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An Adaptive Change 

Despite the monotony over the past century of schooling in the United States, I believe 

the world of education today requires change to remain effective. Kurzweil (2005) cites 

examples of recent technology possessing the most recent significant potential for change in the 

world of education, despite the fact that “not much [has] changed from the model offered by the 

monastic schools of fourteenth-century Europe. Schools remain highly centralized institutions 

built upon the scarce resources of buildings and teachers” (p. 336). Kurzweil sees a future where 

high quality online resources may replace the need for formal schooling as we know it. Currently 

I see schools struggling to adopt the more innovative technologies (social media, mobile devices, 

interactive white boards with informal assessment systems) into their culture of teaching and 

learning. Changing pedagogy in schools using technologies that can improve the learning 

process is the primary challenge I face. 

I posited the following question to educators, when in 2008 I was attempting to motivate 

them to adopt new tools in the classroom: “What if a school’s success hinged on its ability to 

prepare students for an evolving, global society that demanded openness, peering, sharing, and 

acting globally?” (Hendron, 2008, p. 13). These were the trends we could see emerging in the 

development of the next chapter of the World Wide Web. Thinking like a futurist, I suggested 

that “teaching students how to self-educate using the Read/Write Web is an important new skill” 

(p. 13). Working in a field with such a long and stable tradition as education, an adaptive 
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challenge is changing the culture of schooling to empower students with the appropriate tools for 

satisfying their own curiosity about their world. While different stakeholders play a part in this 

change, effort is routinely placed on professional development efforts with teachers (Smolin & 

Lawless, 2011). But how might we approach this challenge through a lens of leadership? 

Changing Minds as a Leadership Strategy 

 Howard Gardiner (2004) posits that many leadership positions involve a key task: to 

change people’s minds. My experience indicates that school and district leaders can encourage 

the type of change necessary to positively affect educational practices with new tools through 

modeling the use of these same tools in their management responsibilities and interactions with 

teachers and parents. Modeling the use of technologies such as mobile devices, web-based 

collaboration tools, and social media is a key component in the leadership strategy outlined by 

Gardiner. Gardiner cites seven specific “switches” for changing another person’s mind, including 

reason, research, resonance, representational redescriptions, resources and rewards, real world 

events, and resistances. Key behind this theory is Pareto’s “80/20 principle,” (Koch, 1998) 

suggesting that a small seed of change (twenty percent) can have a profound impact with 

behavior (eighty percent). Next, I examine how Gardiner’s leadership strategy supports the 

modeling of technology use in education to encourage change. 

The Seven Switches 

 We can think of reason as the mental process by which we make decisions or make an 

assessment. When encountering a principal using an interactive white board to facilitate a faculty 

meeting, teachers are exposed to how this technology can be used. Making the use of the 

technology look easy may encourage a teacher to use the same technology if the barrier of entry 
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is low. If the principal presents benefits of using the whiteboard effectively, teachers will very 

likely use reason to determine if they might enjoy the same benefit in their classroom.   

Gardiner says research need not involve the use of scientific data to be an effective tool 

for changing a mind. “It need only entail the identification of relevant cases and a judgment 

about whether they warrant a change of mind” (p. 15). School administrators may invite 

successful innovative teachers to model technology in front of other teachers to convince them to 

adopt the use of the same technology. The mindset might be “If using blogging helped improve 

writing for Mrs. Smith’s class, it might help mine as well.”  

 Resonance is an affective or aesthetic switch, according to Gardiner. Can a 

superintendent make others feel good about using a new tool? I suspect touch-screen mobile 

devices are popular in the marketplace because they are easy and engaging to use. The modeling 

of tools by a district leader that look fun and engaging is one way to ferment resonance with 

teachers. 

 Gardiner’s earlier theory of multiple intelligences (1983) suggests that a person may 

possess different strengths and preferences for learning. According to Gardiner (2004) for 

leadership, he recommends representational redescriptions, meaning that we can change a 

person’s mind by proffering a variety of different experiences. In the case of blogging being an 

innovative educational practice, a school administrator can model by writing their own blog, by 

sharing blog posts by other authors with staff, and by encouraging teachers to respond to blogs 

through comments or writing their own. Encouraging different experiences with blogging, 

including the modeling of becoming a blogging author and reader, supports different 

presentations of the same tool and its application. 
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 Resources and rewards is a common approach when schools possess expensive resources. 

In our schools resources such as interactive white boards and LCD projectors have been 

distributed to teachers as rewards. Awarding technology to teachers reinforces another style of 

modeling, that access to the tools is scarce and therefore valuable. Access to technology is a 

requirement for beginning to use it with students for the purpose of teaching.  

 Real world events in the context prescribed by Gardiner would refer to the popularity of 

technology to consumers in our society at large. Modeling the use of devices available outside 

school, such as gaming devices or cellular phones, and modeling adaptations that are 

educationally-sound, can be yet another method in leading for change. In this context, 

administrators can model the use of games for learning, or the use of cell phones in a faculty 

meeting to collect responses from teachers anonymously. 

 The last switch noted by Gardiner is resistances. To encourage change in pedagogy with 

new technology, we want the absence of resistance in behaviors by teachers. When an online tool 

like Google Apps is always being used as the sole source to share information from the school 

office, it is difficult for teachers to avoid. Continuously modeling the use of technology, to the 

point of infusing it in the culture of how a school does business (communication between the 

office and teachers, protocols with parents), may be a powerful method for reducing resistance 

and encouraging the adoption of technology in the classroom.  

 Gardiner notes that all seven switches are not required by a leader to change minds. The 

common thread of modeling that I have illustrated touches centrally between each of the 

switches. The 80/20 principle is seen enough statistically (Koch, 2008) to suggest that even the 

small number of administrators in a school system can be effective enough to change the minds 
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of a large number of teachers. Changing one’s openness, familiarity, and comfort with new 

technology I have found is key towards technology finding greater utility in the classroom. 

Organizational Reflection 

To be adopted, tools must offer us a genuine benefit. Technology either makes our work 

easier and more efficient or else we will not use it. A laptop touting-superintendent or iPhone-

using principal will not inspire us with only their tools. Gardiner’s leadership for change places 

importance on the leader’s ability to use two tools for inspiration: “the stories they tell and the 

lives that they lead” (p. 69). I suspect this means having the tools to show off to others is hardly 

adequate. Reflecting upon my own thinking, I believe administrators need to use technology to 

interact with our evolving, global society through behaviors that celebrate its openness, peering, 

sharing, and collaboration beyond community bounds.  

 There is more to making schools effective than what tools administrators, teachers, and 

students use. Yet we cannot ignore the arrival of a knowledge revolution fueled by devices that 

connect us via the Internet. Modeling the effective use of new technology that empowers our 

district and school administrators to not only learn, but interact with the world through 

communication and collaboration may be a very effective method towards encouraging teachers 

to put these same tools to work for the benefit of improving the education of students. The 

switches presented by Gardiner connected with modeling technology promises to be a supportive 

leadership strategy for changing pedagogy in our schools with new tools. Further research should 

reveal which tools and which related pedagogies will have the most significant impact on 

improving education (Thompson & Mishra, 2007) looking forward, one where students will be 

better prepared to learn independently in our now networked world. 

References 



LEADING WITH TECHNOLOGY, LEARNING WITH TECHNOLOGY 

 

6 

Gardiner, H. (2004). Changing minds. Boston: Harvard Business School Press. 

Gardiner, H. (1983). Frames of mind: The theory of multiple intelligences. Philadelphia: 

Basic/Perseus. 

Hendron, J. (2008). RSS for educators: Blogs, newsfeeds, podcasts, and wikis in the classroom. 

Eugene, Oregon: ISTE Press. 

Koch, R. (1998). The 80/20 principle. New York: Currency/Doubleday. 

Kurzweil, R. (2005). The singularity is near: When humans transcend biology. New York: 

Viking. 

Smolin, L., & Lawless, K. (2011). Evaluation across contexts: Evaluating the impact of 

technology integration professional development partnerships. Journal of Digital 

Learning in Teacher Education, 27, 3.  

Thompson, A., & Mishra, P. (2007–2008). Breaking news: TPCK becomes TPACK! Journal of 

Computing in Teacher Education, 24(2), 38–64. 

 

 


