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Final Interpretation and Framing


After all of my explorations during this semester, I have reformulated my adaptive challenge into two levels: At the higher level, the school-district wide adaptive challenge is restructuring the entire school district. At the school level, the adaptive challenge is integrating all these new teachers, which is not something that normally occurs. One technical element of this challenge is the logistics of creating a mentorship program by matching up these new teacher leaders with specific issues that new teachers need help with. For example, some teachers who are completely new to teaching may need help with classroom management and one expert teacher in this area could be given the role of assisting them, while other new teachers may need training on the new data analysis procedures of the school and another returning teacher can be assigned that task. This is a technical element of the challenge because it has a known solution of surveying new teachers for their greatest needs and selecting returning teachers who are best qualified to help in each of those areas. Completely dealing with this technical challenge would need to occur at the school level, but at this point, only the school district has taken the necessary steps by assigning mentor teachers to all new teachers. 

However, the school district, by only taking the step of assigning mentors has “focused only on the technical parts of the challenge and applied a technical fix” (Heifetz et al, 85). The adaptive part of the challenge is a lack of teacher leaders who have the authority to help integrate new teachers into the workings of the school. More specifically, additional adaptive elements include getting these teacher leaders to take the risks necessary to come up with new ways of integrating new teachers and determining the best format for providing assistance to new teachers. This framing of my challenge shifted over time. In Part 1 of this assignment, I defined the adaptive challenge as my school struggling to integrate new teachers. However, since then, I have noticed that what I once labeled a major cause of this adaptive challenge, the restructuring of the school district, is so significant that it itself is a separate, interrelated adaptive challenge. Therefore, I divided the challenge into its current two-tiered design.

Action Steps

	Goal: To improve new teacher integration through an individualized mentorship program


	
	Actions, Tasks Required
	Time Horizon
	Key Persons

Responsible
	Indicators of 

Success
	Lookouts, Concerns  

	Objective 1: to identify new teachers’ (to the school or the profession) needs
	Create survey

Implement survey

Analyze results
	One month
	-School district professional development planners

-Principals

-New teachers
	-Surveys being returned

-Clear patterns of needs emerging
	-All surveys are not returned

-Teachers won’t know what their needs are so early in the year

	Objective 2: matching teacher leader skills with new teacher needs
	Identify possible teacher leaders

E-mail each leader about specific skills

Assign new teacher to mentor teacher (based on survey)
	2 weeks (after the first month)
	-Principal

-Teacher leaders
	-Enthusiastic responses from possible teacher leaders

-All new teachers are matched with a teacher leader
	-No responses or apathetic responses 

-Too much overlap of teacher leaders skills missing some areas of new teacher needs

-No district funding (or at least not enough for that many mentor teachers)

	Objective 3: Defining the role of a mentor teacher
	Plan day long PD for new mentor teachers

Activate and discuss prior conceptions of being a mentor

Collaborate to define objectives, expectations, and procedures  for mentorship program
	The next two weeks after prior step (but, the school district should start planning at start of year.
	-School district professional development planners

-Principal

-Mentor teachers
	-Active engagement of mentors in defining their roles

-Alignment between what school district expected for mentors and what the mentors came up with themselves
	-Conflict between mentors

-Lack of principal preparedness to lead challenging conversation 

-New principal won’t what new teachers need to know about the district

	Objective 4: Empower mentor teachers to be independent leaders
	Focusing mentor expectations on ownership over their role

Focusing tone on importance of mentor program and adaptive challenge

Provide model examples of mentors adapting to their new teachers’ needs
	During entire year
	-Principal

-Mentor teachers
	-Seeing mentors take specific steps tailored to their mentees

-Decreased principal direction over the course of the year
	-Mentors defaulting to what they are comfortable with 

-Mentors expecting, but not receiving, specific principal direction



This plan will address the problem because it is focused on creating mentors who are teacher leaders capable of taking initiative to ensure that each new teacher they work with receives whatever specific assistance they need to smooth their integration into the school and school district. This plan is built on the fact that school district leaders and principals will not be able to address this very global yet also teacher-specific challenge by themselves. Instead, the plan focuses on creating the leaders necessary to cause change because “by assuming that leadership is learnable, we can discover how many good leaders there really are” (Kouzes and Posner, 387). The first objective of this plan has mostly technical demands because clear strategies already exist that can be used to create and analyze a survey. The second objective is also mostly technical because it is based on prior knowledge of both the principals and the possible teacher leaders about their skill sets, but it has a crucial adaptive element of framing the initial contact with the possible teacher leaders in the way best suited to maximize their buy-in and enthusiasm for the program. 


The third objective is more adaptive because it is focused on the very open-ended process of defining a mentor’s role, which will require principals and school district administrators to preserve a delicate balance between teacher leaders’ control over the process and their own goals for how they want the mentorship to develop. There is definitely not a technical solution to how to steer such a challenging and crucial conversation. Furthermore, the fourth objective is also largely adaptive because it requires overcoming both defaults and cultural expectations about leadership that mentors may have. This will likely require different interventions for different teacher leaders to help them all develop towards this goal. An important part of this adaptive challenge is that the school culture, and that of the district as a whole, is accustomed to a lack of teacher turnover. Therefore, in order to implement my proposed plan, the school and the school district will need to make a conscious effort to change a culture that tends to assume that teachers are very accustomed to school procedures. This may require the district itself Speaking the Unspeakable about not yet knowing all the answers to the adaptive challenge and the need to analyze what culture changes are necessary amongst staff.
Ripeness/Readiness

The first person I thought of who might be most resistant to this plan is my current mentor teacher. She definitely believes in the “old school” way of doing things and tends to view our currently implemented mentorship program with skepticism, preferring to complain about what they ask her to do and relay to us all of the things she has done in her past teaching. This perspective would lead her to resist my plan because “asking a commitment to a new procedure, product, or program carries with it the implicit assumption that the ‘old ways’ must have been wrong,” meaning that she might feel like she needs to either admit that her own teaching may not have been the best method or save face by defending them and thereby arguing against any change” (Kanter, 54). To allay her fears, I would ensure that a lot of time is spent at the mentor professional development on sharing prior experiences with mentoring in order to encourage her to feel that her experience is an asset to building this new program.
My principal might also not be ready for his role in this plan because his style is very Managerial and he struggles with Speaking the Unspeakable about the school’s challenges. This might make it hard for him to set the proper tone of the effectiveness of the program or lead the difficult conversations that might need to occur at the mentor professional development in order to get all mentors on the same page and encourage their ownership over the process. Therefore, he might need specific techniques and strategies provided by the district to help him plan how to implement the mentorship training at our school. Finally, some of the other possible mentors would be very willing and ready to take on the role but many of them already have student teachers and it would not be good to divide their mentorship skills. Therefore, if the school district implemented this plan, it would need to restructure its distribution of student teachers. If that cannot be achieved, another possible solution would be to target a few of my school’s Title 1 Aides as possible mentor teachers because they have many years of teaching experience in the district, do not have student teachers, and may have more time to devote to being a mentor than a busy classroom teacher.
Authority, Allies, and Quick Wins

Given that “potential allies have interests and perspectives of the challenge closely aligned with yours,” all the other new teachers would be ideal allies for this plan (Heifetz, et al, 137). In order to gather these allies, I would share the idea of this mentorship plan with them before the first step of sending out the surveys because that would give them the opportunity to lay groundwork for identifying and creating effective mentors. Specifically, since “allies operate across boundaries and therefore have another set of loyalties beyond their loyalty to you or your perspectives,” I would encourage new teachers who work closely with specific possible mentor teachers on grade level teams to tell those possible mentors about the adaptive challenge and why good mentors are essential for the plan (Heifetz, et al, 137). Furthermore, since the school culture is very committed to putting the interests of the kids first, that can be used to create a quick win with the new possible mentors. By showing them a snapshot of the survey results that focuses on what new teachers need in order to help their students, the possible mentors may feel more motivated to become part of this plan.

Orchestrating Conflict, Providing a Holding Environment 

The group that might deal with the most uncertainty in this plan is the new teacher leaders, the mentors. Although it is intended to allow them to individualize their mentor-mentee relationship, some mentors may feel frustrated with the lack of explicit direction of what to do as a mentor, especially given the transactional leadership style of the previous principal. One technical solution to this resistance is to make the mentor program voluntary so those who do not agree with its focus will not be required to participate. However, there may also be conflict if there are people, like my mentor teacher, who are initially excited to be mentors, but later have issues with some of the expectations developed in the plan. In order to proactively provide principals a strategy to deal with such resistance, the school district could suggest an alternative of paired mentoring, with two teacher leaders and two new teachers meeting together, that each principal could use when they think it would help alleviate conflict. This group of four, possibly adding in the principal or another teacher leader to facilitate the development of the group’s working norms, would be an example of a holding environment because it will provide the opportunity to both take advantage of and strengthen “lateral bonds of affection, trust, and camaraderie,” especially if the two teacher leaders paired together already have a strong relationship (Heifetz et al, 156). Furthermore, these groups of four could also become effective holding environments if they focus on creating “shared orienting values and purposes,” particularly if those values are grounded in the school-wide mentor expectations created at the professional development (Heifetz et al, 156). The group structure would allow some mentors to continue to be productive even if they have some complaints about how the plan is organized.

Uses of Data and/or Strategic Redundancy


In order to reinforce the crucial concept that mentors need to take ownership over the creation and individualized direction of their work with their mentee, strategic redundancy of that message will be very helpful, particularly “making sure to repeat the message in as many different ways as you can” (Avolio, 14). From the initial contact email asking them to be mentors to the planning of the professional development day and all throughout the principals’ conversations with possible teacher leaders and new teachers, the message should remain that this will be a plan formulated, molded, and spearheaded by the teacher leaders themselves. In addition, the most important opportunity in this plan for strategically using data arises out of the surveys given to the new teachers. Not only will these surveys help define the work mentors will be doing and which mentor’s skills will align best with each new teacher, but they can also, as discussed previously, be used to gain a motivational quick win with the newly chosen teacher leaders if the data is presented in a way that appeals to their desires to increase student achievement.

Turning the Work over, Generating Ownership
The whole process supports teachers becoming leaders because the expectation from the start is that teacher leaders will gradually take the reins away from the principal and the school district to prepare and help new teachers in order to make the school a better school. This whole plan balances everyone’s interests: principals get to start the process, but don’t have to be over burdened as time goes on; experienced teachers get to shape the school by formulating the expectations for new teachers; and new teachers get assistance with school policies and anything else they are struggling with. Overall, the school district and principal can best support these new teacher leaders by working to make the culture of the school a positive no secret zone between teachers and principals, with questions always welcomed and answered. Then, the teacher leaders will simply be expanding the benefits of that open, trusting culture into the relationships they build with new teachers.

Unknowns
I wonder if there will be enough experienced teachers that are willing to become mentors. Even if there are, I worry some mentor teachers will miss important areas of support due to either the lack of top-down instructions or not fully taking ownership over their part of the plan. One way to possibly solve these issues is to create a shared Google Doc between mentors for the mentor teachers to add things that they want to make sure other mentor teachers don’t forget to share.

Readings Reflection

From the first reading, Leadership is Everyone’s Business, I learned about the process of creating teacher leaders that will be crucial to this plan. It gave me confidence to read that so much of being good leader is something that can be fostered, rather than a genetic endowment. This has a lot to do with the mentor professional development because it encouraged me to emphasize both guiding and empowering mentors throughout the last three steps of the plan. From the second reading, Managing the Human Side of Change, I gained more insight into the perspective of my mentor teacher, a perspective that is difficult for me to understand given our very different roles. It was particularly helpful to read about face saving because that helped me see that resistance I had previously thought of as stubborn or lazy was actually motivated by a desire to defend the years of hard work she has devoted to her students, a much more admirable motivation. This realization also helped me think about solutions to resistance by inspiring the idea of paired mentor-mentee relationships, which would take some of the pressure off of each mentor to be the source of all information, allowing those “old school” ones like my mentor teacher to not be put in the tough situation of having to either promote or ignore a new school policy or teaching strategy that is different that what they have always done.
