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The Context of School Leadership

Source: U.S. Department of Education, NCES



The Context of School Leadership

As of June 2023, 44 
states have taken 
steps to limit how 
educators could 
discuss racism and 
LGBQ+ rights, with 
bans passed in 18 
states



School Leadership in MA

In 2021, Massachusetts 
revised its standards for 
school leadership to focus 
explicitly on preparing 
“anti-racist leaders who 
understand and embody 
anti-racist competencies, 
strategies, and mindsets” 
(MA DESE, 2021, p. 7)

https://www.doe.mass.edu/edprep/resources/guidelines-advisories/l
eadership-guide.pdf

https://www.doe.mass.edu/edprep/resources/guidelines-advisories/leadership-guide.pdf
https://www.doe.mass.edu/edprep/resources/guidelines-advisories/leadership-guide.pdf


Revised Leadership Standards



Theoretical Framework
Kegan (1982, 1994) theorized 
that adult development is 
characterized by an increasing 
capacity to manage complexity 
and take perspective on oneself 
and one’s environment

Drago-Severson (2004, 2009, 
2023) has extensively 
documented these “ways of 
knowing” among educational 
leaders



Constructive-Developmental 
Theory

Read more

https://docslib.org/doc/5116917/adult-development-and-leadership-the-implications-of-robert-kegan-s-adult-development-theory-for-leaders


Participant Recruitment

Interview #1: 
Professional Goals 

& Beliefs

Interview #2:
Subject-Object Interview *

Analysis:
SOI Scoring *

Analysis:
Etic & Emic Coding

* Lahey, L., Souvaine, E., Kegan, R., Goodman, R., & Felix, S. (2011). A guide to the 
subject-object interview: Its administration and interpretation. Minds at Work

Methods
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Findings
A Range of Development (a first look at recent grads)

Candidates’ 
developmental 
capacities 
spanned Kegan’s 
ways of knowing
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Findings
Making Meaning of Race Talk

Candidate A
Stage 3/4

“I felt like I knew what I wanted to say, but 
could never output it. I also felt I 
shouldn't—it wasn't my experience, so I 
shouldn’t be using my voice…. I really 
feel like [the instructor, a person of color] 
gave us the tools to be better allies. I don't 
know, if I didn’t have that course, I 
wouldn’t be able to have a lot of the 
professional and personal conversations 
that I can hold.”

Candidate B
Stage 4(5)

“I remember some people in the 
room being very uncomfortable, 
and I was uncomfortable myself 
because I know that I am not 
doing enough. You know what? It 
was okay. I loved that about [the 
program].”
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Findings
Leadership and Decision Making

Candidate C
Stage 3(4)

“[L]eadership has too much on their 
plate. They are in the public eye, 
which we all knew… I feel very 
empathetic about [the] lack of time. I 
feel empathetic about the fact that 
they are graded on the 
performance of students without 
really recognizing how that student 
body has shifted and changed.”

Candidate D
Stage 4

“I look forward to tapping into what's 
already there. Having teachers lead 
meetings, that when they see a 
problem instead of me coming up 
with a way to fix it, let them figure 
out, and then come to me with ideas 
rather than me dictate, ‘Oh, this is 
the way that we're gonna fix it,’ 
because they really have the 
expertise. Tapping on teachers to 
help with the work.”



Implications for Practice
Supports and Nudges

“What causes people to develop? I would say, at a practical level, it is the experience 
of optimal conflict in the context of optimal support” (Kegan, 2003, p. 44)



Implications for Communities
Training Individuals, Nested in Communities



Ongoing Research

Before
Program

Mid-
Program

End of
Program

Interview 1:
Beliefs and 
Motivation

s

SOI 1

Interview 2:
Beliefs and Learning 

Experiences

SOI 2

Interview 3:
Beliefs and 

Debrief

SOI 3

Summer 2022 Summer 2023 Summer 2024
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Findings
Comparing recent graduates with new candidates

Developmental 
capacity of recent 
grads seems higher, 
on average, than 
new candidates, 
suggesting the 
possibility of growth 
within the program.




