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				For Mum and Dad

				

			

			
				Preface

				by Mungo Dunnett, founder/owner of Mungo Dunnett Associates

				

				There is a simple truth about education: people care about it. That is why it attracts such attention, whether well-intentioned and well-informed (or not), from parents, politicians and peddlers of educational snake oil. But at the heart of it – sheltering as best it can from the business models, the metrics, the cost efficiencies – remains the fundamental bond, between the teacher and the pupil. Where it works (and we have all seen it work) it inspires a search for knowledge, for debate, for engagement. And yet it remains maddeningly difficult to produce, in spite of the fortunes spent by both maintained and independent sectors in recent times. The search for answers – affordable answers, both for educationalists and families – goes on.

				The strangeness, in fact, is that UK schooling, whilst under continuing intense scrutiny, has been so slow to explore the development of blended learning beyond our shores. It offers pragmatic (and badly needed) answers to schools’ economic and pedagogical issues, not only in terms of cost efficiency but also in terms of that precious teacher-pupil bond, and in better outcomes for the child. And that is what I like about this book. It avoids the wearying default to educational faddishness, and is couched stubbornly in terms of adoption: recognising and avoiding the pathology of school resistance to innovation; and retaining the centrality of teachers, though in a newly defined role. 

				This is a sobering account of UK schools’ travails, and few can argue that our sector requires substantial adjustment to teaching methods which appear either financially or educationally unsustainable. Technology brings with it its own fears and misapprehensions; but business, and our children’s childhoods, have been transformed by technology. The gift of this book is to show that technology – carefully, sensitively adopted – can address our sector’s seemingly intractable issues; and in so doing, to deliver what is right for each child. This will not be easy – and it may be that not all the answers are yet here – but if we care, we owe it to ourselves to look hard.

				

			

			
				Introduction

				We can’t duck the issue

				

				No other institution faces challenges as radical as those which will transform the school. 

				Peter Drucker, Post Capitalist Society, 1993

				
                
			   

			  When was the last time you looked at a duck?

			  

				I mean really looked?

				

				I once heard a colleague talking about ducks, and popped out at lunchtime to the local university campus. There is a lovely large lake there, and it is populated by all manner of waterfowl, but it was the mallard which was my particular quarry on this fateful January morning in 2011.

				

				Turn the page and take a look. Notice anything?

				[image: 1-image-shutterstock_65921620%20bw.jpg]

				Perhaps not. And I don’t think that I would have done either had it not been for the fact that my colleague had pointed it out earlier. However, what he had said about ducks had been so revolutionary that I was unable from that point on ever to look at the creatures in the same way again. Take a really close look at the duck’s face, and you will see that in fact ducks are trying (rather unsuccessfully) to disguise themselves by wearing little dog masks.

				Do you see it? Take a look at this one…..
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				In fact, ducks worldwide are all attempting to dress up as small, happy yellow dogs….
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				From that day onwards I have never been able to look at a duck without a chuckle as I focus slightly differently and take in the little yellow dog mask. My whole way of looking at ducks has shifted, and the shift cannot be corrected. Such shifts come along once in a while. We have something familiar, and which we were brought up with. We never question it, and take it for granted. Then suddenly something transforms our view entirely. We focus on a new aspect, and see new relevance. 

				Thomas Kuhn, in his book The Structure Of Scientific Revolutions (1962), called this a paradigm shift. His work challenged the theory that scientific advancement was an evolving process by suggesting that in fact all scientific progress was ‘a series of peaceful interludes … punctuated by intellectually violent revolutions in which one conceptual world view is replaced by another’.

				Headier stuff than ducks, perhaps, but you get the picture? Ideas create perceptions, and we are never able to view the world in the same way ever again. Our intellectual understanding has been hijacked by the new concept. Recently this has happened in education. This book will examine the implications of a paradigm shift in our view of good learning, good teaching, and indeed the very notion of school. At the end of this book, I hope that none of you will look at education in the same way again. As with ducks, you will see through aspects of the new disguise and still know what real education is. However, you might have amended your view of what it might look like.

				Now that we know about the dog masks we just have to accept that ducks look a little funnier than they used to, and get used to the new perspective. There is not a lot that we can do about it. In the same way, we could decide that if a change in our perception of education has come about it will remain. We should get on with it. But there is an important difference, of course. 

				Ducks always looked like this. We just did not notice the detail until it was pointed out to us. However, education is changing radically and fundamentally. While the revolution in our perception of the duck’s face is purely one of idea and perspective, the technological revolution in teaching and learning is something genuinely new. As a result, it is potentially disruptive. As an individual reader you may be excited by this disruption or terrified by it. What is clear is that you will need to confront it, because while your view of what good education is may well remain the same, your view of teaching and learning will become radically altered, if it has not been already. There may be some of you who never even noticed that it was here, and like your new perspective on a duck’s face will only see the difference because of reading this book. I hope that you will be glad that you did.

				In my previous book, Lifting Our Heads (2013), I put forward the argument that the independent education sector in the UK was facing a number of challenges. These centred mainly about the fact that our schools were becoming less affordable for those who may wish their children to attend them. I did not set out to be a harbinger of doom, however. I made the case that independent schools were centres of excellence, powerfully led, and exceptional value for money. The job at hand was to demonstrate the fact while addressing the affordability of such schools and the political challenge which that created for them.

				Similarly Classroom In The Cloud is not a book by a Luddite complaining that something nasty from across the Atlantic threatens the education of our children, the jobs of our teachers, and our very existence as schools. There are some who would make such accusations. I am not one of them. This book is a celebration of our schools, and what I am convinced they are capable of. It is also an encouragement to school leaders to embrace the opportunity which online and blended learning presents for us. But we must acknowledge that it will take a lot of hard work and careful planning, which UK schools should ideally attempt together, to ensure that the disruptive forces are harnessed by us as opportunities rather than overwhelming and destroying us. This will require independence of thinking, independence of leadership, and yet co-operation across independent and state sectors. Government initiatives and centralised control, or ‘one size fits all’ models will spell disaster, and hamstring us in our ability to adapt effectively.

				BYOD (Bring Your Own Device) is with us already, but it is concerning how many schools are taking the plunge without too much understanding of the wider issues involved. BYOD requires a strategy. There are enormous ramifications to creating the capability in schools to learn on the move. Across the Atlantic, online and blended learning in the USA in both Higher Education and K-12 schools is becoming a destabilising and political issue. We know that British politicians take enormous interest in the educational initiatives of other countries. Free schools had their roots in charter schools in the States, as well as the Swedish free school movement. Undoubtedly there will be someone in Whitehall at this moment scrutinising the pros and cons of virtual schools and blended learning in the US, and as the financial savings may be substantial it stands to reason that the Department of Education will soon be trumpeting the benefits of e-learning within the UK maintained sector. Pilots are running right now!

				So, the purpose of this book is to focus the minds of teachers and leaders within UK schools on a task at hand: to face the potential disruptive forces of the online education revolution calmly, nimbly and with confidence. I believe that we can do so, but our response requires planning and co-ordination. It cannot be haphazard, and nor, probably, can we take on the threat as individual schools. This is something which requires cross-association collaboration if we are to address related underlying issues such as affordability, teacher performance, teacher pay, and the maintenance of the quality education we offer – not to mention the confidence of leading the field in e-learning as we do in other aspects of educational provision. This book aims to help UK schools to remain ahead of the game – whether they are independent fee-paying establishments, or the centres of excellence within the maintained sector. I whole-heartedly believe that blended learning in particular presents an opportunity for strengthening and promoting the quality offering our schools represent in comparison to alternative providers.

				We begin by considering the obstacles to change which we all face as incumbents in a Victorian system which is no longer fit for purpose. Thereafter we will consider the major sticking point: how to train and prepare our teachers for what is coming, ensuring that they embrace the change rather than become Luddites, for the benefit of our schools and our pupils.

				The subsequent chapters define the terminology while assessing what is actually going on out there in the wider world, and its implications for UK schools. We critically examine the future of learning and teaching, and consider how our schools might need to adapt in the face of the challenges presented, and to take a part in creating the future so that we can ride the wave rather than become engulfed, and drown. We assess the benefits to children and education professionals of the new ways of learning, and then outline practical strategies to dealing with disruption and planning for it rather than becoming suddenly swamped; having to tread water and take drastic action after the event. We also consider how Cloud computing may help or hinder us.

				The final chapters will then focus the lens specifically upon the independent leadership of schools in the UK, and how we are uniquely placed to capitalise on the changes and acquire a competitive advantage because of our market position; our independence; and the quality which we already have; both at home and internationally. This section in particular should engender hope and confidence in the light of the challenges before us.

				I am tremendously excited about the potential for meaningful change within education which the technological revolution presents to us. I am firmly of the belief that children and teachers will be the beneficiaries, and learning will become more meaningful for all. The problem is not the revolution but, as with all revolutions, the counter-revolutionary intransigence which will seek to strangle the revolution at birth. If we do not engage with the issues purposefully and honestly, this reactionary mind set will grow among our governing bodies, senior leadership, teachers, and the parents of our pupils. Those who are in positions of primacy at the time of revolutions are always those most in danger, and with most to lose. Our children, however, do not share our pre-conceived ideas and suspicions. They are growing up in an online world. They are inquisitive, excited and excitable. They will carry this revolution, because to them it is not revolutionary. They are engaged with it, and it makes sense. We must face it. We cannot duck the issue!

				

			

			
				Chapter 1

				The Incumbent’s Dilemma – why many of us cannot change

				

				There is no human change without emotion and there is no human emotion that does not embody a momentary or momentous process of change. 

				Andy Hargreaves (2004)

			  

				 

				When we consider the future, the majority of us consider ways in which we can achieve success. We do not begin by envisaging the demise of our schools as inevitable, and certainly not as a fate which lurks around the next corner. And yet we live in a world in which there are very few certainties.

				As long ago as 1993, the ‘virtual organisation’ was being envisaged:

				

				…a virtual company is a new organisational model that uses technology to dynamically link people, assets and ideas. 
(Business Week, Feb 8, 1993).

				

				Technological innovation has caused disruption to the way we shop, the way we watch films, and the way we take pictures. It has changed the way we interact with our friends and families. It opens extraordinary possibilities while demolishing the bastions of familiarity with which we grew up. In the Middle East, dictatorships which stood for decades have been brought down – not by leftist radicals or right-wing religious fanatics, but by ordinary, leaderless people united by a common cause and a means to communicate. There is a breathtaking arrogance in the assumption that the great British school will endure such a storm. To fail to engage with this issue will have devastating consequences, not least in the human cost likely of such changes. Teachers will lose their jobs. Communities may lose their schools. Mistakes will be made, and there will be casualties as a result of such mistakes. Children themselves will have their education disrupted while various well-meaning, but misguided experiments occur. I am a parent of three children between the ages of nine and fourteen. This matters to me! I am the Head of a school which is seeking to keep ahead of the game in a competitive environment with a discerning group of parents who seek reassurance that we steward their children correctly and, while engaging them in the business of learning, prepare them pragmatically for the world beyond school. This matters to them, and to the very future of my school.

				In his book, The Search For Survival: Lessons from Disruptive Technologies (2012), Henry C. Lucas Jr. considers the mistakes of previous major players in business who had to face technological change. For many of these, the very fact that they were the market leaders – massive names like Kodak, Blockbuster and Borders (the US Waterstones equivalent) – was instrumental in their downfall. They suffered from the ‘Incumbent’s Dilemma’. This is briefly explained as follows:

				

				
						 The Incumbent, (a market leader), is master of all it surveys. A household name, with a brand so secure that it barely need advertise, such is the subliminal nature of its reach into consumer consciousness. 

						 Along comes an innovator with a new piece of technology, delivering innovation either of products, services or business model.

						 The incumbent faces a dilemma! It can:
	 Morph its own business model to accommodate competition and new opportunities

	 Abandon its existing business model and adopt a new one

	 Fail, resulting in merger, buyout or liquidation.





				

				

				The first two options are both possible if the incumbent recognises the threat or opportunity within the new technology. In the first instance this threat must be matched, and the opportunity realised in order for the incumbent to keep doing what it has been doing as far as possible. For instance, had Blockbuster immediately recognised the threat from Netflix and begun a DVD by mail programme in time, they would have enhanced their own competence to serve their customers while neutralising the impact of Netflix’s new way of doing business.

				In the second scenario, the incumbent takes the radical and brave decision that the technology is so disruptive to the way things have been done before that the incumbent itself must go with this change, radically altering course. Change is difficult in any organisation, and this type of change is particularly hard – even traumatic – as it requires the acknowledgement of the entire organisation that life will never be the same again, and so agreeing that change is absolutely necessary. This requires extremely keen foresight, a willingness to reflect, a full understanding of the nature of the coming disruption, and the excellent communication within the organisation to pull off the change. It also requires the sheer guts to leap, uncertain that customers will leap with you. In short, it is well-nigh impossible for a successful business to achieve. Most companies willing to shift so radically are already suffering, and change comes more through desperation than foresight. They are looking failure in the face, and so know beyond doubt that change must happen. 

				Many incumbents do not adapt in either of these ways. They fail. In a business context they find themselves having to merge with someone more successful; are bought for their assets and customers, facing inevitable change as new owners look to make radical adaptation; or are liquidated completely as washed up companies unable to realise value or competitiveness in the market place any longer. This occurs when the leaders in an organisation say that the new kid on the block is actually not a threat, and so they do not take steps to deal with him. Instead of dismissing threats, leaders should attempt to name the likely impact of new technologies on their business, or encourage their own people to investigate and suggest the impact. But successful companies will see no reason to change a successful model. They do not change until the disruption has occurred all around them. Then the collapse is swift and devastating.

				Google are in the innovation and technology business. They do not look at new technology and ignore it. They acquire it. They are then able to turn the innovation into something they might use, or can discard it without a competitor damaging them. 

				The best UK schools are the envy of the world. Our teachers and school leaders have degrees from top universities, are well trained both prior to commencing their contracts as teachers, and then on the job thereafter. They are regularly inspected, and have time invested in their professional development. School leaders are similarly bright and talented. Governing bodies bring insights of industry, law, local government, construction, and a myriad of other sectors to our school leadership. We have excellent leadership, excellent staff, excellent facilities, and a long and proud history of educating young people. We have even exported our education systems and examinations around the world. British schools and school systems have been sponsored or enfranchised by famous independent schools such as Wellington College, Repton, Haileybury or Dulwich. Private venture capitalists have built groups of schools which deliver the UK curriculum, such as Nord Anglia (whose schools are now located in North America, Eastern and Central Europe, the Middle East and Far East Asia). Cambridge International Examinations are taken by students in every conceivable corner of the globe. Partly this is because English is the lingua franca which opens doors to success. Partly it is because our educational traditions and expertise are desirable and respected. Sitting proudly above all this are the names of our famous educational institutions: Oxford and Cambridge; Eton and Harrow. Education UK is to all intents and purposes a brand as powerful as Nike, Disney, Amazon, or Ford. But our greatest educational establishments have something which even the heavyweight brands of international business can only dream of: a durability which has lasted for centuries. My own school, King’s Ely in Cambridgeshire, has more than 1300 years of continuous education at its heart. A monastic community founded in the 7th century required musicians for the cathedral church, and educated the choir. Our choristers are still part of the cathedral foundation community, and take a full and active part in the life of our school with almost a thousand other students. We worship in the cathedral as a school – one of the greatest cathedrals in the world. We work and live in buildings around the cathedral close which span every century since the Norman Conquest. We are a school which attracts students of more than twenty nationalities, as well as serving a wide geographical location within the East of England around Cambridge. We can be confident in our curriculum and our wide-ranging co-curricular programme of sports, outdoor education, drama, the Arts, lectures, debating and, of course, music. We are a successful, enduring, fine school. We can be very confident in what we do. The passage of time has allowed the school to adapt to changes as dramatic as the Reformation and the English Civil War. We would not have remained as a successful school without the ability to adapt and be flexible, or indeed to take on new challenges and re-invent ourselves. Even when the monastic community was dissolved by Henry VIII, our school survived as The King’s School, Ely. Schools like ours are the ultimate ‘incumbents’: leaders in their field – in our case the provision of education.

				This makes sense, so why would an incumbent fail to adapt? What possible reason could these highly successful businesses have for making such a disastrous call, staffed as they are with talented, experienced people, and with a history of success? Well there are eight reasons, in actual fact, which might cause a successful leading incumbent in an industry to contribute to its own failure to perceive the disruption that it is facing, and to which it must respond: 

				
						Denial

						History

						Resistance to change

						Mindset

						Brand

						Sunk costs

						Profitability

						Lack of imagination

				

				

				Let us take these various factors in turn:

				

				Denial

				Education involves a pupil and a teacher. There are various tools which the teacher can employ in order to stimulate the pupil, but the teacher is always necessary. This has been the case throughout history. The very idea that a machine, and the pupil’s interaction with the machine, may threaten the existence of the teacher/pupil relationship is anathema to most educators, parents, and indeed the children themselves. Nevertheless, the precedent now exists for an online school, virtual learning, and even complete independence from a teacher. The belief in the primacy of the teacher is the source of denial. In 1997, a UK government recruitment campaign aimed at teachers carried the line ‘Nobody forgets a good teacher’. The flipside, of course, is that many people have also experienced poor teachers. In addition, there has been an enormous emphasis lately on the importance of developing pupils who are independent learners. The didactic approach to pedagogy is becoming seen to be old hat. Even in the Far East – those countries which top the PISA league tables for mathematics and sciences: China and South Korea – the didactic approach is being reappraised by government leaders and educationalists who are concerned that in the knowledge economy and the instant gratification of curiosity provided by search engines, the need for creativity, critical thinking, discernment and collaboration are more important skills than the ability to regurgitate facts. A teacher as the ‘guide on the side’, rather than the ‘sage on the stage’ is gaining enormous currency – and rightly so. However, this is indicative of the changes which are happening in education, and in the world at large. In the age of the search engine, knowledge is readily available. The job of the teacher is no longer to impart knowledge for a student to hold in its head. Indeed, teachers need not know anything at all. The most successful teachers are now those who can demonstrate that they can engage, stimulate and encourage their students to find out for themselves. They are facilitators of learning, and not fountains of knowledge. The next step, naturally, is to develop a learner who no longer needs such a guide. Developing such a learner as quickly as possible is important. We are teaching children discernment, not facts. We are allowing them to develop the skills to learn independently of anyone. Teachers are arguably digging their own graves. In a later chapter I ask the question whether teachers are turkeys who are voting for Christmas.

				In the very best schools – those judged outstanding by Ofsted, or the leading establishments within the independent sector in particular – denial is a critical factor. As I mention above, many of our best grammar and private schools have been in existence for centuries. Names such as Eton, Harrow and Rugby are synonymous with quality. The HMC is a brand in its own right, with its tag line ‘Leading Independent Schools’. The very best schools believe that they are institutions of enduring quality. They do what they do very well. They are naturally very good at evolving and adapting. Any novel technology will be the latest in a long line of innovations which these schools have either dismissed or embraced in the past. There is no need to change the model for such schools. Their self-confidence is borne from a long period at the top of the tree. Unless leaders of these schools, and those who aspire to be like them, are willing to ask that question of themselves: ‘Are we becoming out of date?’ or unless the technology offers opportunities for a much more efficient model of schooling which renders the old way untenable, such schools will fail to understand the innovation, and will not invest time in deciding how to best respond. It is easier to deny that the technology will disrupt than to figure out what the impact on the business will be. Related to denial is the next factor… 

				

				History

				This is a main cause of leading businesses failing to act in the face of disruption. It is naturally linked to the reasons for denial. As Lucas points out, Kodak had enjoyed thriving business for over a hundred years and had become one of the most recognised brands on Earth. Why would any of its employees have predicted a collapse as spectacular as that which befell the firm? Our schools have been here for far longer. My own can claim origins of well over a thousand years. Schools exist on reputation. Most schools are local. Some of the greatest schools are international in their reputations. Schools acquire reputations because of previous success in examination results, in teaching, or in turning out well-rounded students. In many regions, parents attended the school, as did their parents before them. They carry the reputation of an establishment from when they were children into the next generation. Without radical changes, schools retain their reputations – and especially those which are particularly strong academically. Success breeds success. A successful history can breed something else as well: arrogance, complacency, and denial. And in fact, many parents are more transient these days, and no longer place their children in the school which they themselves attended. They have less personal history with the school. They are more discerning as a consequence, judging the school on what it provides now, and how it will provide for their children’s future. With no emotional or historical attachment of their own, parents are less forgiving and more demanding. This is not necessarily a bad thing. It can serve to keep a school on its toes, and ensure that a school is more ‘customer-focused’, to use business parlance. But this erodes the historical clout of a school…especially a school whose history is contributing to its denial. 

				Now I am well aware that the latter sentence will cause uproar. “Not my school”, you may be saying. “We are always looking to stay ahead of the game, developing initiatives, investing in facilities and, yes, in technology. We are not arrogant. We know that it is competitive out there. The inspections keep us on our toes, too”.

				I understand. I agree. The best schools are very good at research, reflection, innovation in practice, sharing, networking, investment, and developing excellence. They know what they do, and how to continue to do it well. They are focused on achieving what they have been achieving for decades – and even centuries. But History deceives us that all is a smooth path to progress. Remember the quotation from Kuhn about a series of peaceful interludes punctuated by violent revolutions in which one conceptual world view is replaced by another.

				I am an historian. History can be about facts, but it is also very much about interpretations of those who record it. It is about both substance and spin. History can give us a broad sweep in which trends and gradual evolution may be observed. It also gives us key moments, tipping points, sparks to ignite fires. The micro-history of the past few years in education is important to scrutinise rather than the macro when we consider the real and potential impact of technological innovations on schools, and how schools can adapt, or are adapting. We will be doing just that in Chapter 3. The point is that the events and flashpoints of history do not necessarily reveal the full extent of their importance at the time they occur. At the outbreak of World War One, a major conflagration was accepted. People understood that many thousands would perish. They did not necessarily see the multi-million body count, the end of Empire, emancipation of Women, the rise of Nazism and the death of Innocence.

				Unless our schools are alive to the flashes and rumbles of today, they will not think through the ramifications for tomorrow. Schools are extraordinarily conservative institutions. Past success is no guarantee of future success. The internet age has changed the landscape. It has changed the attitude of the world to knowledge. It has brought forth the need for creativity, discernment and learning habits to be paramount in education. School curricula and structures of staffing, facilities and resources are yet to catch up. Changing wholesale the way we teach, learn and organise ourselves as schools is an extraordinarily demanding task. This brings us to the third factor of the incumbent’s dilemma:

				

				Resistance to change

				Ken Robinson’s famous TED talk in Monterey, California in February 2006 is the most watched of all time. In it he argued that ‘Schools Kill Creativity’. As I write in June 2014 there have been 26,846,620 people who have watched this talk. Eight Years. All those people. No doubt many of these have shared his ideas widely. No doubt, in view of the subject matter, an enormous number of this online audience have been educators who have spread the word within their schools. And yet, what has changed? This is one of the most influential 18-minute speeches ever given. It has heavily influenced the thinking of many educational leaders. But the system he decried, in many ways, remains exactly the same almost a decade later. 

				Arguably the problem is that human nature is resistant to change. Undoubtedly, many of Ken Robinson’s critics regard him as an idealist. It is not practical to simply tear up the blueprint for our schools and start again. Children are still learning. They are learning the things which allow them to demonstrate achievement in examinations. They are learning the things which colleges and businesses want to judge their entry level students and employees on (although this may be contested, because in an interview questions will focus on experience, adaptability, creativity, resilience and flexibility). Parents understand the old way of doing things and, in the West, our education system has helped us to achieve economic supremacy and a certain amount of political freedom. We are very comfortable, thank you … and it all seems like such an effort! “If it ain’t broke, don’t fix it”, we may say. Robinson says that it is broke, actually. We should look at it, and see where it needs mending. Can an entire education system really scrutinise itself when we believe that it takes a lot for a large company, a small shop, a family, or even an individual person to take that step outside and reflect? To do so while remaining divorced from the emotional attachment to that which you have been involved with, brought up with or, for those in charge, have created is enormously difficult. And yet, disruption requires that we do just that. The next factor stems from being within a system…

				

				Mindset

				If someone is within a system or a business which is pretty clear in what it does, or sells, they will naturally acquire a mindset that conforms. If the employees of a school have a particular view of what a ‘good’ education is, they will have difficulty in regarding a different educational model as being good if what they value from their own model is eradicated or at least threatened by the new one. The mindset concerning education being best delivered by a subject specialist within a classroom to 20 or 30 children conspires to feed denial that a model removing the teacher, or delivering to 10,000 students online, may be better for the school, the teacher, or the children. This works to hinder a response to the innovator – either a response which positively embraces the innovation, or in deciding one which best deals with it so that it is eradicated from the system. With a fixed mindset, there simply is no response. But if an innovation is neither challenged, nor embraced and subsumed within the current system it is free to evolve and disrupt those with a denial mindset. This is when the technological innovation becomes disruptive: maybe not at first, but down the line. And when it grows and develops in strength and disruptive power it can be truly devastating. Schools have usually been pretty good at embracing technology. First came a TV in the classroom to demonstrate videos. The Amazon Rainforest was suddenly available as a visual representation in a geography classroom in Hull. The ability to inspire a child through the visual apprehension of the moving image was caught on to by teachers. At best, a video clip of a minute or two was engaging and illustrative. It still required the teacher to adapt the clip, and to deliver it within his teaching. However, the worst of the technology was also present. It allowed the lazy teacher to no longer need to teach. The video stood in for the teacher who was ill or on a course. The video spoke for itself, and the teacher stood back from the hard work of explaining and innovating, and merely flicked a switch to become babysitter, or to get on with marking while the class goggled at a 30-minute film, and were made to take notes to help with a written exercise which might absorb them in the final 30 minutes of the lesson. 

				The result of this was a lack of teaching, and a lack of engagement between teacher and pupil. But information was imparted to those with the listening or note-taking skills. The teacher had removed himself successfully from the education process. Video, however, was insufficient. Good teachers realised how it could be a tool used well, or a poor substitute for the inspiring educator. Video was replaced by the interactive whiteboard, and the video clip became part of a PowerPoint slide of the teacher who was willing to learn how to incorporate it into a multi-media presentation. Schools have spent hundreds of thousands – even millions of pounds – on providing their staff with interactive whiteboards, PCs, laptops and whole classrooms full of equipment to help teachers to deliver teaching in a classroom to students with a whole host of expensive tools and toys. Often, these technological innovations do not disrupt the teaching mindset. They are just other tools which allow the former methodology to persist, with slightly different presentational panache. ‘Death by PowerPoint’ is a phenomenon in schools and training departments of every business in the world which has a computer, a screen, a deliverer of information and an audience of learners. The education mindset of show and tell has not changed. It is not an innovation. Where such a mindset persists, schools will continue to waste money on resources which sparkle and shine, but in the hands of ham-fisted and unskilled teachers and students are as yawn-making as a poorly-used textbook or chalk and slate. The innovative teacher is the key. The teacher able to use the tools to excite and inspire. The mindset which resists innovation in educational method is the mindset which says that what we need is only good teachers who understand the new tools. But the disruption does not come from new gizmos and kit. This is technological innovation, but not of the disruptive kind. Technology is too often seen in our schools as hardware and software. The disruptive technology is that which calls for a new business model for schools – and that is so hard for us to conceive because we believe we know what a good education is. People used to know how to sell books. We would go to a store, browse and buy. Stores knew that we liked to browse, and so the more innovative ones offered coffee shops, comfy sofas, and reviews of new titles by the expert readers who worked behind the tills and served you your coffee and engaged you in conversations about books. They stocked the shelves and the stockrooms, and it was all very comforting, reassuring and expensive. It still is. I love going to Waterstones. In moments of weakness I succumb to the aroma of Colombian ground coffee, read the intro to a paperback, and walk out with my loyalty card stamped and a sense of well-being. Mostly, though, I buy my books from Amazon. It’s easier, cheaper and I love receiving the book in the post. I rip open the cardboard packaging with genuine excitement. It’s a different way of doing business, with a different kind of customer experience … but it is infinitely more successful. This book will argue that while the mindset about education, and the belief in what is good about traditional schools, will survive, it will become harder for this to survive in every town and village. It will become too expensive to deliver. It will become less desirable and convenient for many people. The disruption of blended and online education will threaten traditional teaching methods (except where inspirational teaching is known to exist), and teachers who are not inspirational will not survive. Schools without inspirational teachers will perish as well. There will be other choices available to the discerning parent and student. 

				

				Brand

				A great brand is something which all businesses strive for. How could this possibly lead to a loss of competitive advantage where disruptive innovations are concerned? I mentioned before that Education UK, while not an actual brand in its own right, has a brand quality to it. Education in and from the UK carries reassurance, integrity, creativity and history alongside it. In October 2013, I took part in the British Council’s attempt to promote our boarding schools in China.

				The trade mission, preceded by visits to China by Boris Johnson and George Osborne and showcasing a host of British industries, was bedecked in the red, white and blue of the Union Flag, and the creativity, innovation and inspiration of our education system, alongside focus on the individual student were all wrapped up in the brand, the messaging. 

				In this example, the brand was important in selling the UK. Education fit into the wider British Council and UK government message. The other brand identity of UK education is the traditional long-lasting brand of Oxford and Cambridge, Eton and Rugby. These reassure. Their longevity is their strength, as well as the quality of their offering. CIE examinations, with their attachment to Cambridge, and textbooks produced by Cambridge University Press, are reassuring qualifications which underline A levels and iGCSEs as gold standard qualifications which can be trusted as an international currency, exchangeable for places in education institutions world-wide. But will this emphasis on tradition and stability fit with an innovative, forward-looking online educational delivery method? In the world of Coursera MOOCs, which will now certificate courses, are traditional bricks and mortar institutions going to seem archaic and fusty? At some point, the reassuring stability may become old-fashioned. Our education system needs to think through ways in which the innovation and inspirational aspects of our brand come to the fore, and decisions need to be made about whether the traditional should lose emphasis or be re-packaged. Meanwhile, this is not only something which our great public schools and universities need to consider. Education is a global export for us, and the market place is a global one as well. Meanwhile, at home the aspects of our schools such as uniform, house systems, management structures, departmental organisation, moral values, and religious affiliations, have their foundation in our educational history, and the traditions such as the administration of our Empire, our examination structures, and Acts of Parliament which shaped our free provision of excellent schools. The political focus which education attracts due to the billions spent from public funds on buildings, facilities, teachers’ salaries and pensions make this history important in the crafting of our future. Education of the standard which we believe should proliferate in our country in order to keep us at the top of the world is incredibly expensive. We need to maintain our world position. Our politicians are desperately interested in ensuring that we do so. The Great Britain brand is vital to maintain. All UK education has tradition and stability as roots that ground it, and yet the innovation, creativity and individual opportunity which we seek to promote overseas requires an authenticity which stems from more than Eton and Oxbridge. It needs to be felt pulsing in the heartbeat of our schools today. This creates a fertile ground for innovation and creativity in the education of our children. Schools which lead will be favoured by our politicians. If schools stick to what they know, the politicians will impose what they feel to be necessary to ensure that our schools are on message and fit with the UK brand. Both our maintained and independent sectors need to take note.

				

				Sunk costs

				And it is all so incredibly expensive, this education business! We have invested so much in it that when the Coalition government took over the reins of leadership in 2010 they found that the cupboard was bare. This is on a national level, with implications for the provision of equipment, facilities and teaching in our maintained schools. The independent sector, meanwhile, has invested inordinate sums in a facilities arms race. At first, independent schools would compete with one another to demonstrate their facilities were better than the neighbouring independent school. Since New Labour education initiatives, and enormous public spending on flagship maintained sector schools, Building Schools for the Future; inflation of salaries for leadership; the Academies Programme; The National College for School Leadership; UTCs; Free Schools, and more, the independents need to justify their fees by demonstrating a differentiation of quality which frankly only money can buy. 

				Education in the UK has therefore sunk an enormous amount into provision. Increasingly, this has included technology. Hardware, software, network systems, staffing and training costs are a considerable chunk of a school’s budget. Many of those making decisions about funding know little about the technical implications of what they are spending, and so are reliant on the few with the knowledge and expertise to advise them. Having spent large amounts, it is difficult for a board of governors to swallow hard and invest more because they are faced with the fact that there is another version of the software, or there needs to be a further extension of the network. Sunk costs, an accounting class will say, should be ignored. But it is hard to do so when more funds are needed and one is accountable for the financial position in which a school finds itself – especially in hard times, as have proliferated in recent years, and in which other costs to the school such as energy and catering are rising at an alarming rate. Future savings cannot be guaranteed, and yet a new model for schooling, which might generate savings or produce further income streams for schools, requires significant investment which might be a leap of faith. The knowledge of sunk costs added to the uncertainty of future returns on investment are considerable hindrances to all but the most confident or informed of decision-makers in schools committing to building a brave new world. Illustrations from the corporate world include Blockbuster. Faced by Netflix distributing films via the internet, Blockbuster needed to consider its sunk costs in real estate and inventory. All those stores! Not only would changing the Blockbuster business model to imitate and out-perform the new provision Netflix offered require enormous investment in infrastructure, it would also mean working to put its old business out of business. Sunk costs mean people’s livelihoods a lot of the time. Could Blockbuster do this to its own people? In schools, creating blended learning or online education models might be more efficient. A school with half as many teachers could reach 20 times more students. But this could make teachers redundant on a massive scale. Can schools really countenance such a pathway? Disposing of buildings might be easy for a business. Many businesses prune staff as a fairly regular matter of course. Their attitude to these sunk costs is less emotional than attitudes to the employees or the buildings of a school, which may have served a community for generations. Education is a people business. It is an emotional business. Tearing up the business model to start again when so much has been invested in people over long periods of time is difficult, and for many decision-makers, impossible.

				

				Profits

				When we are discussing the impact of disruptive technologies, and the reasons for failing to deal with them by incumbents, we are talking primarily about successful incumbents. Businesses who face failure are often prepared to try all manner of methods to survive, or indeed are happy to admit defeat. What makes a technology disruptive is when it changes the old order. When a technology is revolutionary it has the power to topple even those at the top of the tree: the success stories and leaders in their field. In business, many of these leaders are there because they enjoy the most sales, have the most loyal customers, run efficiently and cleverly, and as a consequence have the highest profits. How do schools fit with this?

				Schools which are inspected by Ofsted or ISI, and those which emerge with poor reports full of recommendations are again not those who we are concerned with here. Many schools in special measures are offered changes of leadership, have funds invested, and are willing to seize any lifeline available to them. Those schools, however, which enjoy excellent examination results, and whose children are judged to emerge with sound values could be seen to be our success stories. In the independent sector, and increasingly in the maintained free school sector, those schools which can turn a healthy surplus from fee income, trading activities, or sponsorship to support further investment in their infrastructure or facilities have another form of ‘profit’ by which they might be judged. There are also schools which are run for profit, owned by shareholders, or by venture capitalists wishing to grow schools and families of schools in order to one day sell the chain for a healthy sum. Schools may not be ‘normal’ or simple businesses, but they certainly have criteria on which we might judge their success. A successful school might justifiably question why their entire modus operandi should change to accommodate a new technology when results, facilities, funds or educational outcomes are very impressive.

				It is a hard argument to counter. And some schools, as we have mentioned, have enduring reputations because of the quality of outcomes which they have delivered year-on-year. The question really is how long such schools will be able to sustain such success once the disruptive technologies take hold? If, for instance, the technological innovation makes the business of running a school much cheaper, schools who embrace it may be able to develop their staff, and reward them, much more than a traditional school. This could cause a shift in the best staff to the new school. Similarly, this school could afford better facilities, or could further invest in technological provision. 

				Independent schools in particular should think very carefully. We are becoming increasingly expensive, and unaffordable, for a large section of the population. There are implications to this. We either will experience falling rolls, with falling fee income, or might see that we cannot attract as many top quality students, and so compromise our standards. Both may lead to lower ‘profits’, either financially, or in terms of academic and educative outcomes for our students. How long could independent fee-paying schools weather such a storm while maintaining their quality status? What might the differences be between those independents who embrace innovations, and those who stick with the tried, trusted and (traditionally) profitable? Bravery will be the factor here, of course. Part of the leap into the unknown is that it will be leap for traditional customers as well. A school which effectively communicates what it is doing to its parents, pupils and staff will be able to take them along, but the risk will naturally be that such customers do not want a new product. The risk of losing traditional customers needs to be weighed against the opportunity of gaining new ones. I talk about parents as customers in schools with no shame. Whether they are fee-paying parents at an independent, or tax-paying parents in a maintained school, each have a certain amount of choice, and are able to move from one type of school to another. Some have more choice than others because of ability to pay, or lack of local provision. If there are innovations in educational delivery systems, the choice for some may dramatically or fundamentally increase. However, if the changes are not well managed on a systemic level by school leaders and political decision-makers there may be poor planning and the diminishing of choice in some localities. It all comes down to the final element of the innovator’s dilemma… 

				

				Lack of imagination

				How imaginative are we? How creative are we? During the Great Mission to China that I mentioned earlier, the innovation and creativity of our schools, universities, businesses and indeed our country was trumpeted to all. But how far is this aspiration, and how far is it reality? Can we actually envision the future of our education system embracing new technology? If not, we will be less able to plan, and be reactive rather than proactive. Perhaps we can envision the impact of the technology on our systems, but cannot see how we can adapt our individual schools? This requires leadership which is open-minded, creative and innovative, rather than wedded to traditional structures.

				Can we lead the imaginative thinking of our stakeholders: governors, politicians, parents, children, suppliers, and service providers?

				

				How to avoid the incumbent’s dilemma?

				It may appear that all the eight reasons for failure to respond effectively to disruptive technology are too much for any industry or organisation to overcome. After all, they depend on the incumbent being a market leader. The incumbent is in position because of its history and success. It is counter-intuitive for the incumbent to throw all the causes of its success to one side and to take the disruptive technology to its bosom.

				However, the point made by Hank Lucas is that an organisation is not the thing that acts. People act. Those whose job it is to ensure that the innovation is perceived as a disruption, and thereafter harnessed by an organisation to ensure that it is competence enhancing rather than competence threatening in an organisation are its leaders. Actually, Hank Lucas says that managers perform this function. In many industries this may well be the case. But in schools, the agents of change are often teachers. It is teachers that plan lessons and interact with children in the classroom, theatre and sports field each and every moment of the school day. It is teachers who bring innovation and change into the classroom. It is teachers who impact most directly on the lives of their students. Teachers can lead innovation and respond to it, or teachers can run in fear of innovation and hide from it. I believe that leaders in school exist at all levels of our hierarchical structure, and the agency of teachers is enormously powerful. So as managers and school leaders, we need to use our influence to not only raise awareness of the potential disruption to education which technological innovation is bringing, but also to empower those teachers who can lead their colleagues in embracing it. Teachers who have been schooled, and then trained, and then affirmed in their practice through the now-threatened system which has worked and produced results since ancient times. We need to lead these intelligent, competent and highly-skilled people into an unknown in which their intelligence, competence and skills are challenged and scrutinised. Where the professional will feel like a turkey. We need, in effect, to ask these turkeys to vote for Christmas. This requires us to make and execute some very tough decisions: not only to take a risk on an unproven or untested product or course of action, but also to replace people within the school who refuse to accept the need to change. In this endeavour, it is teachers who I suggest should be our allies in persuading other stakeholders, and particularly the politicians, unions, governors and parents, that a new model is required. The first step in ensuring that our actions will be supported involves the training and development of our teachers.
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