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Chapter	1
What	Is	Effective	Math	Educational	Leadership?
All	of	us	have	had	personal	experiences	with	 leadership,	either	as	 leaders	or	working

with	leaders,	or	both—often	with	varying	degrees	of	success.	These	experiences	shape	our
attitudes	 toward	 and	 expectations	 for	 those	 in	 leadership	 positions.	 If	 teachers	 were
queried	 about	 the	 characteristics	 of	 an	 effective	 leader,	 there	 would	 probably	 be	 some
common	 themes,	 but	 also	much	 disagreement.	 Some	 teachers	 prefer	 leaders	who	 pretty
much	leave	them	alone	to	educate	students	while	taking	care	of	the	many	administrative
functions	 required	 for	 a	 school	 district	 or	 an	 individual	 school	 to	 function	 smoothly.
Others	favor	leaders	who	have	common	visions	of	what	constitutes	quality	education	and
then	work	closely	with	 them	to	promote	 those	visions.	Some	 teachers	prefer	 to	know	in
detail	 exactly	what	 the	 leader’s	 expectations	 are,	while	others	 flourish	 in	 settings	where
they	 are	 given	 little	 specific	 guidance	 and,	 instead,	 are	 expected	 to	 rely	 on	 their	 own
professional	judgment.	Indeed,	in	any	school	setting,	there	will	be	disagreement	as	to	the
effectiveness	of	their	current	school	leaders	and	the	reasons	why	these	leaders	are	deemed
to	be	effective	or	not.	Precisely	because	of	 these	differences	 in	perspective,	 the	research
into	what	constitutes	effective	leadership	has	been	extensive	and	often	conflicting.

Kruse	 (2013,	 para.	 17)	 defines	 leadership	 as	 “a	 process	 of	 social	 influence,	 which
maximizes	the	efforts	of	others,	towards	the	achievement	of	a	goal.”	He	points	out	the	key
elements	of	this	definition	from	which	aspiring	mathematics	leaders	can	learn:

Leadership	stems	from	the	social	influence	of	an	individual,	not	from
authority	or	power.	An	individual’s	influence	arises	from	the	respect	of	others,
not	just	from	his	or	her	seniority	or	hierarchy	in	an	organization.	Leaders	prove
themselves	worthy	of	the	task	of	leading	in	the	eyes	of	those	with	whom	they
work.	This	respect	cannot	be	artificially	bestowed	by	others	or	seized	by	an
individual	without	the	buy-in	of	those	with	whom	he	or	she	works.

Leadership	requires	the	involvement	of	others.	A	leader	cannot	lead	without
those	who	willingly	follow.	Someone	who	works	alone	to	accomplish	a	goal
cannot	be	considered	a	leader.	Likewise,	just	having	others	who	are	compelled	to
follow	orders	does	not	qualify	as	true	leadership.	The	others	must	trust	the
leader’s	judgment	and	believe	that	it	is	in	the	best	interests	of	their	shared	visions
or	goals	to	follow	his	or	her	lead.

Leadership	does	not	require	particular	personality	traits,	attributes,	or	even
a	title.	In	fact,	there	are	many	different	styles	and	paths	employed	by	effective
leaders.	Because	of	this,	leadership	may	seem	difficult	to	define.	Those	desiring
to	build	leadership	skills	can	learn	much	from	observing	strong	leaders.	What
works	for	these	leaders?	Will	these	techniques	work	for	me?	How	can	I	adapt
what	these	leaders	are	doing	well	to	enhance	my	leadership	capabilities?

Leadership	requires	working	to	attain	a	goal.	It	is	not	social	influence	without
an	intended	outcome.	Leaders	help	others	identify	shared	goals	and	also	create



the	motivation	and	empowerment	of	others	needed	to	reach	those	goals.

Leadership	emphasizes	the	maximizing	of	other’s	efforts,	not	just	working
to	achieve	a	goal.	In	a	business	or,	indeed,	any	kind	of	organization,	this
translates	into	inspiring	employee	engagement.	Drucker	(1954,	Kindle	Location
2862)	writes	that	“leadership	is	not	magnetic	personality,	that	can	just	as	well	be
demagoguery.	It	is	not	‘making	friends	and	influencing	people,’	that	is
salesmanship.	Leadership	is	lifting	a	person’s	vision	to	higher	sights,	the	raising
of	a	person’s	performance	to	a	higher	standard,	the	building	of	a	personality
beyond	its	normal	limitations.”	Leaders	must	be	able	to	motivate	their	followers
to	their	peak	performance,	to	create	a	working	environment	in	which	followers
have	what	they	need	to	succeed,	and	to	effectively	organize	efforts	of	others	to
attain	shared	goals	as	efficiently	as	possible.

Those	who	wish	to	hone	their	leadership	abilities	should	seek	to	learn	what	has	worked
well	for	others	and	then	choose	what	aspects	of	those	behaviors	they	can	adapt	and	make
their	own.	A	wealth	of	research	on	leadership	is	available	 in	 journals,	books,	and	online
for	 aspiring	 leaders.	 But,	 perhaps,	 one	 of	 the	 most	 valuable	 methods	 of	 learning	more
about	leadership	is	by	simply	observing	leaders	in	action.	What	is	it	that	earns	the	respect
and	following	of	others?	What	brings	out	the	best	in	those	with	whom	the	leader	works?

Leadership	in	Education
Much	 has	 been	 written	 about	 leadership,	 especially	 in	 the	 field	 of	 business.	 Indeed,

educators	can	learn	from	and	adapt	successful	business	models	to	meet	the	unique	needs
of	learning	institutions.	While	the	insight	into	leadership	gained	from	research	on	effective
business	 leadership	 offers	 math	 leaders	 some	 guidance	 as	 to	 best	 practices,	 it	 has	 its
limitations.	 Obviously,	 there	 are	 many	 similar	 features,	 but	 also	 some	 fundamental
differences.	 The	 preeminent	 leadership	 and	 management	 expert	 Peter	 Drucker	 (1954,
Kindle	 Location	 244)	 in	 describing	 business	 leadership	 stated,	 “It	 can	 only	 justify	 its
existence	 and	 authority	 by	 the	 economic	 results	 it	 produces.”	Mathematics	 educational
leadership,	 however,	 justifies	 its	 existence	 and	 authority	 on	 the	 quality	 of	 education	 its
students	receive.

This	 major	 difference	 in	 the	 ultimate	 aim	 of	 business	 enterprises	 and	 educational
institutions	 results	 in	 quite	 a	 shift	 in	 perspective.	 The	 bottom	 line	 for	 schools	 is	 not
economic	 performance.	 Instead,	 the	 bottom	 line	 for	 educational	 institutions	 is	 the
academic	 performance	 of	 young	 learners.	 Unlike	 businesses,	 where	 “every	 act,	 every
decision,	 every	 deliberation	 of	 management	 has	 as	 its	 first	 dimension	 an	 economic
dimension”	(Drucker	1954,	Kindle	Locations	264–265),	every	act,	every	decision,	every
deliberation	of	educational	leadership	has	as	its	first	dimension	the	academic	achievement
of	 its	students.	For	example,	education	 leaders	would	not	consider	barring	students	with
special	needs	because	of	 the	detrimental	 effect	on	a	 school’s	 rating	of	 the	mathematical
achievement	of	their	students,	but	instead	would	provide	the	extra	resources	these	students
require.

The	importance	of	effective	leadership	in	education	cannot	be	overstated.	According	to
Leithwood	et	al.	(2004,	5),	“Leadership	is	second	only	to	classroom	instruction	among	all
school	related	factors	that	contribute	to	what	students	learn	at	school.”	It	sets	the	tone	for



the	 school	 districts,	 schools,	 and	 learning	 communities.	 From	 their	 own	 professional
experiences,	most	veteran	teachers	will	readily	vouch	as	to	the	enormous	influence	leaders
have—either	positive	or	negative—on	their	teaching	and	on	the	learning	of	their	students.
To	exert	a	strong	positive	influence	in	schools,	education	leaders	must	perform	a	multitude
of	roles	well.	Many	of	these	roles	are	intertwined.

In	 education,	 as	 in	many	 other	 fields,	 leadership	 roles	 are	 not	 limited	 to	 only	 certain
positions.	 While	 district	 level	 staff	 and	 principals	 are	 most	 frequently	 recognized	 as
education	leaders,	 the	importance	of	the	leadership	capacity	of	instructional	coaches	and
teachers	 cannot	be	overstated.	 In	 this	book,	 the	 term	education	 leader	 has	 a	 very	 broad
definition.	 It	 includes	central	office	staff,	school	administrators,	academic	coaches,	math
specialists,	and	teacher	leaders.

The	sections	that	follow	describe	the	many	functions	and	responsibilities	of	education
leaders.	Throughout	the	book,	the	importance	of	these	various	functions	in	promoting	the
implementation	 of	 Guided	Math	 will	 be	 explored.	While	 an	 effective	 education	 leader
exhibits	strength	in	all	of	these	leadership	functions,	some	of	them	are	more	important	in
supporting	 the	 implementation	 of	 Guided	 Math	 than	 others.	 To	 most	 effectively	 lead
educators	 in	 implementing	 the	 Guided	 Math	 framework,	 it	 is	 helpful	 to	 identify	 the
various	leadership	functions	and	how	they	impact	its	implementation.

Managerial	Leadership
Managing	 leaders	 exercise	 the	 organization	 skills	 necessary	 to	 keep	 schools	 running

smoothly.	 Fullan	 emphasizes	 the	 importance	 of	 these	 skills	 stating,	 “leading	 the
development	of	a	culture	of	professional	capital	requires	strong	managerial	skills”	(2014,
56).	Managerial	 tasks	 include	 planning	 budgets	 that	 support	 the	 needs	 of	 teachers	 and
students,	 as	 well	 as	 making	 personnel	 decisions.	 Moreover,	 all	 members	 of	 school
communities	 rely	 on	 the	 managerial	 abilities	 of	 their	 leaders	 to	 provide	 school
environments	that	are	safe	and	conducive	to	learning.

A	smoothly	operating	school	is	the	foundation	that	supports	successful	implementation
of	other	leadership	functions.	When	teachers	have	schedules	that	work,	the	supplies	they
need,	and	the	expectation	of	consistency	in	school	procedures,	they	can	participate	more
fully	 as	 a	 member	 of	 a	 school’s	 professional	 community.	 It	 frees	 them	 to	 engage	 in	 a
process	of	studying,	planning,	doing,	reflecting,	modifying,	and	planning	once	again—the
ongoing	 cycle	 of	 self-reflective	 and	 self-motivated	 professional	 development	 aimed	 at
enhancing	instruction	and	maximizing	student	learning.

Yet	this	type	of	leadership,	although	imperative	for	successful	schools,	is	inadequate	in
and	of	itself.	“Managers	need	to	plan,	measure,	monitor,	coordinate,	solve,	hire,	fire,	and
so	many	 other	 things.	Typically,	managers	manage	 things.	Leaders	 lead	 people”	 (Kruse
2013,	para.	5).	It	is	this	quality—the	ability	to	lead	people—that	true	leaders	consistently
demonstrate.

Relationship-Building	Leadership
Relationship-building	leaders	are	well	aware	of	how	crucial	positive	relationships	are	to

any	 learning	 community.	 Developing	 these	 relationships	 requires	 education	 leaders	 to



reach	out	to	others	by	establishing	personal	bonds	of	many	kinds.	When	interacting	with
staff	 members	 or	 colleagues,	 these	 leaders	 are	 caring	 and	 respectful.	 They	 recognize
people’s	accomplishments	and	work	closely	with	them	to	solve	problems	that	may	arise.
They	support	people’s	efforts	to	improve	their	teaching	performance.

Students,	 as	 the	most	 important	members	 of	 the	 learning	 community,	 deserve	 special
attention	 from	 education	 leaders.	 So,	 these	 leaders	 make	 special	 efforts	 to	 speak	 to
students	and	find	ways	to	acknowledge	student	achievements.

To	 further	 build	 relationships,	 these	 leaders	 are	 also	 highly	 visible	 to	 parents	 and
interact	 freely	 and	 regularly	 with	 them—not	waiting	 until	 a	 problem	 occurs	 to	 interact
with	them.

Community	Liaison	Leadership
Community	 liaison	 leaders	 strive	 to	 build	 high	 regard	 for	 the	 educational	 institutions

within	 the	 local	 community.	 They	 proactively	 represent	 individual	 classrooms,	 schools,
and	 school	districts	 in	 a	positive	 light	during	 their	 day-to-day	dealings	with	 community
members.	By	making	themselves	available	when	community	members	have	questions	and
by	encouraging	community	participation	in	school	activities,	they	build	trust	in	the	school
system.

Curriculum	Leadership
As	curriculum	leaders,	it	is	essential	that	leaders	not	only	know	the	curriculum,	but	also

guarantee	 that	 it	 is	 taught	and	 learned	 (Marzano	 2003).	To	 ensure	 that	 the	mathematics
curriculum	 is	 effectively	 taught	 by	 teachers	 and	 learned	 by	 students,	 education	 leaders
themselves	 must	 have	 a	 deep	 understanding	 of	 its	 content.	 Only	 through	 thorough
understanding	and	careful	monitoring	can	the	curriculum	be	guaranteed	and	can	leaders	be
assured	that	students	are	successfully	learning	it.

The	 close	 attention	 to	 curricular	 content	 and	 requirements	 by	 those	 in	 leadership
positions	 sends	 a	 clear	 message	 to	 the	 learning	 community	 of	 how	 important	 this
knowledge	is	to	all	involved	in	the	education	of	students.	In	this	way,	curriculum	leaders
set	an	example	for	others	to	follow.

Also,	in	this	capacity,	educational	leaders	make	frequent	classroom	visits	to	ensure	that
what	is	being	taught	accurately	aligns	with	the	curriculum.	They	encourage	all	members
of	the	professional	community	to	engage	in	reflection	and	self-assessment	regarding	how
well	 their	 instruction	 reflects	 the	 required	 curriculum.	 With	 this	 process,	 curriculum
leaders	 are	 able	 to	 identify	 and	 support	 teachers	who	 need	 or	 desire	 additional	 content
training.	This	is	particularly	important	in	mathematics	leadership	with	the	implementation
of	new,	more	rigorous	mathematics	standards.	Teachers	are	delving	more	deeply	into	the
content	in	order	to	help	their	students	master	these	new	standards.

Instruction	Leadership
Instruction	 leaders	 ensure	 high	 levels	 of	 both	 teaching	 and	 learning.	 To	 positively

impact	instruction,	strong	leaders	continue	to	learn	about	effective	instructional	strategies



and	 provide	 ongoing	 opportunities	 for	 teachers	 to	 learn	 together,	 try	 new	 instructional
methods,	and	then	reflect	collaboratively	on	their	teaching	practices.	These	leaders	clearly
articulate	 instructional	 expectations	 so	 that	 teachers	 understand	 them.	 And	 finally,	 they
consistently	monitor	classroom	instruction	to	be	sure	these	expectations	are	met.

Educational	leaders	who	make	time	for	informal	classroom	visits	with	context-specific
feedback	 encourage	 teachers	 to	 grow	 and	 develop	 professionally	 (Zepeda	 2005).
Furthermore,	when	leaders	work	closely	with	teachers	to	gauge	student	achievement	and
to	collaboratively	identify	instructional	strategies	with	the	greatest	positive	(or	sometimes
negative)	impact	on	learning,	it	encourages	teachers	to	discard	those	that	are	proven	to	be
ineffective	and	to	maintain	or	try	new	instructional	 techniques	that	research	suggests	are
successful.	By	encouraging	teachers	to	reflect	and	assess	their	own	teaching,	these	leaders
promote	 the	 implementation	 of	 best	 instructional	 practices.	 Perhaps	 the	 most	 positive
consequence	 of	 this	 instructional	 focus	 by	 leaders	 is	 the	 nurturing	of	 a	 spirit	 of	 inquiry
among	teachers	and	leaders—epitomized	by	professional	growth	and	personal	fulfillment.
In	this	aspect,	the	role	of	being	an	instructional	math	leader	is	closely	interwoven	with	the
coaching	function	of	educational	leaders.

Team-Building	Leadership
Team-building	leaders	strive	to	establish	an	environment	of	trust	and	a	shared	sense	of

direction.	Today’s	schools	are	mini	communities,	composed	not	only	of	teachers,	but	also
a	myriad	of	support	staff	working	to	educate	students.	Success	is	dependent	on	the	entire
staff	pulling	together	in	one	direction	with	focused	and	shared	goals.

Establishing	 a	 climate	 of	 collaboration	 is	 imperative.	 Through	 close	 collaboration,
focused	conversations,	and	guided	reflection,	individuals	with	vastly	different	approaches
to	 teaching	 and	 learning	 can	 identify	 shared	values	 and	goals.	During	 this	 collaborative
process,	team-building	leaders	encourage	the	emergence	of	other	leaders	within	the	group
and	willingly	distribute	the	leadership	load.	All	in	all,	the	team-building	process	creates	a
sense	 of	 shared	 responsibility	 for	meeting	 shared	 goals	 that	 community	members	work
together	to	achieve.

Motivating	Leadership
It	 might	 seem	 obvious,	 but	 motivating	 leaders	 must	 “have	 time	 and	 [the]	 skills	 to

motivate…”	 (Kirtman	 2013,	 8).	 Motivation	 is	 essential	 in	 moving	 staff	 members	 to
become	 committed	 to	 working	 toward	 shared	 goals.	 Consider	 the	 enormous	 difference
between	 simple	 compliance	 and	 true	 engagement.	According	 to	Pink	 (quoted	 in	Azzam
2014,	14),	“With	compliant	behavior,	you’re	doing	what	someone	told	you	to	do	the	way
they	told	you	to	do	it.	There’s	nothing	wrong	with	that,	but	it’s	different	from	engagement.
With	engagement,	you’re	doing	something	because	you	 truly	want	 to	do	 it,	because	you
see	the	virtues	of	doing	it.”

Encouraging	teachers	to	reflect	on	why	they	first	decided	to	become	teachers	and	on	the
impact	they	have	on	young	learners	inspires	the	kind	of	emotional	engagement	that	takes
teaching	 to	 a	 higher	 level.	Motivation	 also	 increases	when	 educators	 explicitly	 identify
their	common	beliefs	and	passions	and	then	work	together	as	a	community	in	their	pursuit.



Furthermore,	 educational	 leaders	 motivate	 members	 of	 the	 learning	 community	 by
calling	upon	their	experience	and	expertise	when	making	difficult	decisions—particularly
decisions	 that	 directly	 impact	 their	work.	Thus	 empowered,	 teachers	 and	 staff	members
more	willingly	assume	greater	responsibilities.	Along	with	empowering	teachers	and	other
staff,	 leaders	 increase	 motivation	 when	 both	 ongoing	 and	 extraordinary	 efforts	 of	 the
education	community	are	regularly	recognized	and	acknowledged.

In	contrast,	when	educational	 leaders	 lack	 the	ability	 to	motivate	 teachers,	 instruction
typically	 becomes	 lackluster	 and	 rote.	Teachers	 tend	 to	work	 independently,	 rather	 than
collaboratively.	While	some	teachers	continue	to	pursue	their	passion	for	 teaching,	 these
efforts	 are	 too	 often	 isolated,	 and	 sometimes	 even	 resented	 by	 others.	 The	 status	 quo
remains	unchallenged	and	fiercely	defended.	When	attempting	the	implementation	of	new
instructional	 strategies	 such	 as	 the	 Guided	 Math	 framework,	 this	 can	 be	 particularly
detrimental.

Coaching	Leadership
Some	view	coaching	leadership	“not	as	a	subset	of	the	field	of	management,	but	rather

as	the	heart	of	management”	(Evered	and	Selman	1989,	116).	This	perspective	represents
something	of	a	paradigm	shift.	“The	prevailing	management	paradigm	focuses	heavily	on
control,	 order,	 and	 compliance,	 with	 the	 consequence	 that	 people	 become	 objectified,
measured,	and	expended.	Coaching,	on	the	other	hand,	focuses	on	discovering	actions	that
enable	and	empower	people	to	contribute	more	fully,	productively,	and	with	less	alienation
than	the	control	model	entails”	(116).	With	the	primary	aim	of	education	leaders	being	the
creation	of	conditions	under	which	students	learn	to	their	fullest	potential,	supporting	and
enhancing	 the	 ability	 of	 teachers	 and	 other	 school	 staff	 members	 are	 major	 areas	 of
concern	to	education	leaders.

Without	 a	 doubt,	 all	 teachers	 deserve	 the	 opportunity	 to	 be	 coached.	 Educators	 are
beginning	 to	 recognize	 that	 coaching	 is	 more	 than	 just	 a	 way	 to	 support	 struggling
teachers.	The	 benefits	 of	 coaching	 have	 long	 been	 valued	 in	 athletics.	Talented	 athletes
work	closely	with	their	coaches	to	gain	additional	perspectives	on	their	performance	and
how	 to	 improve	 it.	Although	not	all	 schools	or	 school	districts	have	 leaders	 specifically
designated	as	coaches,	effective	mathematics	leaders	recognize	this	aspect	of	leadership	as
crucial	to	their	success	and	will	work	with	their	faculties	and	staffs	by	coaching	them	in
their	professional	growth.

In	their	roles	as	math	coaches,	leaders	help	teachers	reflect	on	their	teaching	practices	to
identify	 strengths	 and	 needs	 based	 on	 shared	 curricular	 and	 instructional	 expectations.
Frequent,	non-evaluative	classroom	visits	make	the	leader’s	classroom	presence	feel	less
threatening	 to	 teachers.	Working	 in	 a	 coaching	 capacity,	 leaders	 send	 the	message	 that
they	 are	 partners	 in	 mathematics	 instruction	 with	 teachers—giving	 specific	 feedback,
sometimes	 in	 areas	 designated	 by	 the	 teachers	 themselves.	 The	 collaborative	 nature
established	 through	 the	 coaching	 function	 enables	 teachers	 to	 be	 more	 comfortable	 in
asking	 for	help	when	needed.	Although	 some	education	 leaders	may	not	have	 the	 same
expertise	as	instructional	math	coaches	or	the	time	to	provide	the	assistance,	they	do	their
best	 to	make	 it	 available.	When	 leaders	 act	 as	 coaches,	 teachers	 feel	 supported	 in	 their
efforts	to	grow	professionally.



Promoting	Change	Leadership
Those	who	aspire	to	be	change	leaders	often	find	that	the	process	of	change	is	not	easy

to	 bring	 about.	 First,	 desired	 changes	must	 be	 identified.	While	 it	may	 be	 tempting	 for
education	leaders	to	unilaterally	decide	what	changes	should	occur,	strong	change	leaders
invite	 the	 participation	 of	 others	 in	 this	 process.	 In	 many	 cases,	 the	 need	 for	 change
becomes	apparent	as	a	consequence	of	examining	data	on	student	achievement—focusing
on	strengths	and	needs.	By	asking	the	tough	questions	that	reveal	not	only	problems,	but
also	potential	solutions,	leaders	are	“helping	people	come	to	their	own	conclusions	based
on	their	experience”	(Couros	2013,	para.	7).	When	this	happens,	people	feel	an	emotional
connection	and	assume	ownership	in	implementing	desired	changes.

Change	 also	 becomes	 more	 compelling	 when	 associated	 with	 personal	 moral
imperatives	(Reeves	2009,	Kindle	Locations	1142–1145)—in	other	words,	when	linked	to
issues	 people	 care	 about	 deeply.	 Kaser	 et	 al.	 (2013)	 likens	 the	 creation	 of	 a	 sense	 of
urgency	for	change	to	an	art	form.	Lowering	the	resistance	of	others	is	a	balancing	act	of
“increasing	the	tension	of	not	supporting	the	change	effort	and	reducing	the	tension	related
to	trying	it”	(72).	The	motivation	that	results	from	people	feeling	a	sense	of	urgency	can
be	a	powerful	influence	on	the	success	or	failure	of	improvement	efforts.

Harvard	Business	School	Professor	John	P.	Kotter	(2007)	claims	that	it	is	necessary	for
75	percent	of	an	organization’s	management	to	be	convinced	that	doing	business	as	usual
is	unacceptable	or	there	will	be	serious	problems	with	change	efforts	later	in	the	process.
“Without	motivation,	people	won’t	help,	and	the	effort	goes	nowhere”	(2).

Finding	 the	 perfect	 balance	 between	 the	 two	 is	 crucial.	 Since	 all	 “change	 is…loaded
with	uncertainty”	(Fullan	and	Miles	1992,	749),	establishing	a	supportive	climate	for	those
involved	 is	 paramount	 in	 bringing	 about	 transformational	 change.	 Leadership	 promotes
change	when	 it	 helps	 others	 work	 through	 its	 uncertainty—“sometimes	 by	 overcoming
resistance,	but	mostly	by	reassuring	the	potential	losers	that	there	is	something	to	gain”	or
“by	helping	the	willing	gain	the	grounded	confidence	that	is	essential	to	success”	(Fullan
2014,	 7).	 Leaders	 can	 reassure	 those	 who	 are	 uncertain	 about	 how	 changes	 will	 affect
them	and	foresee	personal	loss	as	a	result	by	making	explicit	what	will	be	gained.

Capacity-Building	Leadership
“Passion	 without	 skill	 is	 dangerous,”	 warns	 Fullan	 (2014,	 24).	 What	 happens	 once

educators	 are	motivated	 and	 become	 passionate	 about	making	 changes	 in	 teaching	 and
learning?	Many	times,	efforts	to	build	the	capacity	of	educators	to	change	require	further
knowledge	and	training.	As	Fullan	wisely	cautions,	more	than	passion	is	needed—in	fact,
even	with	the	best	intentions,	attempts	to	enhance	learning	can	go	astray	if	teachers	lack
the	 support	 and	 resources	 they	 need	 to	 develop	 new	 skill	 sets.	 Leaders	 shoulder	 the
responsibility	of	building	capacity	for	changes	once	desired	changes	are	identified.

To	 successfully	 implement	 desired	 changes,	 educational	 leaders	 must	 consider	 the
following:	What	types	of	resources,	training,	and/or	coaching	experiences	are	needed?	Is
funding	 needed	 to	 provide	 this	 support?	 If	 so,	 from	 where	 will	 the	 funding	 come?	 In
addressing	 these	 questions,	 the	 interconnected	 nature	 of	 the	 leadership	 functions	 is
obvious.	 Clearly	 the	 curriculum,	 instruction,	 coaching,	 and	 managerial	 function	 of



leadership	are	interconnected	and	essential	to	build	capacity	to	implement	change.

While	 this	 leadership	 function	 has	 long	 been	 recognized	 as	 critical,	 there	 is	 growing
awareness	that	the	customary	model	of	professional	development	is	limited	and	often	fails
to	 build	 capacity.	Too	often,	 the	professional	 development	 provided	 consists	 of	 a	 single
day	of	training.	Armed	with	new	ideas	for	instruction,	teachers	return	to	their	classrooms
to	implement	them—or	not.	Only	rarely	is	coaching	or	other	ongoing,	follow-up	training
provided.	Not	only	that,	but	there	is	often	no	monitoring	to	verify	that	changes	are	being
implemented,	assess	 the	quality	of	 implementation,	determine	what	additional	support	 is
needed,	or	measure	the	impact	it	has	on	student	learning.

With	more	 effective	 professional	 development,	 leaders	 provide	 ongoing	 support	with
site-based	 coaching,	 opportunities	 for	 teachers	 to	 engage	 in	 Professional	 Learning
Communities,	 monitoring	 to	 ensure	 implementation,	 and	 periodic	 assessment	 of
effectiveness.

Change-Monitoring	Leadership
Change	monitoring	leaders	believe	not	only	in	the	importance	of	creating	a	consensus

for	change,	providing	the	resources	to	bring	it	about,	and	making	expectations	for	change
explicit,	but	also	in	closely	monitoring	its	implementation.	After	the	change	is	identified
and	professional	development	provided,	education	leaders	are	responsible	for	checking	to
be	sure	that	all	members	of	the	community	are	implementing	the	desired	change.

With	the	implementation	of	Guided	Math,	there	may	be	a	number	of	reasons	why	it	is
not	 being	 fully	 implemented	within	 a	 school	 or	 district.	 Some	 educators	may	 not	 fully
understand	 the	 expectations	 for	 change.	 Some	 may	 even	 believe	 that	 they	 are
implementing	it.	Some	may	understand	the	expectations,	but	may	still	need	more	support
before	they	can	carry	them	out	successfully.	Others	may	be	encountering	difficulties	with
the	 change	 process.	 A	 few	 may	 disagree	 with	 the	 change	 and	 decide	 that	 they	 are
unwilling	to	make	it.

So,	 with	 monitoring,	 not	 only	 do	 leaders	 have	 to	 determine	 if	 the	 change	 is	 being
implemented,	but	 if	not,	 they	must	discover	why	not	 to	ensure	that	 implementation	does
occur.	Based	on	what	 they	 find	during	 the	monitoring	process,	 educational	 leaders	may
need	 to	 do	 more	 work	 in	 building	 capacity	 to	 ensure	 that	 everyone	 understands	 the
expectations	 for	 change	 and	 is	 capable	 of	 making	 them.	 Providing	 teachers	 specific,
descriptive	feedback	in	a	non-threatening	manner	allows	them	to	more	clearly	understand
and	meet	 the	expectations	for	change.	With	some	individuals,	 leaders	may	have	to	more
firmly	delineate	their	responsibilities	for	change.

Another	valuable	reason	for	monitoring	implementation	is	to	gauge	the	effectiveness	of
the	planned	changes.	While	there	may	have	been	strong	justifications	for	a	desired	change
at	the	outset,	the	results	may	not	always	be	what	were	anticipated.	In	those	instances,	the
implementation	 process	 should	 be	 examined	 to	 see	 if	 the	 change	 could	 be	 made	more
effective.	 It	may	be	necessary	 to	revise	aspects	of	 the	change	or	 to	revisit	altogether	 the
decision	to	make	the	change.

An	 effective	 monitoring	 process	 is	 multifaceted.	 It	 may	 include	 classroom	 visits,
collection	 and	 analysis	 of	 data,	 and	 solicitation	 of	 feedback	 from	 teachers	 as	 they	 self-



assess	their	progress,	their	needs,	and	their	view	of	what	is	working	and	what	is	not.	Only
when	leaders	care	enough	to	check	with	those	who	are	in	the	trenches	implementing	the
change	can	the	monitoring	process	be	completely	accurate.

Figure	1.1	provides	a	brief	overview	of	the	leadership	functions	and	responsibilities	of
education	leaders.

Figure	1.1	Leadership	Functions	and	Responsibilities





Review	&	Reflect
1. In	what	ways	are	the	functions	of	business	leaders	similar	to	those	of	math	education

leaders?	In	what	important	ways	do	they	differ?

2. Reflect	 on	 your	 leadership	 experience.	With	which	 of	 the	 leadership	 functions	 and
responsibilities	 are	 you	 most	 effective?	 How	 can	 you	 draw	 upon	 these	 leadership
strengths	to	promote	the	implementation	of	Guided	Math?

3. Which	of	 the	 functions	provide	 the	greatest	challenge	 for	you?	What	can	you	do	 to
become	more	effective	 in	 those	areas	as	you	 lead	 the	 implementation	of	 the	Guided



Math	framework	in	your	school	or	district?
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