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Preface



A leader takes people where they want to go. A great leader takes people where they don’t necessarily want to go, but ought to be.

—Rosalynn Carter, former first lady of the United States

Johannes Gutenberg was born in 1395 in Germany. His family worked in goldsmithing and gem cutting. As an adult, he was looking for ways to make money and pay off his personal debts. If you play word association with someone and say the name Gutenberg, most people will know he’s the guy who invented the printing press. (Either that, or they will mention one of the co-leads in Three Men and a Baby.)

Prior to Johannes Gutenberg, all books that existed were hand-copied. That meant that books were available primarily to the social elites and the clergy. Gutenberg had an idea to create a machine with movable blocks of letters that could produce texts. He didn’t know it at the time, but Johannes Gutenberg was “leading for tomorrow’s schools today”—in 1440. His invention would revolutionize the availability of information for the masses and, in turn, would revolutionize the ability to provide widespread education.

His invention was not without difficulties and challenges. He experimented with a variety of materials and inks before he found a combination that would transfer well to paper consistently. He took on loans from investors, and when he was originally unable to produce a final product, he was sued by the investors who were trying to recapture their investments. Until the advent of the internet, his work defined the universal availability of knowledge to the broader masses. None of us needs to be the next Johannes Gutenberg, but we all have the responsibility and calling to make decisions today that will impact our students’ success in their future world.


In Leading for Tomorrow’s Schools Today, two “in-the-seat” superintendents, reflecting on more than thirty years combined as superintendents and nearly sixty years combined in education illustrate how innovative practices and challenging the process can and do lead to sustained change. To be clear, we are telling the stories of our people. We may have created the conditions, nudged, or supported the change process, but the credit goes where it is due: our faculty, staff, students, communities, and Boards of Education.

The insights in this book can also be applied to leadership and management in other sectors; the principles are not limited to education. Like Carter’s quote, we attempt to take people where they ought to go—that’s great leadership (and that is likely why you are reading this book right now).

The overall focus of the book is to help support conditions for growth, learning, success, and possibility. One way to do this is to learn from examples. That’s what we hope to provide in the chapters ahead. Over the years, we have personally learned from research, observation, site visits, and local stories, and we’re proud to share and illustrate the how and the what involved in educational change. The future workforce depends on us to create conditions that will allow for a brighter future for the next generation. More importantly, our kids depend on us to see around the corner and prepare them for a world that has yet to exist.

There are many models and approaches to change. We will be using the change model created by Virginia Satir as a consistent thread throughout each chapter. In an effort to contextualize change and to support how this can be replicated by our readers, we start with an introduction to that particular model. The Satir Change Model is a valuable tool for understanding and facilitating personal and organizational change. It consists of five stages:


	Current Status Quo;

	Introduction of a Foreign Element;

	Chaos (Transforming Ideas);

	Integration & Practice;

	New Status Quo.



See Figure P.1 for an illustration of the stages of change reflected in the Satir Model.



[image: A diagram of the Satir Change Model, featuring a wavy line with five connected sections labeled from left to right: Current Status Quo, Introduction of a Foreign Element, Chaos, Integration & Practice, and New Status Quo. Each section includes a brief description and an icon representing the stage.]

Figure P.1   Satir Change Model. Illustration by Michael Lubelfeld.



This model helps individuals and organizations navigate change by addressing emotional and psychological aspects. Throughout the book, we will apply the change management and leadership process to this long-standing model for clarity and continuity.

Another tip of the hat to leading for tomorrow’s schools today comes in the form of the “craze” around generative artificial intelligence. The use of generative artificial intelligence models (Gen AI) has expanded “exponentially” since November 2023 with OpenAI’s release of ChatGPT. Many Gen AI models have impacted various industries, including education.

One recurring theme you’ll see is the reality that focusing on the future, while leading in the present, is essential for successful change leaders and community leaders. An illustration of this comes in the form of generative artificial intelligence tools. We believe that leaders who understand how and when to use Gen AI will far surpass those who resist, reject, or ignore this accelerator.

Therefore, in writing of this book, we will illustrate Gen AI use cases. One of these tools is from a partnership between the Association for Supervision & Curriculum Development (ASCD) and the International Society for Technology in Education (ISTE), the ASCD-ISTE “STRETCH” AI Chatbot.

In an effort to illustrate the power of AI in explaining complex concepts like the Satir Change Model, we used STRETCH AI for reference.

Stretch AI is a test coach in a “walled garden” approach that is for educators. We share the response to the prompt, Virginia Satir has a model of change, 
can you explain it? Let’s pair that artificial intelligence response with what we know about Johannes Gutenberg:


	 Late Status Quo: The first stage represents the initial state or the status quo. At this stage, individuals or organizations may experience a sense of stability, but there are underlying issues or dissatisfaction that may lead to the recognition of the need for change.

In the early 1400s, all texts were hand-copied and available only to the social elites and the clergy. There was no legitimate way to make information and education available to the masses.

	 Foreign Element: In this stage, a new idea, challenge, or external factor (the foreign element) is introduced. This could be a new perspective, a problem, or an opportunity that disrupts the status quo and prompts the need for change.

Johannes Gutenberg needed to make some money and used his knowledge of goldsmithing and gem cutting to develop and refine an idea for the printing press. His investors lost patience with him and presented legal challenges in addition to his mechanical challenges.

	 Chaos: The introduction of the foreign element can lead to a period of chaos or confusion as individuals or organizations grapple with the impact of the change. This stage is characterized by uncertainty and a sense of disorganization.

The introduction of the printing press considerably changed the world. Information was quickly becoming more available to the masses. This created dissonance and challenges to existing power structures. Education could now be available to a wider spectrum of people, and that wasn’t accepted by all people.

	 Integration: As individuals or organizations begin to make sense of the change and its implications, they move toward integration. This involves exploring new possibilities, adapting to the change, and finding ways to incorporate the foreign element into the existing system.

Over time, Gutenberg’s invention became the norm throughout the world. It makes you wonder if there were ever concerns about taking away the jobs of the people who hand-copied texts. That’s 
certainly what we are hearing today about the impacts of artificial intelligence.

	 New Status Quo: The final stage represents the establishment of a new status quo. At this stage, individuals or organizations have successfully integrated the change, and a new sense of stability and equilibrium is achieved. This new state may continue until the introduction of another foreign element, initiating the cycle once again.

Throughout our lives, we always knew that the daily newspapers would be printed and delivered to our front porches. We’ve always known that we can go to a bookstore or a website and find a copy of the latest book. This new status quo maps all the way back to the work of Johannes Gutenberg.

The Satir Change Model emphasizes the emotional and psychological aspects of change, acknowledging the challenges and opportunities that come with transitions. It provides a framework for understanding the process of change and the emotional responses that accompany it.

When explaining the Satir Change Model, it’s important to highlight the dynamic nature of change and the need for individuals and organizations to navigate the stages of change with empathy, understanding, and resilience.



Throughout the book, we’ll continue to share real examples illustrating how various chatbots (in 2024 at the time of the writing) are useful in sourcing, researching, aiding, supporting, and accelerating information and access.

We strongly emphasize the need for original thought and authorship, and we acknowledge the power of large language models to enhance and add efficiency to communication. We share multiple examples of Gen AI and acknowledge the limitations and biases. We recommend exploration of options like LatimerAI and others to round out the potential limitations of some models. Our point and purpose in applying Gen AI to this book is in part to illustrate courageous, brave, vulnerable, bold, and humble leadership approaches. We (and you) cannot do this alone. We need help, support, guidance, and assistance in all facets of life, including leadership. We provide the conditions, but leadership and change come from the whole organization.


The Satir Model essentially shows that when a change is introduced, the chaos/disequilibrium grows over time until a transformational event takes place and the integration & practice of the change is accepted and a new status quo is established. Note, though, that there is always some dissonance and disequilibrium—see the “squiggly lines” that show, even during “status quo”—there is some unease. If you don’t believe us, look at the results of every climate and culture survey ever given in an organization. Dissonance, at some level, is a constant.

Change models are crucial for effective leadership. Throughout the book, we’ll emphasize the need for leaders to unlearn. We argue that in order to prepare for tomorrow, much of what leaders have learned must be reconsidered and unlearned. We advocate for leading today with an eye toward creating a better future for our nation’s children.

Finally, for the case study examples we share, we also apply our own framework reflected by the acronym CHANGE. See Figure P.2 for a graphic example of this,

By applying the CHANGE Leadership framework to past, present, and future leadership actions, transformative change can become the norm as we lead for tomorrow’s schools today. We’ll revisit this throughout the book, and we’ll apply case studies shared through the Satir Model and our CHANGE 
Leadership Framework Model. As depicted in Figure P.2, the CHANGE Leadership Framework means,


[image: The diagram depicts a leadership framework for tomorrow's schools, featuring a funnel shape with lines connecting various leadership qualities to the concept of effective leadership. These qualities include challenging the status quo, having open conversations, adapting and being flexible, navigating obstacles, generating a shared vision, and enjoying the journey, each represented with unique icons.]

Figure P.2  CHANGE leadership framework. © Lubelfeld & Polyak.




	C—Challenge the status quo,

	H—Have open conversations,

	A—Adapt and be flexible,

	N—Navigate obstacles,

	G—Generate a shared vision,

	E—Enjoy the journey



John O’Leary, in his book In Awe, states:


How often do you have the brakes on in your life?

In my experience, when we get stuck doing things the same way we’ve always done them, we have the brakes on.

When we accept that the status quo is as good as it’s gonna get; when we listen to the voices that say in can’t be done, including our own; when we see only discord and difficulty, and decide not to even try; when we believe that things are impossible; it means the brakes are holding us back. (45)



Let’s release those brakes! Let’s Lead for Tomorrow’s Schools Today!


Foreword



by Thomas C. Murray

If you’re holding this book, chances are you already know that today’s educational landscape is a bit like steering a ship through unpredictable waters—full of waves, shifting currents, and the occasional “Why didn’t we see that coming?” storm. But here’s the good news: Leading for Tomorrow’s Schools Today doesn’t just hand you the wheel and hope for the best. Instead, it offers a map and the needed tools, combined with real-world insights, to help you navigate the complexities of leading in a world where the horizon always seems to be shifting.

Today, the stakes for school and district leaders have never been higher. We aren’t just educating learners for today’s world; we’re preparing future-ready learners to thrive in a world that is rapidly changing. But don’t worry; you’re not in this alone. In the work you are about to read, authors Michael Lubelfeld and Nick Polyak, with their decades of combined leadership experience, have equipped themselves with the wisdom (and scars) to help you navigate today’s issues through a comprehensive leadership framework that puts trust, empathy, and innovation at the center of everything. They remind us that leadership is about cultivating a growth mindset, not just for our learners but for ourselves and our entire educational community.

But let’s be clear: this book isn’t about sitting around waiting for change to happen. It’s about rolling up your sleeves and leading
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