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DISTINGUISHED PROFESSOR EMERITUS VIVIANE ROBINSON: The Academy Leadership Excellence Framework describes three key capabilities. The first is using relevant knowledge, both educational and non educational. Using it to solve complex problems while building trust with those involved.

A capability is a combination of knowledge and skills that are required to take role relevant action. The capability of using relevant knowledge requires leaders to not only be knowledgeable, but to use the knowledge wisely in making decisions. So that, for example, within the domain of leading teaching, learning and wellbeing,
the leader might need to have knowledge about what the research says about effective homework practices.

But it's one thing to write an essay about it and quite another to use that knowledge to critique, revise, improve the way homework is done in the leader’s school. So that's what we mean by using relevant knowledge. 

The priority in this capability is the educational knowledge, but it does not rule out the importance of knowledge of school management. For example, many school leaders,
both middle leaders and senior leaders, are involved in goal setting. That knowledge comes from management. And so, knowing what counts as good goal setting is also important and using that knowledge to write and set better goals than you would otherwise. 

Of course, it's unrealistic to expect leaders to know everything. What is required is to know sufficient, to be able to tell whether others to whom you've delegated work, need help with gaining more relevant knowledge, and also to know enough to know what you don't know and need to learn more about. 

Leaders who are strong at solving complex problems work systematically and iteratively through the five stages of complex problem solving.

They are skilled at gaining agreement on the fact that there is a problem. So let me say right at the outset what a problem is in our view. A problem is simply a gap between what we have now and what we would like to have, where we would like to be.

There's nothing negative about it. It's just a gap between where we are now and where we want to be. That's the first stage, gaining agreement that there's a gap that is important to close.

The second stage is causal inquiry. Investigating what is contributing to this problem, to this gap.
And emphasizing those school based factors that you can leverage.

The third stage is agreeing on what would count as a good solution, not what the solution is, but what would count as a good solution. So if we've got an absence problem, we don't know how to solve it yet, but we agree that whatever we do must be educational and not punitive. that is a really important solution requirement, and there are probably many others.

Once all the solution requirements are agreed,
then we can move to the stage of specifying the action strategies. Who does what when? To solve this absence problem.

And of course, the last stage is determining the outcomes. Have we closed the gap? Is the absence problem much lower, less serious than we had before? Have we met those annual improvement goals that you set for reduction of absence? 

Excellence and complex problem solving and doing it collaboratively is key to being successful in that domain of practice, ‘Leading improvement, innovation, and change.’

We stress this because there's far too much change and not enough improvement, and that's really debilitating for both leaders and teachers.
The five stage complex problem solving model is absolutely key to solving tough, longstanding problems. That's when the more deliberative and systematic approach is required. Sometimes the quick fix works, but as soon as the quick fix doesn't work, switch to the five stages of complex problem solving.

Now, you don't always need to use the five stage process of complex problem solving, but you do need to use it when you've got longstanding, persistent problems. And those are where business as usual doesn't deliver a good enough outcome. 

So whether it's the behaviour management routines, whether it's routines about how to deal with absence and promote attendance or whether it's the way teachers are teaching comprehension or writing, when business as usual routines do not deliver well enough. And there is a gap between what you have now and what you would require, then you need to shift into improvement mode, and that requires your complex problem solving. 

In education, complex problem solving is nearly always a collaborative effort. And given that that improvement is risky work, because after all you are challenging the status quo, then it's important to be able to build trust while doing that work.

And trust is built through the quality of conversations that you have with your staff, with your colleagues. 

With trust, teachers are less defensive, they feel respected and listened to, and they also feel greater trust in their leaders when that improvement effort is competently led.

Trust is built through the quality of every meeting and conversation and email, by the way. It is not something that you bank, something that you build up through easy social conversations, and then you draw trust money out of the bank in order to be able to do the difficult work. 

Trust is built through doing the hard work together and succeeding. There is nothing like succeeding together in an improvement effort to build collaboration, to reduce risk and grow that sense of trust across your team.

It's important to recognise that the three capabilities are highly interrelated, and excellence requires that they're integrated in concept specific ways. For example, in the domain, ‘Leading improvement, innovation and change’, what is relevant there for excellence is bringing or developing appropriate knowledge about how to improve in that particular situation.

But combined with that building trust by having a systematic and competent leadership of the improvement process, through your complex problem solving skills, so the more competent that is, the more trust is built. Because one of the determinants of trust is competence.

So those integrations are what makes leadership both challenging and exciting. Just in summary,
your three capabilities are, ‘Using relevant knowledge’ while ‘Solving complex problems’ and ‘Building trust’ at the same time.
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