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Organizing Schools for Improvement (2010) 
Five Essential Supports for Reform: 

 
1. Leadership 
2. Parent-

Community Ties 
3. Professional 

Capacity 
4. Student-centered 

learning climate 
5. Instructional 

Guidance 
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Boston Case Study of  Leadership 
Development at Three Levels: 

 

• Principals 

 

• Middle Managers at the Schools and at 
Central Office 

 

• Senior Level Staff  



Our Guiding Questions 

• What was the status of leadership development 
when Payzant joined the district in 1995? 

• What had the district achieved in this area? 
– For principals 
– For middle managers (both central and school level) 
– Senior staff (deputy superintendents) 

• Where had the district struggled in terms of 
leadership development? What were the challenges? 

• How might the district move forward in the area of 
leadership development?  



Definition of Leadership Development 

Two fundamental beliefs: 

 

• Leadership can be learned and developed 

 

• Leadership must be distributed across all 
levels of the organization 



Three Components of  
Leadership Development: 

 

Technical 
 

• Knowing what good 
instruction is 

• Understanding 
curriculum and 
pedagogy  

• Grasp of developmental 
psychology 

• Ability to offer 
differentiated 
instruction 

• Operational and 
financial skills 

Adapted from Linda A. Hill (2003) 

 

Managerial 
 

• Working with people 
(both individuals and 
teams) 

• Knowing how to 
motivate others  

• Capacity to manage 
complexity and change 

• Ability to see the 
enterprise as a whole 
including internal and 
external 
interdependencies  

 

 

Personal 
 

• Capacity to cope with 
stress and emotion 

• Self-knowledge 

• Balancing strengths and 
weaknesses 

• Transformation of 
identity  

 

 



“Stretch Assignments” 

• Emerging leaders have an opportunity to work on issues or 
projects that are highly relevant and visible to their 
organization.   

• Usually assignments that have considerable positional 
power, which offer individuals the opportunity to develop 
expertise critical to the overall mission of the district.  

• Individual has a chance to take on an important task, learn 
new things, meet new people, demonstrate success, build 
credibility, and accrue future rewards such as other 
desirable assignments, salary increases or promotions.  

• Because they are important and visible, stretch 
assignments can be risky, but they carry great rewards.  
 



Boston Public Schools in 1995 

• District had little clarity around expectations for 
student learning 

• No learning standards or district-wide curriculum 
had been established 

• Traditional pattern of promotion (“waiting in the 
queue”) 

• Leadership development was individualistic, rather 
than systemic 



Boston’s Emergent Philosophy of  
Leadership Development 

1. Began with a focus on instruction 

2. Established an organization and reporting structure 
that supported leadership development at the level 
of the principalship 

3. Began to hire talented staff 

4. Engaged external partners, including parent groups 

5. Offered district-coordinated programs and events 
for professional development 

6. Created some space for individual leadership 
development efforts. 



Challenges and Limitations  
 

1. The district’s approach to leadership development 
addressed the “what,” but not the “how” of instructional 
reform.   

2. The conversion of the central office to support the 
improvement of classroom instruction was incomplete. 

3. Identifying and developing internal leadership talent was 
assumed to be separate from the “work” of the district. 

4. There was an absence of core systems and attitudes 
necessary to support comprehensive and deliberate 
instructional leadership development. 

5. Limited capacity existed to address the managerial and 
personal aspects of leadership development at scale.  



Recommendations 

1. An explicit strategy is needed for leadership 
development that includes all stakeholders and 
complements the instructional reform. 

2. To increase leadership development capacity, there 
must be an intentional focus on developing 
managerial and personal leadership skills. 

3. New systems and attitudes must be created and 
cultivated that enable succession planning, role 
shift, stretch assignments, and meaningful 
evaluation.  


