Module 5

7

How does sharing contribute to sustainable
leadership?




Reading 5.1

Hargreaves, A. & Fink, D. (2004). The seven principles of

sustainable leadership. Educational Leadership, 61(7), 8-13.
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subsequent promoticn to the central office. The principal
of @ magnet school boosts her institution's reputation by
attracting top students from across the city; meanwhile,
the neighborhood school's test scores plummet as the
magnet school steals its best students. Teachers in a high
school watch four principals pass through their school in
six years and conclude that they can easily wait out all
future principals and their change agendas,

These examples of unsustainable leadership emerged in a
Spencer Foundation-funded study of change during three
decades in eight U.S. and Canadian high schools, as seen
through the eyes of more than 200 teachers and ot R
administrators (Hargreaves & Goodson, 2004), The study April 2004
found that a key force leading to meaningful, long-term

change is leadership sustainability.

Most schooi leadership practices create temporary, localized flurries of change but little
lasting or widespread improvement. The study found some exceptions, however. From the
first day of their appointment, some leaders thought hard about how they might
implement deep, broad, and long-lasting reforms.

The following examples from our study illustrate seven principles that together define
sustainable leadership.t

Sustainable Leadership Matters

The prime responsibility of all education leaders is to put in place learning that engages
students intellectually, socially, and emotionally. Sustainable leadership goes beyond
temporary gains in achievement scores to create lasting, meaningful improvements in
learning (Glickman, 2002; Stoll, Fink, & Earl, 2002). Two examples illustrate this point.

Talisman Park High School's principal reacted to a newly mandated 10th grade literacy
test—which students would have to pass to graduate—by trying to shield his experienced
staff from time-consuming test-related activities. He decided that the most expedient way
to get good results was to concentrate on boosting the achievement of students who were
likely to fall just below the passing grade. Although the strategy made the school's
immediate scores look good, other studente who really needed help with literacy were
cast by the wayside.

Meanwhile, the principal of neighboring, more ethnically diverse Wayvern High School
responded to the mandated test by concentrating on improving literacy for all students in
the long run. Teachers worked together to audit and improve their literacy practices and,
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with the help of parents and the community, focused for an entire month on improving
literacy learning for everyone. The first-year results were not dramatic. But by the second
year, the school scored above the district mean, and by the third, the school had become
the district’s number-two performer—well ahead of privileged Talisman Park, which had
opted for the quick fix.

Sustainable Leadership Lasts

Sustainable leadership means planning and preparing for succession—not as an
afterthought, but from the first day of a leader's appointment. Our study offered rare
glimpses of thoughtfu! and effective succession management. One school, for example,
built on its ebuilient and optimistic principal's success in forging a democratically
developed school improvement plan by grooming his assistant principal to replace him
when he retired,.

In general, however, our study showed that leadership succession is rarely successful.
Charismatic leaders are followed by less-dynamic successors who cannot maintain the
momentum of improvement. Leaders who turn around underperforming schools are
prematurely transferred or promoted before their improvements have had a chance to
stick.

The history of Stewart Heights High School Hlustrates the revolving-door principalship
(MacMillan, 2000), or carousel of leadership succession (Hargreaves, Moore, Fink,
Brayman, & White, 2003), that has become increasingly common in today’s high-stakes,
reform-driven climate. In the early 1990s, Stewart Heights had been drifting for years. Its
aging staff was nostalgic for its days as a "village school” and had never accepted the
challenges of its increasing urbanization and cultural diversity. The principal confessed
that he did not have a particular direction or goal for the school. He just wanted to buffer
his teachers from outside forces so they could concentrate on the classroom. When this
principal retired, the district appointed dynamic, experienced, and somewhat abrasive Bill
Matthews to replace him.

Matthews believed strongly that students came first, He communicated clear expectations
and a relentiess determination to provide "a service to kids and the community.” By the
end of Matthews' third year—after the school had made curriculum changes, planned for
school improvement, restructured the guidance process, and created a more-welcoming
physical environment—student and parent satisfaction had increased dramatically.
Suddenly, however, Matthews was promoted to a district {eadership role. With leadership
shortages surfacing across the district, his assistants were transferred as well.

Into the chaos that was left behind, the district parachuted first-time principal Jim West.
west would have preferred to feel his way carefully, but he and his unprepared assistants
had to concentrate on implementing a newly mandated reform agenda. Within months,
everything Matthews had achieved in school improvement came undone. Traditional
power blocs, such as the department heads' group that had dominated before Matthews'
arrival, reasserted their authority because West needed their support to ensure
compliance with the mandated reforms. Like a deer in the headlights, West displayed a
lack of decisiveness that led some teachers t regard him and hlis assistants as
ineffectual. As one long-serving teacher commented, "Nice people. Can’t cope.”

Within just three years, West was moved on. In a school that had now seen four
principals in six years, the staff had become cynical.

Sustainable leadership demands that leaders pay serious attention to leadership
succession. We can achieve this goal by grooming successors to continue impartant
reforms, by keeping successful leaders in schools longer when they are making great
strides in promoting learning, by resisting the temptation to search for irreplaceable
charismatic heroes to be the saviors of our schools, by requiring all district and school
improvement plans to include succession plans, and by slowing down the rate of repeated
successions so teachers do not cynically decide to "wait out” all their leaders (Fink &
Brayman, in press).

Sustainable Leadership Spreads
One way for leaders to leave a lasting legacy is to ensure that others share and help
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develop their vision. Leadership succession, therefore, means more than grooming the
principal's successor. It means distributing leadership throughout the school's professional
community so others can carry the torch after the principal has gone (Spillane, Halverson,
& Drummond, 2001).

The founding principal of Durant, an aiternative high school in a northeast U.S, city,
believed that the school's original vision of fostering independent learning in real-life
settings would survive only if teachers, students, and parents shared that vision. The
principal emphasized dialogue and shared decision making, and the staff came to believe
that "we were all administrators.” Long after the principal's retirement, the teachers and
other members of the school community continued to resist the standardizing policies of
the district and state, holding fast to their founding vision by seeking waivers for their -
distinctive program,

Durant's neighbor, Sheldon High School, experienced the full effects of white flight to the
suburbs and to magnet school competitors starting In the early 1980s, Sheldon saw its
racial balance and intake of students with special needs shift dramatically as a result. The
largely white teaching staff felt frustrated in the face of these changes and shut out of
important school decisions. .

As an outlet for their frustrations and leadership impuises, teachers turned increasingly to
their union. As the union became more assertive, the district responded by appointing a
succession of autocratic leaders—each one chosen with the idea that he could "stand up"”
to the union. The resulting standoff led to the school's almost complete inability to
respand effectively to its changing student population. Teachers decried lack of
disciplinary support from the principal's office and refused to change their own traditional
practices,

These two scenarios show that sustainable leadership is not just the responsibility of the
school administrator. In a highly complex world, no one leader, institution, or nation can
control everything without help (Fuilan, 2001). Sustainable leadership must be a shared
responsibility.

Sustainable Leadership Is Socially Just

Sustainable leadership benefits all students and schools—not just a faw at the expense of
the rest. Sustainable leadership is aware of how lighthouse, magnet, and charter schools
and their leaders can leave others in the shadows and is sensitive to how privileged
communities can be tempted to skim the cream off the local leadership pool. Sustainable
leadership recognizes and takes responsibility for the fact that schools affect one another
in webs of mutual influence (Baker & Foote, in press). In this respect, sustainability is
inextricably tied to issues of social justice.

For instance, Blue Mountain High School took great care not to raid all the best teachers,
ieaders, and students from nearby schools. In consultation with the school district and
other high school principals, its principal operated a quota system so the school would not
draw disproportionately from any one school or age group of teachers In the district. By
attending to the needs of other schools, the principal not only exercised responsibility for
social justice but also avoided inviting envy and resentment from neighboring schools.

By comparison, the one magnet school in our study, Barrett High School, prospered at the
expense of its neighbors, The urban school was developed in the late 1980s to stem the
tide of white flight out of the city by pursuing high standards and selecting appropriate
students and teachers from other schools in the district. 1.5, News described the school
as one of the top 150 high schools in the United States. Some of the school's high-
achieving students were drawn from a neighboring school. Once called the "jewel of the
district,” this second school now described itself ironically as the "special education
magnet”—with low attendance, high violence rates, and a standardized curriculum that
robbed teachars of their social mission and professional discretion. By concentrating
excellence in specialized pockets, the district created a system of high standards,
authentic learning, and flexible teaching for the more-privileged magnet schools and their
teachers—but allotted soulless standardization to the rest.

Sustainable leadership is therefore not only about maintaining improvement in one's own
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school. Leaders who care about sustainability accept responsibility for the schools and
students that their own actions affect in the wider environment.

Sustainable Leadership Is Resourceful

Sustainable leadership systems provide intrinsic rewards and extrinsic incentives that
attract and retain the best and brightest of the leadership pool. Such systems provide
time and opportunity for leaders to network, learn from and support one another, and
coach and mentar their successors. Sustainable leadership is thrifty without being cheap.
It carefully husbands its resources in developing the talents of all its educators rather
than lavishing rewards on a few proven stars. Sustainable leadership systems take care of
their leaders and encourage leaders to take care of themselves.

Unfortunately, in all the schools in our study, reform demands, resource depletion, and a
resulting rush to retirement have created rapid turnover among principals, along with
devastating reductions in the numbers of assistant principals and such middle-level
leaders as department heads. In addition, school districts have dramatically downsized
support from consultants, assistant superintendents, and other officials, leaving principals
feeling overwhelmed and alone. Cultures of supervision and personal support for school
leaders have been replaced by the depersonatized demands of test-hased accountability.

Teachers and school leaders who are burned out by excessive demands and diminishing
resources have neither the physicat energy nor the emotional capacity to develop
professional learning communities (Byrne, 1994). The emational health of leaders is a
scarce resource. Unless reformers and policymakers care for leaders' persanal and
professional selves, they will engineer short-term gains only by mortgaging the entire
future of leadership.

Even the most motivated and committed leaders can sustain themselves for only so long.
Principal Charmaine Watson had bulift the foundation for a collaborative {earning
community at Talisman Park High School, but she was suddenly transferred after three
years to another school. She left grieving for the work that she still needed to do. She
took the same inspirational drive and commitment te building community to her next
school, but in the new context of resource reductions and un-realistic implementation
timelines, the system no longer supported cotlaboration. So Watson was now reduced to
"modeling optimism™ (Blackmore, 1996). The emotional strain of trying to remain positive
in depressing times eventually took its toll, and after months of stress, she retired early.

Under this deluge of reform directives, some principals in our study hauled themselves up
inte district administration, escaped to the island of early retirement, were hospitalized
when they drowned under the pressure, or narrowed their role from jeadership to
management so they could continue to cope. In the end, leadership can be sustainable
only if it sustains teaders themselves.

Sustainable Leadership Promotes Divarsity

Promoters of sustainability cultivate and re-create an environment that has the capacity
to stimulate continuous improvement on a broad front, Supporters of sustainability enable
people to adapt to and prosper in their increasingly complex environments by learning
from one another's diverse practices (Capra, 1997).

Innovative schools create this diversity. Our study included three innovative schools;
unfortunately, all three have regressed under the standardization agenda. For instance,
the state exams have obliged Durant-Alternative School to standardize its teaching and
student assessments, turning school-developed history courses that once engaged
students of diverse backgrounds into the abstract memory work of World Histery 1 and 2.
Instead of building shared improvement, two principals in these innovative scheools have
found themselves having to force through implementation. When these once-loved
leaders tried to "talk up" the questionable change agendas, many teachers felt that they
hat sold thelr schools and their souls to the distyict or state.

Standardization is the enemy of sustainability. Sustainable leadership recognizes and
cultivates many kinds of excelience in learning, teaching, and leading, and it provides the
networks for sharing these different kinds of excellence in cross-fertilizing processes of
improvement (Giles & Hargreaves, in press; Louis & Kruse, 1995; McLaughlin & Talbert,
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2001). Sustainable leadership does not impose standardized templates on everyone.

Sustainable Leadership Is Activist

Standardized reform has exaggerated the problems of the traditional schools in our study,
turning these schools into less-motivated versions of their former selves. Meanwhile, the
innavative schools have lost some of their edge. Durant has proven the most resilient of
all--not just because of its innovativeness or its strength as a learning community, but
because of its activist leadership (Oakes, Quartz, & Lipton, 2000). Durant engages
assertively with its environment in a pattern of mutual influence.

In the past few years, Durant's courageous new principal has activated his personal and
professional networks and forged strategic alliances with the community in a tireless
campaign to preserve the school's mission. He has written articles for local and state
newspapers, appeared on radio and television programs, and supported students and
parents who, in a symbolic gesture, protested in straitjackets outside the district offices.
He organized conferences on the adverse effects of high-stakes testing and worked
assiduously with his allies throughout the state to push for a request for group variance
from the state tests, receiving for his efforts a temporary exclusion from state policy.
Durant's story shows that, especially in an unhelpful environment, sustainable leadership
must have an activist dimension.

Systems Must Support Sustainable Leadership

Our study found inspiring examples of leaders who did more than just manage change;
they pursued and modeled sustainable leadership. Leaders develop sustainability by
committing to and protecting deep learning in their schools; by trying to ensure that
improvernents last over time, especially after they have gone; by distributing leadership
and responsibility to others; by considering the impact of their leadership on the schools
and communities around them; by sustaining themselves so that they can persist with
their vision and avoid burning out; by promoting and perpetuating diverse approaches to
reform rather than standardized prescriptions for teaching and learning; and by engaging
actively with their environments.

Most leaders want to accomplish goals that matter, inspire others to join them in working
toward those goals, and leave a legacy after they have gone. Leaders don't usually let
their schools down; the Failure often rests with the systems in which they lead. The
results of our study indicate that sustainable leadership cannot be left to individuals,
however talented or dedicated they are. If we want change to matter, to spread, and to
last, then the systems in which leaders do their work must make sustainability a priority.

Endnote

1 Names of schoaols and individuais are pseudonyms.
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CHAPTER TwO

The Intriguing
Nature of Sustainability

s the struggle to achieve large-scale reform evolves,
sustainability is becoming a rallying concept, one that con-

tains the elaboration of strategies essential for whole-system capac- -

ity building on an ongoing basis. This chapter attemmpis to lay out mmﬁ
emerging nature of what sustainability is, especially what built-in
strategies simultaneously constitute and promote it.

LOOKING FOR SOLUTIONS

The starting point is to observe that nothing tried so far really works.
Local autonomy, whether it is the “let a thousand flowers bloom
variety” or site-based management within a framework of external
accountability, does not produce results on any scale; the command,

control, and support strategy of informed prescription takes us some

distance, but it is still surface stuff without any likelihood of lasting.

Any solutions must be efficient, sophisticated, powerful, and
amenable to action. As we move into more powerful concepts, the
paralysis of excessive analysis will make matters worse, as EE
deep critiques without equally deep ideas for transcending .BQE-
fied problems. The solution will require us to use complexity and
systems theory, but in my use of it, every abstract concept must _un
accompanied by a practical strategy that illustrates the concept 1n
action. Solutions, in other words, must be theoretical and practical.

AUSTRALIAN CATHOLIC UNIVERSIY 13
AGQUINAS CARMPUS LIBRARY,

:

14 Leadership & Sustainability

This is why I dedicate this book to the new theoreticians—people
working on the real problem of transforming real systems, learning
by doing it.

I start by discussing eight main elements of an evolving sustain-
able system, but let’s be humble. Addressing the problem of sustain-
ability is the ultimate, adapiive challenge, to use Heifetz’s words
(Heifetz, 2003; Heifetz & Linsky, 2002):

An adaptive challenge is a problem for which solutions lie cut-
side the current way of operating. We can distinguish technical
problems, which are amenable to current expertise, from adap-
tive problems, which are not. (Heifetz, 2003, p. 70)

Eicar ELEMENTS OF SUSTAINABILITY

Sustainability is an adaptive challenge par excellence. As I see it,
there are at least eight elements of sustainability:

. Public service with a moral purpose

. Commitment to changing context at all levels

. Lateral capacity building through networks

TS N T

. Intelligent accountability and vertical relationships (encom-
passing both capacity building and accountability)

5. Deep learning
6.- Dual commitment to short-term and long-termm results
7. Cyclical energizing
8. The long lever of leadership
These eight elements are introduced in this chapier and pursued

throughout the book. While I use them in relation to education, these

very same strategies can be applied fo any public service and to
corporate institutions.

1. Public Service With a Moral Purpose
Chapman (2003) talks about the new asenda for public vaine.
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maiters is the litdle things” (p. 150). And if you want 1o change
people’s behavior, “You need to creatc a community around them,
where these new beliefs could be practical, expressed and nurtured”
(p. 173). Drawing from complexity theory, 1 have already made the
case that if you want to change sysiems, you need to increase the
amount of purposeful interaction between and among individuals
within and across the tri-levels, and indeed within and across sysiems
(Fullan, 2003a).

Setting targets and mandatory “apnual yearly progress,” as is
the case with No Child Left Behind, will change only a tiny slice of
the context and is neither large enough nor powerful enough to moti-
vate or give people the capacity to succeed. It is also crucial to
emphasize that we are not talking about changing the context just for
local schools: context change for all levels of the system is essential.
New capacity and actions are required at all three levels and in their
interactions across levels.

So, we need first of all to commit to pursuing public value
through changing context. Then, at a more practical level, each of
the remaining six elements soon to be discussed literally gives
people new experiences, new capacities, and new insights into what
should and can be accomplished. It gives people a taste of the power
of new context, none more so than the discovery of lateral capacity
building.

3. Lateral Capacity Building Through Networks

I say “discovery” because the sequence was as follows: greater
accountability leading to the realization that support or capacity
building was essential, which led to vertical capacity building with
external trainers at the district or other levels, and then, in turm, to the
realization that lateral capacity building across peers was a powertful
learning strategy.

In Chapter 5, we will describe lateral capacity across schools,
where principals and teacher leaders coliaborate with other schools
to learn from and contribute to school improvement, not only in
individual schools, but also in the district as a whole.

The most systematic strategy-driven use of networks and collab-
oratives is evolving in England, partly as a response o the limita-
tions of “informed prescription.” For example, the government has
launched a consultant leaders program in which 1,000 primary
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school principals who have been successful at improving literacy
achievement in their schools are linked (on a 4-to-1 basis) with 4,000
other school principals who want o Ieam to be more effective in this
domain. Thus in this one strategy alone, 20% of all schoeol principals
in the country are involved in mutual learning.

Many of the new petwork strategies in England are being
developed by the National College of School Leadership (NCSL).
In two publications, NCSL describes “networked learning commu-
nities” In Why Networked Learning Communities, NCSL (2003b)
states

Collaboration rather than competition is the motivation for
hundreds of schools in this pioneering prograrume that will
transform learning experiences for children, teachers and school
leaders. (p. 1)

Another project, Like No Other Initiative (INCSL, 2003a), states

The proposition was that schools seeking to beco:ne profes-
sional learning communities could achieve this morc appropri-
ately and more profoundly by working togetber interdependently
in networks. (p. 1) .

Since 2002, more than 100 such networks have been funded. All
in all, NCSL states that there are six forms of learning promoted in
the networks: pupil learning, adult learning, leadership for learning
and leadership development, schoolwide learning, school-to-school
learning, and network-to-network leaming.

In other initiatives, groups of Local Educatioi Authomiies
(LLEAs, or districts) are networked in order to learn from each other
about specific topics, such as how to establish efficient and effective
“assessing for learning” systems.

There ate a number of obvious benefits from lateral strategies
(see also D. Hargreaves, 2003, Education Epidemic). People learn
best from peers (fellow travelers who are further dow= the road) if
there is sufficient opportunity for ongoing, purposeful exchange; the
system is designed to foster, develop, and disseminate innovative
practices that work—discoveries, let’s say, in relation to Heifetz’s
adaptive challenges (“solutions that lie outside the cument way of
operating™); leadership is developed and mobilized in many quarters;
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schools it is continuous, searching and objective. Second, [we]
will shortly be making proposals on inspection, which take full
account of a school’s self-evaluation. A critical test of the sirong
school will be the quality of its self-evaluation and how it is
used to raise standards, Third, the Govermment and its parmers
at local and national level will increasingly use the information
provided by a school’s self-evaluation and development
plan, alongside inspection, to inform outcomes about targeting
support and challenge. (p. 8}

Despite David Miliband’s reference to intelligent accountability,
three unions in England just released a paper advocating that “assess-
ment for learning” be reclaimed by the teaching profession. They
say, in effect, that the government’s intelligent accountability does
not rely enough on teacher assessment and judgment.

“The union leaders argue that teacher assessment is at the heart of
effective learning. The type of assessment that best supports leaming
is one based on the day-to-day informed professional judgments that
teachers make about pupils’ learning achievement and their learning
needs (Association of Teachers and Lecturers, National Union of
Teachers and Professional Association of Teachers, 2004, p. 2).

TIn other words, the area of accountability and assessment {of and
for learning) is going to be contentious no matter how skilled each
side becomes at claiming they have the most balanced approach that
is best for students and the public. So, it will be very difficuli to com-
bine self-evaluation and outside evaluation, but this is the sophisti-
cation of sustainability—for the latter to have a chance, the whole
system must be involved in a codependent partnership, being open to
addressing problems as they arise. The new theoreticians on both
sides of the accountability issue should be able to come up with a
workable approach, acknowledging that it will always be in dynamic
tension.

Another critical reason why the whole system must be engaged
and why vertical integration must harness horizontal creativity con-
cems the problem of overload, multiple innovations, and fragmenta-
tion or lack of coherence (Fullan, 2001). Education and the public
service more broadly do not suffer from too few innovations, but
rather from too many ad hoc, unconnected, superficial innovations.
Vertical integration is not the only coherence-maker, but it is a key
one. The system or orgamization itself must constantly work on
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connecting the dots, capturing valuable emerging ideas and patterns.
Coherence-making makes complexity simpler. Gathering and paying
attention to quality data is learning toward coherence.

5. Deep Learning

Sustainability by our definition requires continuous improve-
ment, adaptation, and collective problem solving in the face of com-
plex challenges that keep arising. As Heifetz (2003) says, adaptive
work “demands learning,” “demands experimentation,” and “diffi-
cult conversations.” “Species evolve whereas cultures leamn,” says
Heifetz (p. 75).

There are three big requirements for the data-driven society:
drive out fear; set np a system of transparent data-gathering coupled
with mechanisms for acting on the data; make sure all levels of the
system are expected to leam from their experiences. Deep leamning
is for stndents, teachers, schools, districts, and governments if sus-
tainability is to have any chance.

First, then, is to reduce the fear factor. One of W. E. Deming’s
(1986) prescriptions for success was “Drive out fear” In the Education

Epidemic, David Hargreaves (2003) argues

Government must give active permission to schools to innovate
and provide a climate in which failure can be given a different
meaning as a necessary element in making progress, as is the
case in the business world. . . . Mistakes can be accepted or even
encouraged, provided that they are a means of improvement.

(p- 36)
Hargreaves quotes

The fastest way to succeed is to double your failure rate. (Thomas
Watson, IBM) .

Fail often to succeed sooner. (Tom Kelley, IDEQO)

You must learn to fail intelligently. Failing is one of the greaiest

arts in the world. One fails forward towards success. (Thomas
Edison) (p. 35)

Or if you like, try the ftitle of Farson and Keyes's (2002)
Whoever Makes the Most Mistakes Wins.
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won't let you get away with it, nor should they. The new reality is
that governments have to show progress in relation to social priori-
ties (whether it be wait time for health service, street crime, or
student achievement) within one election term (typically 4 years).
Our knowledge base is such that there is no excuse for failing to
design and implement strategies that get short-term results.

Of course, shori-term progress can be accomplished at the
expense of the mid- to long term (win the battle, lose the war), but it
doesn’t have to be. What I am advocating in this book is that gov-
emments and schools set aspirational targets, take action to obtain
early results, and intervene in situations of terrible performance, all
the while investing in the eight sustainability capacity-building ele-
ments described in this chapter. Over time, the system gets stronger,
and fewer severe problems occur as they are preempted by corrective
action sooner rather than later (see also Chapter 7).

Short-term results are also necessary to build trust with the
public for longer-term investments. Michael Barber (2004) argues
that it is necessary to

Create the virtuous circle where public education delivers
resulis, the public gains confidence and is therefore willing to
invest through taxation and, as a consequence, the system is able
to improve further. Tt is for this reason that the long-term strat-
egy requires short-term results. (p. 2)

This is the time to say that sustainability is resource hungry but
in such a way that conserves, refocuses, and reduces waste, as well
as results in growing financial invesiment over time (Barber &
Fullan, 2004). It is a paradox that sustainability both produces and

consumes more resources—iunone more valuable than individual and
collective energy.

7. Cyclical Energizing

Sustain comes from the Latin word sustineo, which means “to
keep up,” but this is misleading. Sustainability, on the contrary, is not
linear. It is cyclical, for two fundamental reasons. One has to do with
energy, and the other with periodic plateans, where additional titae
and ingenuity are required for the next adaptive breakthrough. Loehr
and Schwartz’s (2003) “power of full engagement” argues that
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“gnergy, not time” is the fundamental cumrency of high performance.
They base their work on four principles:

Principle 1: Full engagement requires four separate but related
sources of energy: physical, emotional, mental, and spititual. (p. 9)

Principle 2: Because energy capacity diminishes both .EEH
overuse and with underuse, we must balance energy expenditure
with intermittent energy renewal. (p. 11)

Principle 3: To build capacity, we must push beyond our
normal limits, training in the same systematic way that e¢lite
athletes do. (p. 13)

Principle 4: Positive energy rituals—highly gpecific Hoﬁ‘ﬁmm
for managiog energy—are key to full engagement and sustained
high performance. (p. 14)

Lochr and Schwartz (2003) are talking about E&imm&.m_
whereas we are interested as well in systems, but the same logic
applies. They contrast the old paradigm with the new:

Manage time versus manage encrgy.

Avoid stress versus seek stress.

Life is a marathon versus life is a series of sprints.
Downtime is wasted versus downtime is productive time.

Rewards fuel performance versus purpose fuels performance. (p. 6)

If we want sustainability, we need to keep an eye On Cnergy
levels (overuse and underuse). Positive coliaborative cultures will
help because (a) they push for greater accomplishments, and (b) they
avoid the debilitating effects of negative cultures. It is mot hard work
that fires us out as much as it is negative work. But collaborative cul-
tures can become too intense and burn us out. What we need are
combinations of full engagement with colleagues, along with less
intensive activities that are associated with replenishment.

There is another reason why sustainability is cyclical. In many
cases, for reasons stated earlier, we have seen achievement in liter-

~ acy and mathematics improve over a 5-year period, only to have i
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plateau or level off. It may be related to burnout, but this is not likely
the main explanation. People are still putting in a lot of energy to
maintain the same higher-level performance represented by the new -
platean. If people were burning out, performance would likely
decline.

A more likely explanation is that the set of strategies that
brought initial success are not the ones—not powerful enough—-to
take us to higher levels. In these cases, we would expect the best
learning organizations to investigate, learn, experiment, and develop
better solutions. This fakes time. (Incidentally, with the right kind of
intelligent accountability, we would know whether organizations
were engaged in quality problem-solving processes even if their
short-term outcomes were not showing increases.)

While this new adaptive work is going on, we would not expect
achievement scores to rise in a linear fashion, and any external
assesstuent scheme that demanded “annual yearly progress” would
be barking up the wrong tree.

Cyclical energizing is a powerful new idea. We don’t yet have
the precision to know what cyclical energizing looks like in detail,
but the concept needs to be a fundamental element of our sustain-
ability strategizing.

8. The Long Lever of Leadership

Archimedes said, “Give me a lever long enough and I can change
the world.” For sustainability, that lever is leadership—a certain kind
of new leadership described in Chapters 4 through 7—leadership that
operates very differently than is the case in the present, that is valued
differently by societies seeking greater sustainability, and that helps
produce other similar leaders to create a critical mass. This critical
mass is the long lever of leadership. If a system is to be mobilized in
the direction of sustainability, leadership at all levels must be the pri-
mary engine. The main work of these leaders is to help put into place
the eight elements of sustainability; all eight simultaneously feeding
on each other. To do this, we need a sysiem laced with leaders who
are trained to think in bigger terms and to act in ways that affect larger
parts of the system as a whole: the new theoreticians.



