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How can we turn good plans into real impact in our schools? 



Embrace Agile  Working in small incremental cycles

 Adjusting and refining based on impact

 The work of teams collectively learning how to 

improve



Default approach to educational implementation

• Long & detailed plans  
• Assumes predictable, linear & sequential change 
in a stable environment 

• ‘Roll out’ the change across variable contexts 
• Gather evaluation evidence at the end to see 
whether it ‘worked or not’.  

‘Implementation-as-delivery’
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COMPLEXITY
Complex-relational challenges



Sources of complexity when leading educational 
implementation
1. Adapting evidence-informed solutions to 
diverse local contexts. ‘What works doesn’t 
always work’ 

2. Needing to respond to changes that 
happen as we are trying to implement 
improvement 

3. Supporting people to shift their 
embedded practices and beliefs



Rock Throwing Challenges Bird Moving Challenges

Complicated Complex 
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Embrace an Agile Approach
Respond to complexity with agility



We can work 
through short, 
iterative cycles 
of collective 
learning
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FOCUS ON LESS BUT BETTER



The problems with perfectionism 
Analysis paralysis 
A lack of guiding feedback
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Do —> Check-in —> Adjust



ITERATE WITH EVIDENCE
>  Seek out formative feedback

> Identify and understand variability

> Pivot or persevere towards desired impact

> Definitely complete, possibly incorrect




One of the benefits of agile is that it encourages 
teams to iterate, learn from feedback and shift course 
as needed, rather than adhering to a strict plan
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1. Clarify 2. Incubate 3. Amplify

3 interweaving phases of agile implementation 



CLARIFY
Be precise about what we are 
specifically trying to achieve next



Leaders need to create 
clarity out of confusion 



Avoid using Education Buzz-Word Bingo

 Personalised & engaging learning 

 21st Century learning in innovative learning 

environments 

 New Pedagogies and harnessing new technologies 

 Developing lifelong, empowered learners 
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– John Searle

'If you can't say it clearly, 
you don't understand it 

yourself'

Clarity
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Simple 4
IMPACT - Clear and precise statement of our intended aim 

PROBLEM - Focusing on the smallest slice of the problem that we can influence  

CHANGE - Reducing the solution to the smallest number of high-impact  
elements 

EVIDENCE - Simple and effective ways of gathering formative feedback on impact 
 

SIMONBREAKSPEAR



“How often I found where I was 
going only by setting out for 

somewhere else.”
- R. Buckminster Fuller

Clarifying is an ongoing iterative process



INCUBATE
Explore how to make it work 
through rapid, small-scale 
testing cycles 



When have you experienced a change 
initiative that was rolled out too quickly, 
without learning how to make it work?  
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“Implement small to learn fast.”
Professor Tony Bryk
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START SMALL  
MOVE FAST  
FAIL WELL
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AMPLIFY
Spread and sustain what is working 
in order to increase impact across 
diverse contexts 



You are now trying to get your improvement 
idea to work with a broader range of people 

and across diverse contexts. 



SIMONBREAKSPEAR

Heed the human factors 
Deploy deep empathy

 Simple to learn 
 Easy to spread



Creating a Movement 
not a 

Mandate
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Cultivate Trust
“… people follow the lead of 
other people they know and 

trust when they decide whether 
to take it up. Every change 

requires effort, and the 
decision to make that change 

is a social process.”
Atul Gawande. Slow Ideas



1. Clarify 2. Incubate 3. Amplify

3 interweaving phases of agile implementation 



Lead a Collective Learning Process 
AGILE IMPLEMENTATION 


