruct them in more equitable ways), Address the inequitable distribution of power.Emphasize both individual and collective (private and public) good.Focus on democracy, emancipation, equity, and justice.Emphasize interconnectedness, interdependence, and global awareness.Balance critique and promise.Exercise moral courage. 



Accept a mandate for deep and equitable change
• What guides you?
• What grounds you? 
• What hill are you willing to die on? 
• Know yourself, your community, your institution
• Where should you start?
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The first tenet echoes many other theories in that it requires a transformative leaders to first know him or herself. What guides you? What grounds you? What hill are you willing to die on? As Kalifa et al (2016) assert, this requires “critical reflection.” We must also critically reflect on our community context and on our institution. If we are in a largely indigenous school in Canada or a Maori school in New Zealand, for example, we may need to learn the history of colonization. It may be that the greatest inequity may require understanding why indigenous students are underperforming and what we might change to assure a better outcome. If we are leading a school in Africa, the greatest inequity might relate to gender and the lack of attendance and the underperformance of female students. In an urban, or inner city school, the issues may be myriad, ranging from racism to transphobia or xenophobia. Again, tenet one requires us to identify the inequities we need to address, and to determine whether we have the moral courage to accept the mandate to do so. 



Think of a student who is not 
succeeding and jot down some 
reasons why. 
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Before we go on…. 



Deconstruct knowledge frameworks that perpetuate 
inequity

Johnson (2008): What separates successful leaders from unsuccessful 
ones is their mental models or meaning structures. 

Address racism, homophobia, gender, transphobia, 
age, zenophobia,   poverty, class, home language, ability, 

Eliminate Implicit bias, deficit thinking etc. 

Wagstaff and Fusarelli (1998) that the most important factor in the academic
achievement of minoritized children is the principal’s explicit rejection of deficit 
thinking. 
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Tenet two is huge and encompasses many inequities. It takes seriously a common poster that says, “Don’t believe everything you think.” It draws on Johnson’s (2008) finding that “What separates successful leaders from unsuccessful ones is their mental models or meaning structures.” Thus, it requires us to deconstruct knowledge frameworks that perpetuate inequity and to reconstruct them in more equitable ways. This tenet makes transformative leadership theory also a theory of anti-racism, anti-homophobia, and so forth. It requires that we identify the sources of inequity: power, privilege, politics, as well as class, race, ethnicity, sexual and gender identity, home language, religion, immigration status. ability and disability, and more. I grew up in a Christian home, being taught for example, that homosexuality was wrong. Later, once I met people who have become some of my best friends, I decided that “my God doesn’t make mistakes” and that I had to deconstruct that framework and respect everyone’s rights. Many of us have engaged, likely without knowing it, in what has been commonly called, “deficit thinking.” We assume that those who are poor, or Black, or homeless, have less ability, or interest, or motivation to succeed, and we find ourselves talking about “these children,” or saying as one teacher I interviewed stated, “These kids would do better if they had better parents.” This tendency to blame the victim, to believe if only the child or family were fixed, our job would be easier, is deficit thinking. Yet it is important to take seriously the finding of Wagstaff and Fusarelli (1998) that the most important factor in the academic achievement of minoritized children is the principal’s explicit rejection of deficit thinking. 



Address the inequitable distribution of power.
Power is not negative.
Privilege and power go together. 

Learn about Papal Bulls 15th century
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The third tenet: is to address the inequitable distribution of power. Power is not in and of itself a negative. Think about how frustrating it is when we do not have power in our homes. Yet, if we exercise power over people instead of power with them, then we are exercising inequitable power. Instead we need collegial relationships with teachers, parents, and members of the community. We too often send home newsletters, even translating them in many languages, telling people what the school is about and what we want them to do. But do we listen to them? We assume that our language is clear about what is intended. I think about the teacher who told me that he always had the class engage in a day of practice job interviews, and told his students to wear their best dress. He admitted how surprised he was when his Latina students came dressed in huge flamenco style skirts and embroidered blouses. He had failed to be specific and to recognize the implicit rules of power with which he was operating. Too often we fail to recognize the implicit power in our privilege, and in our history that has perpetuated inequitable and often unconscionable beliefs about others. We could start with how the papal bulls of the 15th century perpetuated the doctrine of discovery – giving Christian explorers the right to claim lands they “discovered” and lay claim to those lands for their Christian Monarchs. Any land that was not inhabited by Christians was available to be “discovered”, claimed, and exploited. And we are all still living with the impact of these policies. Inappropriate use of power is not new, but must be constantly understood and challenged. 



Emphasize both individual and collective good
yes but… 

More diverse and equitable 
employment opportunities
 Greater problem-solving skills
 Improved economy
 Give back to community
More awareness of political issues
 Lower health care and 

incarceration costs 
 Less poverty
 Good citizenship and less crime 
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The fourth tenet is to balance public and private good. We so often talk as though the value of education was simply individual, earning a successful student more revenue, helping them find a better job, gaining them prestige, etc. But education also serves a public good, helping people understand one another and hence creating a stronger democratic and civil society. It works towards Judith Green’s (1999) definition of deep democracy as “a society of mutual benefit” rather than perpetuating a One person, one vote view. Think about it, if we stop at one person, one vote, the majority can always overrule the minority – and this is in many places what has happened for too long.  



Focus on democracy, emancipation, equity, and justice

This is affirmative, in other words, it gives guidance about what to do…
Listen, don’t teach about, but learn from students 

What do we do when we hear a joke? 

How do we respond to a teachable moment? 
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Tenets five and six are affirmative. Tenet five asks transformative leaders to focus on democracy, emancipation, equity, and justice. It moves us from challenging our beliefs and thinking about our policies, to pedagogy, and to action. How do we act when we hear an inappropriate comment or joke? What’s black and yellow and screams? A bus full of black children going over a cliff.. When I asked teachers what they would say, they said they would ask students why they told a joke about hurting others. This missed the point What about the racism?  Are we prepared to challenge it without disrespecting the perpetuator? I often think of one of my students with Indian heritage who tried to raise a point about how Indian people might think about child labour and factories. She asked if  it was better for each child to take a year working in a factory bringing home money for food, than to have the whole family go hungry when no one was working. Her point was quickly dismissed 



Emphasize interconnectedness, interdependence, and 
global awareness

How do we engender global curiosity? 
Understand how what happens in Ukraine, Pakistan, or China, affects 
us…
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Tenet six goes further and reminds us all we live in an interconnected and global community? I talked with my students last week about a student born in Vietnam of a Vietnamese mother and African American father, whose mother was told to throw him in the river. He was outcast, never going to school, never becoming literate. They found the story interesting, but did not understand how what happened in Vietnam affected us. How do we ensure our students develop global curiosity and that they recognize the interconnectedness of our world. How do we help students to understand that what happens in the Ukraine or Pakistan or elsewhere affects us? How do we take advantage of diversity in our classrooms and learn from others?I think with shame of a bright girl in my 9th grade class who said she came form Persia. I ignored that fact, and we as a class did nothing to learn from her. 



Balance critique and promise
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Tenet seven requires that we balance critique and promise. It is not enough to identify what is inequitable; that is easy. We must ensure there is promise for every member of our institution. Remember that promise is a noun, and adjective, and a verb. It requires commitment that we will do everything in our power to ensure equity for all. In fact, it requires educators to be advocates, allies, and sometimes activists if education is truly to become “the great equalizer.” 



Exercise moral courage
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And of course, this as well as the rest of the tenets and hypotheses require a large dose of tenet eight: The need for moral courage. I watched television one recent morning and the commentators, thinking about the American mid-term elections, talked about how morality has been lost, how people don’t care about the morality of a candidate, but simply about party politics. This is unacceptable for a transformative leader. We must be authentic, and ensure there is congruency among our beliefs, statements, and actions. We must recognize that when we strive for inclusion, equity, justice, and excellence, some people will push back. They think they or their children will lose something. They will have more competition. And they think this erodes society. Transformative leaders as Weiner states, must “have one foot in the dominant structures of power and authority” as well as work to transform them. This is uncomfortable and again requires moral courage. Let me tell you of a small incident …In a fourth grade class that had been learning about biography , the teacher asked students to pick a biography and write a book report. One child picked a book about Jackie Robinson, the first black major league baseball player. Soon, the teacher received a phone call. My husband will not allow a book about a black man in the house. You have to give my son a different book. The teacher could have simply done so, but using her moral courage would require that she not simply accept the racism. She could ask the parents to come to the school, explain why the book was appropriate ,and  if they still wanted a change, make sure it was the parents, not the teacher who helped chose a different book. Moral courage can be found in both little acts and large ones. 



Concluding Thoughts 

I support transformative leadership because …
 Promotes inclusive, equitable, quality education 
 Addresses the new VUCA world of vision, understanding, clarity, agility 
 Has an ethical grounding
 Embeds values 
 Attends to beliefs as well as actions
 Addresses inequities including race, sexual orientation, religious differences,    

homelessness, ability, and so on…
 But also affirmative
 Attends to context and cultures and histories 
 Goes beyond schools … 
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Concluding Comments I hope you can see why I support the theory of transformative leadership because it supports the inclusive, equitable, and quality education required by the Sustainable Development Goal It addresses our VUCA world. TLT is a comprehensive, normative, and complex theory which has an ethical grounding and framework. It embeds values, and attends to beliefs as well as actions. It is anti-racist, homophobic, and addresses inequities etc, but it is also affirmative. It attends to cultures and histories, and argues the need for global awareness and curiosity. Moreover, TLT can guide practice anywhere – not simply in schools, or higher education, but in non-profits, government agencies, and private companies. Indeed, it has guided the work of the charitable Mastercard foundation in promoting education in underserved countries in Africa, it has been found to promote learning in Bolivia, and is the chosen theory of business writers Caldwell et al (2011), and in engineering (Jones et. Al , 2017).



We Need…

 Find your own theory and grounding
 Address the needs of those in the direct want 
 A project rooted in “the ideals of liberty and freedom” (Freire)
 Critical, normative, embedded in values, beliefs
My hope is you will consider carefully transformative leadership 

theory … 
To bring about equity, inclusion, high quality education  
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In the end you may not select TLT as your guidepost, but it is my hope that as you find your own grounding, you will choose a theory that addresses the needs of those in the direct want. I will stop here, and end with the words of Weiner (2003), who talked about the leadership of Paulo Freire as transformative and asserted: that “as a transformative leader, Freire had to make sure he was not simply imposing his own ideological agenda on the community, but was instigating an alternative democratic project that was rooted in the ideals of liberty and freedom” (p. 92). This is what I hope I have begun in this brief time together. I have tried not to impose my ideas on you, but it is my hope you will join me in Paulo Friere’s project rooted in ideals of liberty and freedom. And to do that, it is my hope you will adopt a critical approach to leadership, that at the very least you will now include in your leadership portfolio the theory of transformative leadership, that you will pick a theory that addresses beliefs and the need to change them, that is affirmative as well as critical, and that addresses the UN Sustainable Development Goal 4, because it is grounded in the values of equity, inclusion, excellence, high quality, and lifelong learning opportunities for all. It is my hope you will carefully consider transformative leadership theory.  



Thank You!
cshields@wayne.edu
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