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				Preface

				Who is this book for?

				Many, perhaps even most, educational systems have got school improvement wrong. The authorities attempt to address the issue as a technical challenge. They are simplistic in their approach and often perceive schools as machines in need of repair or factories to be re-tooled. So the politicians and bureaucrats tinker with league tables, new curricular models and merit pay for teachers, spend vast amounts money, make a great deal of noise, and ultimately have little or no positive impact.

				Schools are extremely complex organizations, in part because we invest in them our most precious assets – our children. Unlike businesses or commercial enterprises, schools have a multitude of success indicators, some of which are extremely difficult to quantify and may be time delayed by many years.

				Simplistic and superficial approaches to improving student learning simply don’t work because school improvement isn’t a technical challenge; it is an adaptive one. It requires a change not just in behaviors and skills, but in values, beliefs and even identity. In a results-oriented age, impatient and frustrated school reformers may perceive this approach as a ‘soft’ option. However, any review of outstanding and improving schools will clearly demonstrate that high quality student learning is tied to school cultures that embrace learning for all. Raising organizational intelligence is all about re-culturing schools.

				More than 20 years ago, Roland Barth (1990) wrote that school improvement is an inside-out process. It needs to come from within the school itself, from teachers and school leaders. More recently, Michael Fullan (2001) wrote that we don’t need school reform or re-structuring, we need school re-culturing. School re-culturing is an internal process that cannot be mandated or imposed from outside.

				Robert Garmston (2012) opens his recent book by asking the question: ‘What dynamics have enabled some schools to become islands of optimism?’ (p1) What forces conspire to allow some schools to develop a collective sense of responsibility for student learning? What conditions contribute to that collective efficacy that is so evident in some of our most effective schools?

				The answer to these and many other questions relating to high quality and improving schools comes to reside in transformational learning – the type of learning that makes schools more collectively intelligent; more cognitively, socially and emotionally smart. This book is for teachers and school leaders who are looking for ways to raise the organizational intelligence quotient (OIQ) of their classrooms and their schools.

				What does a school with a high OIQ factor look like? First of all, it is a place where teachers and students want to be. The buildings hum with activity seven days a week: athletes practice; musicians rehearse; actors memorize their lines and the yearbook staff work late hours to meet deadlines. The hum of activity is punctuated with laughter. Woven into the fabric of productivity is enjoyment.

				In a school with high OIQ, teachers share a common sense of mission. They are intrinsically motivated and there is a culture of relational trust. They talk about “our” school and “our” students. Work and play become wonderfully confused. Territoriality is replaced by interdependence and accountability is second to responsibility. Teachers perceive themselves not as learned, but as learning.

				Pride and humility walk hand in hand. Professional satisfaction runs high and yet there is no sense of complacency. Ideas are scrutinized in an atmosphere of respect and listening is valued at least as much as speaking. Leadership isn’t rationed but is seen as a human right. There is positive peer group pressure, without insidious competition. The collective efficacy is contagious.

				These are the schools we need and it is up to teachers to deliver them. Politicians, the central office, even building principals by themselves cannot mandate transformative change. Teachers and school leaders must address such adaptive challenges. We need to reclaim our profession one school at a time.

				Exploring organizational intelligence

				The purpose of this book is to share with teachers and school leaders ways in which we can raise the organizational intelligence of classrooms and schools, but before we can look at the premises that underlie this book, we need to entertain two major propositions that may be foreign or at least strange to some readers.

				The first proposition is that groups have distinct collective intelligence. There are smart teams and less smart teams and group intelligence is only weakly correlated to the individual intelligence of group members.

				The second proposition is that collective intelligence is malleable. It can be enhanced and inhibited by the behaviors, attitudes, dispositions, and beliefs of the group members. In short, schools and school groups (grade level teams and subject area departments) have distinct collective intelligence. More significantly, organizational intelligence can be deliberately enhanced by teachers and school leaders, resulting in improved student and adult learning.

				These two propositions run counter to much of the history of education where teaching was perceived as a solo act. There are some important premises that underlie the idea that every school can deliberately set out to improve and enhance its organizational intelligence.

				Premise 1

				Education is now too complex for individuals to go it alone. Asking teachers to fly solo is as out of date as the typewriter. In the past 20 years we have learned more about how the human brain learns than in all the rest of human history combined. We are in the midst of a renaissance in education and yet many schools are still using 19th century models and structures to address 21st century problems and issues. Many of these structures (eg the physical layout or the master schedule of classes) serve to isolate teachers and are impediments to improving collective intelligence.

				

				Premise 2

				Collective intelligence makes groups and organizations more effective, flexible, reflective and efficient; it also makes work more creative and fun. However, although the development of enhanced collective intelligence is unlikely to happen spontaneously or by default, it can be developed by design. Trust is the bedrock of organizational intelligence.

				Premise 3

				The skills of collaborative inquiry enhance organizational intelligence, but need to be taught explicitly. In order to raise the collective intelligence of a school, leadership needs to be redefined and distributed.

				We believe that teachers and school leaders can influence collective intelligence and the chapters of the book reflect those influences: teacher leadership; emotional intelligence; contact architecture (our perceptions and management of space and time); professional collaboration; inclusion of children with special needs and stages of school development. At the conclusion of each chapter we have provided guided study questions, activities, simulations and case studies that illustrate key concepts.

				This book is for teachers and other school leaders who perceive themselves as the facilitators of learning – for students, for colleagues and for themselves. If schools are to be transformed and transformative, teacher-learners will lead the way. That is how meaningful change has always happened. Only learners can raise the organizational intelligence of classrooms and schools.
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