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Gaps in Learning and Partnership
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A SOCIAL NETWORK APPROACH TO LEADERSHIP FOR SYSTEMIC CHANGE

Yi-Hwa Liou
National Taipei University of Education
May 18, 2022
Network Meeting for Danish Science Didacticians

inselected countries
ys), UNICEF, UNESCO

Revisiting and Shaping Learning Ecosystem

Broader Context Over Time

Interconnected and interdependent social systems
Formal
learning

Niverce .
Informal
periods
£ learning
oftime

Diverse Lea ming Short-
term

channels ECOSVStem

Learning Ecosystems: Knowing
When You Are Ready for

90s 00s 10s 20s Divirse
Getting to Change at Scale Getting to Change at Scale
INMOVATION
AN S = ' neRASTRUCTURE ,
~(NETWORK) IMPROVEMENT SCIENCE IMPACT e T IMPACT
LTk ™ ngmg‘a’ﬁ,@w
I FORIMED DECISIONS




5/31/2022

IT’S ALL ABOUT RELATIONSHIPS!

In organizations, real power and energy is generated through

re[ationsﬁips and the capacity to form those relationships is

more important than tasks, functions, roles, and positions.

How can we leverage the power of relationships to grow impact?

..o and/or in supporting
individual and collective learning and systems improvement

Relational Approach to Systems Change

Formal Org System Informal Org System

Core Ideas

&3 1. Networks are everywhere.
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Core Ideas

1. Networks are everywhere.

2. Networks describe how things connect and interact.

NETWORK
LITERACY

E sepls and Core Ideas 4.Vi

3. Networks help reveal patterns.

can provide an under ding of networks.
5. Computer technology allows us to study real-world networks.
6. Networks help us compare a wide variety of systems.

5 g 4 7. Network structures can influence their dynamics, and vice versa.

NETWORK LITERACY & LEADERSHIP

(HBR, 2012; Liou et al., 2019, 2020)

-

. Develop network wareness and infenfionalify.

~

. Obtain a basic

ding of network technology.

©

. Craft your network identity - “mbeddedness
“Who you know shapes who you are”

~

. Understand network intelligence - Accessibility

[

. Understand network capabilities - Community

Taking a Sacial Netwark Perspective an | eadership and Change
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Why a Social Network Perspective on Leadership and Change

Networks are a way of understanding social systems

Work often happens through informal channels

.

Relational connections matter to learning and innovation

Leadership (agency) occurs through interpersonal relationships

Leaders leverage networks of relationships to drive outcomes

.

Network knowledge (intellectual capital) is an asset in change efforts

.

The challenges leaders face today are interdependent, which requires a
network approach to making systemic change

A Social Network Approach to Leadership for Systemic Change

Roles, norms,
beliefs,
network positions

Level of network

Existing social

Shaping of Network Structure
(cohesion, subgroups, etc.)

...inform

Changes to roles,
norms, beliefs,
network positions

Intra- or inter-
organizational
outcomes

Networked practices Reconfigured social

interactions

Characteristics of Individuals
(similarities, cognition, emotions, etc.)

)

Time

A Social Network Approach to Leadership for Systemic Change

Resulting Network Structure

inform

Network Goal(s)
for Change

Infrastructure for
networked practices

Individual Agency

A Social Network Approach to Leadership for Systemic Change

Resulting Network Structure

inform

Network Goal(s)
for Change

Infrastructure for
networked practices

Individual Agency

1. What is the network goal?

2. What is the infrastructure
design or mechanism that
drives the goal?

3. How is the network
achieving its set goal?
(resulting structure)

A Social Network Approach to Leadership for Systemic Change

Resulting Network Structure Studies looking at levels of change:

inform

1. Individual and group levels
Network Goal(s)

for Change 2. School level

Infrastructure for 3. Systems level

networked practices

4. Beyond boundary

Individual Agency

\
Principal Leadership Style and Network

Resulting Network Structure

.inform

Network Goal(s)
for Change

Infrastructure for
networked practices

Individual Agency

* High performing elem. school in
Taipei

* = 150 teachers and administrators

« Data: 2017-18 (T1) and 2018-19 (T2)

* New/novice principal since T1

« Leadership style: laissez-faire

* Network goal: making sense of school
culture and empowering teachers

« Infrastructure: teacher-led PLCs

* Work-related advice seeking network
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Schoolwide Network: Whole Network Overall Structure

Sample Elementary School, T1, 2017-2018 School Year

Schoolwide Network: Principal’s Ego(centric) Network

Sample Elementary School, T1, 2017-2018 School Year

Schoolwide Network: Principal’s Ego Network Over Time

T1 T2
2017-2018 School Year 2018-2019 School Year

Schoolwide Network: First Grade Teachers’ Ego(centric) Network

T1 T2
2017-2018 School Year 2018-2019 School Year
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Network Intervention Approach to Change

Resulting Network Structure * Two high performing ESs in Taipei

inform « = 30 teachers and administrators each
« Data: 2019-20 (T1) and 2020-21 (T2)
« Both are led by a new/novice principal
Network Goal(s)

for Change * Network treatment vs control group

* Network goal: toward networked

Infrastructure for professional communities for reform

networked practices

* Infrastructure: network intervention

» Reform-related advice seeking

Individual Agency
network

Treatment School Control School

T1(2019-20) T1(2019-20)
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T2 (2020-21) - Avg Degree 155 257 T2 (2020-21) Avg Degree 503 3.17
Density 005 0.09 Density 018 011
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[ )
Districtwide Collaboration Approach to Network Change

Resulting Network Structure

.inform

Network Goal(s)
for Change

Infrastructure for
networked practices

Individual Agency

* One mid-sized school district in CA, USA
* 44 central office and school site leaders
« Data: November 2012, 2013, and 2014

« Districtwide mission: fostering trust and
collaborative environment

* Network goal: creating cross-school or -
sector collaboration among leaders

* Infrastructure: monthly leadership team
meetings; research-practice partnership

* Network of advice seeking relationship
around CCSS reform implementation

High School Principals’ Network Position: Core O vs Periphery\/
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‘Community of Learning’ Policy and Network Change

Resulting Network Structure

.inform

Network Goal(s)
for Change

Infrastructure for
networked practices

Individual Agency

* Community of Learning (ColL) Policy of

2016 in New Zealand

* > 100 teachers, principals, CoL leaders

* Data: March 2019

* Network goal: fostering cross-school
ties for curriculum reform

« Infrastructure: the Col policy

* Network of collaborative relationship
around curriculum reform

Community of Learning (ColL) Policy of New Zealand, 2016

Leadership Role to the Configuration of Col

Collaborative Ties among One Sample ColL in 2019

Across School Lead Teacher

Leadership Role to the Configuration of Col

Monthly Collaboration around
Teaching and Learning, 2019

I

I
Strategic Collaborative Partnerships for Regional STEM Ecosystem

* Aregional STEM network of 316
organizations across six sectors

* Data: 2017-2018 school year

Resulting Network Structure

.inform

* Network goal: creating cross-sector

Network Goal(s) strategic collaboration for STEM edu.

for Change
* Infrastructure: the role of the network
hub in initiating and organizing

Infrastructure for e
network activities

networked practices

* Network of general go-to and

Individual Agency collaboration relationships
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Regional STEM Network Ecosystem in CA

Go-To Relation: Cross-Sector Ties Strategic Collaboration Relation: Cross-Sector Ties

* + IHEs = Institutions of Higher Education;
. * MZL = Museums, Zoos, Libraries, After-School/Out of School;
. - . -BPA=Busi and i
PGA = Philanthropies, Government, or Advocacy;
Com = Community Based Organizations, Family/Parent Groups, Youth Organizations

Regional STEM Network Ecosystem in CA

Go-To Relation: Within-Sector Ties

Strategic Collaboration Relation: Within-Sector Ties

Networked Learning Ecosystem: Evolving by Design
A Social Network Approach to Leadership for Systemic Change

Resulting Network Structure * Network goal(s)

inform * Infrastructure design
« Build Research-Practice(-Policy) Partnerships
* Conduct network interventions for individual and
collective outcomes
* Use of network in systems change
* Unveil underlying patterns of network behaviors
* Understand affordances/constraints of relational
Infrastructure for ties
networked practices * Make informed decisions for change
« Ultimate goal

* Create self-improving/evolving ecosystems for
learning

Network Goal(s)
for Change

Individual Agency
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Weaving the
Systems to human and caring Ecosystems that enhance
Learning, Well-being and Equity

Our Research-Practice Community supports schools,
and citles around the glebe to evolve into thriving Lea
Ecosystems

Better Together: Change by Design

From a social network perspective,

1. how do educational systems might most effectively
to support all to engage in learning and change efforts? and

2. what would be to
help facilitate learning ecosystems and better results for schools?
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