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“Leaders can make organizations learn.”
The terms: leaders, organizations, make, and learn are keys to this statement.  In chapter seven of Leading Minds, Gardner’s definition of a leader is “an Individual who affects the thoughts, behaviors, and feelings of other individuals.  
According to Wikipedia, “an organization is a social arrangement which pursues collective goals, which controls its own performance, and which has a boundary separating it from its environment.”  Merriam-Webster defines organization as “an administrative and functional structure (as a business or a political party); also: the personnel of such a structure.”  
Make is defined, by Merriam-Webster, as causing something to happen to, or causing the experience for another.  

Merriam-Webster’s Online Dictionary describes the term learn as the process of gaining understanding of, knowledge of, or skill in, as a result of experience, study, or instruction.
Using these definitions, the statement says – a leader can affect the behavior of his/her followers and cause them to gain knowledge and skills which because they are the personnel of an administrative and functional structure means that the organization has learned
.  
A model case for this statement is Anthony Alvarado as the superintendent of District 2 in New York.  Mr. Alvarado made it clear that Professional Development was the key to his agenda in order to improve the school district’s demonstration of student achievement.  He transformed the job description of principal to include professional development as a central concern with the corresponding investment of percentage of time allotment.  Although there was initial resistance his response was to emphasize the non-negotiability of its significance in his plan for district wide improvement.  All members of the district, including principals, were expected to expend time and energy reflecting on and improving their current styles, strategies, and knowledge.  They were expected to mentor teachers and provide time for the teachers to acquire new knowledge, and share that knowledge with students, peers, and administration.  He set up learning as a key function of the entire district!  He imported master teachers, coaches, and mentors to visit all schools, helping teachers and administrators learn new techniques.  This presented students, teachers, and administrators with authentic models of living in a true learning community.    This resulted in a dramatic increase in the districts rankings, from 10th place in reading and fourth place in math out of 32 districts, to second place in both reading and math
!   
Surprisingly, the contrary case is also Anthony Alvarado.  Mr. Alvarado was eagerly sought to reproduce his magic in the San Diego schools.  He moved to California bringing with him his belief that professional development and sharing good teaching strategies was the key to another district transformation.  His enthusiasm for learning and insistence on professional development were not well received by many teachers and administrators in San Diego.  The schools in San Diego had been comfortable with the system that emphasized local decisions rather than unified district leadership.   The former school board president Ron Ottinger, described the local grasp on school control as contributing to each school trying to solve the problem individually rather than sharing expertise learned.  He stated that, “Teachers didn't have time to find out what the best research was… or the capacity to figure out how to create a common approach across the system
.” 

Mr. Alvarado’s experience in San Diego was quite different.  Both individuals and the teacher’s union failed to adopt his strategies of knowledge sharing, collaboration, mentoring, and professional development.  The volatile site based verses district based reform and management was not resolved and led to Alvarado’s exit from the West Coast.  His attempt to “make” the teachers and administrators, “organization,”  “learn” was unsuccessful!    
A borderline case can be found in my own district.  I watch peer mentor teachers, provided by the administration, in one of our schools.  They are battle weary. Although they have the principal’s support, they are not welcomed in some of the classrooms except in the capacity of giving a break to the classroom teacher.  Many of the wonderful lesson plans created and shared remain a demonstrated lesson rather than becoming integrated in the class every week/day.  I see the same old worksheets dragged out of bulging notebooks, dotted and sometimes difficult to read because of the multiple times copied.  Lessons that are geared for “hands on” computer use, such as web quests, and graphic organizers, become hard copied, laborious assignments.  The hundreds of intriguing professional development workshops available are attended, provide a temporary spark of imaginative teaching opportunities, then are stuffed under a pile of papers.  
Yet there are also many teachers that eagerly attend the workshops, invite in the peer teachers, and have long fruitful discussions sharing ideas with mentors and colleagues.  They try new tactics, excite their students, and develop a small family trying to find like minded peers to expand their learning neighborhood. Even though part of the “organization” is learning, the other part is not
.

Susan, you picked three good examples.  If you look across them and identify what the model does that the contrary doesn’t it is invest in people.  Alvarado provided “coaches” along with investing in the teachers implementing the new curricula.  He couldn’t just send in coaches without keeping the receiving teachers connected to his work.  The other two cases, including himself, could learn from that.
http://www.merriam-webster.com/dictionary/organizations
http://www.onelook.com/?w=organization&ls=a
http://www.eyefortransport.com/glossary/op.shtml
http://www.wikipedia.org/ 
http://www.pbs.org/makingschoolswork/dwr/ca/visions.html  

�Nicely done.


�Very good, Susan.  He built his career in NYC around making others smarter in the roles.


�Isn’t it amazing that contexts can affect outcomes, even when the input is “the same.”  As Senge wrote, form follows function…something San Diego couldn’t learn.  They wanted the same contexts and different outcomes.


�Excellent.  The right intentions without the right supports and too many people don’t learn.  Shifting into my teacher education mode, we know what doesn’t work in teacher development and that school districts haven’t understood this is rather dispiriting.








