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Introduction

Delivery of education in postsecondary, the workplace, k-12, adult education, and distance education, has rapidly evolved over the past 20 years (Bates, 1997; Keegan, 2001; Rosenberg, 2001; Shale, 1988; Stahmer, 1995).    Various political, social, economical, and technological factors shape a rapidly changing educational landscape.  Distance education (DE) schools serving k-12 in British Columbia, are undergoing deep organizational changes as new DE schools are formed; old DE schools amalgamate with existing institutions; and new technologies, pedagogies, and innovations are implemented by all (Anderson & Elloumi, (n.d.); Fahy, 2001; Giroday, 2003).  Organizational change is a certainty for educators in today’s k-12 DE schools.  Strong leadership is required to guide schools through the mine fields of technological and organizational change.  This paper compares two definitions of leadership, exploring them in relationship to the concept of change agents, and speaks to the leadership necessary to foster successful organizational change facing today’s k-12 distance education schools.

Leadership

Although many think the two are synonymous, leadership is not management.  Leadership is the catalyst for change, while the focus of management is predictability and order (Kotter, 1996).  Kotter provides a valuable comparison of leadership and management (see Table 1) and estimates that successful transformation of an organization undergoing change “is 70 to 90 percent leadership and only 10 to 30 percent management” (p.26).  The implication herein is that leadership is the primary criteria for successful organizational change.  Fahy (2005, p.215), discussing roles in the change process of DE organizations, presents a “preferred” definition of leadership that is comparable, though lacking Kotter’s clarity (see Table 1).  Kotter’s focus is leading change in business, and Fahy’s focus is leading change in distance education.  A closer examination of these two definitions reveals that though the windows they provide are colored differently, the landscape they view are the same – leadership attributes for successful organizational change.  As Fullan (2002) puts it “when the goal is sustainable change in a knowledge society, business and educational leaders increasingly have more in common (p.17). 
TABLE 1: Definitions of Management and Leadership

	John Kotter
	John Kotter
	Patrick Fahy

	Management:

1) Planning and budgeting:  establishing detailed steps and timetables for achieving needed results, then allocating the resources necessary to make it happen,

2) Organizing and staffing:  establishing some structure for accomplishing plan requirements, staffing that structure with individuals, delegating responsibility and authority for carrying out the plan, providing plicies and procedures to help guide people, and creating methods or systems to monitor implementation, and

3) Controlling and problem solving: monitoring results, identifying deviations from plan, then planning and organizing to solve these problems.


	Leadership:

1) Establishing direction: developing a vision of the future – often the distant future – and strategies for producing the changes needed to achieve that vision,
2) Aligning people:  communicating direction in words and deeds to all those whose cooperation may be needed so as to influence the creation of teams and coalitions that understand the vision and strategies and that accept their validity,
3) Motivating and inspiring:  energizing people to overcome major political, bureaucratic, and resource barriers to change by satisfying basic, but often unfulfilled, human needs.
	Leadership consists of three responsibilities:

1) crystallizing the thinking of others,

2) illuminating what is right and timely in that thinking, and

3) coordinating its achievement.




Fahy speaks of “crystallizing the thinking of others”.  In other words, helping, leading, guiding, and directing the thinking of others, to solidify that thinking into a determinate and regular shape – a clear direction, a vision of the future – exactly as Kotter has clearly stated.  Kotter further includes the need for leaders to help create strategies that will produce the desired changes.  Fahy’s “illuminating what is right and timely in that thinking” is about communication – articulating, directing, guiding, and being the catalyst for people to unify behind the proposed changes – in essence, as Kotter articulates, aligning people, bringing the strength and synergy of unified groups to the change process.  Fahy’s “illuminating” further implies validating the vision and revealing the benefits to the organization, its employees, and those it serves.  In order to co-ordinate such an achievement, today’s school leaders must be able to motivate and inspired people to overcome their personal inertia and resistance to proposed changes (Schuler, (n.d); Smith, (n.d.)).  Leaders within the k-12 DE school may be those who traditionally have influence and/or authority, or they may be individual educators, who step forward having “acquired a champion or sponsor from within the organization who has influence and authority” (Fahy, 2005, p.191).  In both cases, these are the important qualities that educational leaders in k-12 DE schools must demonstrate if they are to become effective advocates and promoters for change in their schools – change agents.  
Change Agents - Leading the Way

K-12 DE schools in British Columbia are changing the experiences of both learners and teachers as they shift courses from paper based delivery with tutor support, to online constructivist learning environments that utilize the Internet for delivery.  The selection and implementation of new technology plays a large role in this new medium of delivery.  Additionally, shifts in teaching philosophy are required of many if successful, effective transition to online delivery is to be achieved.  In k-12 DE schools, three important barriers to change require particular attention by change agents; and application of the aforementioned leadership traits are most import to overcoming each.    
The first barrier is helping the school to develop a strong vision and understanding of its mission.  In Kotter’s words, “establishing direction”, in Fay’s “crystallizing the thinking”.  The school’s change agent must help guide, influence, and direct the development of the school’s vision for the future.  It is here that the path of change is identified, and the first assault on resistance to that change is made.  Open dialogue among staff of the school regarding a vision for and the mission of the school, provides opportunities for all members of the organization to share there willingness or resistance.  The vision for the school, if effectively done becomes a unifying force that sets the stage for change.
The second barrier is the general resistance of most people to change.  Teachers, especially in British Columbia have seen unprecedented and continuous change wrought upon the educational system by the Ministry of Education over the last ten years.  Teachers in general have developed a “hunker down and wait” attitude in response to this continuous process of change.  Successful transition to online learning requires overcoming this resistance, and full engagement of the necessary changes in teaching style, and commitment of time and energy to course development to ensure robust online courses that engage students.  In both Kotter’s and Fahy’s windows on leadership, the change agent must quickly identify those individuals who appreciate the strength and usefulness of the changes underway, who are the individuals who will legitimize these changes, and who can help encourage and support those less reluctant to commit the time and energy required.   
The third barrier is helping teachers to change their teaching philosophy.  This is a tall order.  It is here that the change agent must demonstrate the leadership qualities espoused by Kotter of motivating, inspiring, and energizing the educators at the school, helping them to tap into a clear sense of purpose within themselves.  Following on Fahy’s recommendation, the change agent must “illuminate” and reveal for all, the validity of constructivist learning environments and their effectiveness for distance education.  Overcoming these three key barriers is the challenge facing k-12 DE schools undergoing organizational changes.
Conclusion


Leadership, in the form of change agents can and must come from anywhere in an organization (Fahy, 2005; Fullan, 2002).  But regardless of where it comes from, the style of leadership collectively espoused by Kotter together with Fahy, best fosters successful organizational change.  In British Columbia, this style of leadership is necessary to overcome the three main barriers that k-12 DE schools are facing, as they continue to undergo the changes facing them today and into the future: development of a strong school vision; overcoming the paralysis of change weary teachers; and shifting teaching strategies and philosophies for online learning.  Organizational change is inevitable for today’s k-12 DE schools, and strong effective leadership is the key to achieving success therein.
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