Praise for The Multiplier Effect

“Finally a real book for leaders to read, digest, and actually use. I
cannot wait to use the specific exercises to promote the Multiplier
Effect!”

Molly Broderson, Elementary School Principal,
Hayes, Virginia

“This provocative book is a must for school leaders. It provides clarity
and insight into leadership and provides a framework to deliver
strategy, improve working relationships, and boost individual leader’s
capacity and capability. It is packed with real-world techniques for
engaging people at all levels. This is a timely contribution to the
leadership debate when schools everywhere are facing the challenge
of change.”

Dame Pat Collarbone, Director, Creating Tomorrow

“The Multiplier concept is a powerful tool to develop and improve
leaders both in business and across education, where we hear more
about failure than we do about success. If educational leaders at every
level read this book, we would hear more stories of successful
educational outcomes. This book belongs on the reading list of
anyone wanting to become the kind of leader that makes people and
organizations better.”

Dean Gary Cornia, Marriott School of Management,
Brigham Young University

“Educators are constantly looking for ways to do more with less. This
book provides actionable steps that allow leaders to multiply the
talents of their teachers while also fostering an exhilarating experience
for staff and students alike.”

Kendra Hanzlik, Elementary School Teacher-Strategist,
Cedar Rapids, Indiana

“Dripping in rich storytelling and anecdotes, this book explores why
our society, schools, and companies desperately need to embrace the
power of Multipliers in order to unleash talent, allow others agency,
and fully utilize dormant intelligence. If you are looking to learn new
leadership techniques, take advantage of your potential, and
understand how to add value to your life and work, The Multiplier
Effect is for you.”

Nikhil Goyal, Author of One Size Does Not Fit All and
Forbes 30 under 30



“Do not lead or attempt to lead without reading this! It will open your
eyes and change you.”

Matthew Henry, CIO, LeTourneau University

“An educator’s role, by definition, is multiplying genius and
developing future leaders. This book is an instructional manual for
educational leaders who want to ignite the genius in their schools.
The authors offer a thought-provoking yet simple framework full of
stories and clear principles that can be put to use immediately in an
educational setting.”

Prasad Kaipa, Executive Director Emeritus,
Center for Leadership, Innovation and Change,
Indian School of Business, and co-author of Smart to Wise

“In our hierarchical world of academic medicine, moving to the
Multiplier model of leadership could be the game changer.”

Darrell Kirch, M.D., President and CEO,
Association of American Medical Colleges

“The Multiplier Effect provides the secret sauce for what makes great
teachers and leaders in education. Chock full of engaging stories,
extensive research, and insightful ‘experiments,” this is a must-read
for anybody who cares about the future of society. Creating a
Multiplier Effect in the education industry would be transformative.”

Michael Moe, Founder and CEO of GSV Asset Management,
Author of Finding the Next Starbucks and America Revolution 2.0:
How Education Innovation is Going to Revitalize America and
Transform the U.S. Economy

“The mindsets and practices of the Multiplier and the Accidental
Diminisher translate readily to our education system. Educators are
in the Multiplier business—whether you are a superintendent,
principal, board member, teacher, parent, or student, you will find
this book to be a compelling read and a toolkit for school and
districtwide implementation. I hope this book starts many Multiplier
experiments.”

Julie Wilson, Founder, Institute for the Future of Learning



riultiplier

cFFECT

TAPPING THE GENIUS INSIDE OUR SCHOOLS

LIZ WISEMAN | LOIS ALLEN | ELISE FOSTER

Foreword by CLAYTON CHRISTENSEN

sy

CORWIN



2

CORWIN

A SAGE Company

FOR INFORMATION:

Corwin

A SAGE Company

2455 Teller Road

Thousand Oaks, California 91320
(800) 233-9936

www.corwin.com

SAGE Publications Ltd.
1 Oliver’s Yard

55 City Road

London EC1Y 1SP
United Kingdom

SAGE Publications India Pvt. Ltd.

B 1/1 1 Mohan Cooperative Industrial Area

Mathura Road, New Delhi 110 044
India

SAGE Publications Asia-Pacific Pte. Ltd.
3 Church Street

#10-04 Samsung Hub

Singapore 049483

Acquisitions Editor:  Arnis Burvikovs
Associate Editor: Desirée A Bartlett
Editorial Assistant: Mayan White
Production Editor: Laura Barrett
Copy Editor: Sarah J. Duffy
Typesetter: C&M Digitals (P) Ltd.
Proofreader:  Stefanie Storholt
Indexer: Teddy Diggs

Cover Designer: Michael Dubowe
Permissions Editor: ~ Jennifer Barron

Copyright © 2013 by Elizabeth Wiseman

All rights reserved. When forms and sample
documents are included, their use is authorized only
by educators, local school sites, and/or
noncommercial or nonprofit entities that have
purchased the book. Except for that usage, no part of
this book may be reproduced or utilized in any form
or by any means, electronic or mechanical, including
photocopying, recording, or by any information
storage and retrieval system, without permission in
writing from the publisher.

All trade names and trademarks recited, referenced, or
reflected herein are the property of their respective
owners who retain all rights thereto.

Printed in the United States of America

A catalog record of this book is available from the Library of
Congress.

ISBN 978-1-4522-7189-7

This book is printed on acid-free paper.

131415161710987654321



Contents

Foreword
Clayton M. Christensen

Introduction
About the Authors

Chapter 1: The Multiplier Effect

The Multiplier Effect

The Five Disciplines of the Multiplier
The Mind of the Multiplier

The Accidental Diminisher

The Promise of This Book

At a Glance: The Multiplier Effect

Chapter 2: The Talent Finder

The Gatekeeper Versus the Talent Finder

The Talent Finder

The Three Practices of the Talent Finder

The Diminishers” Approach to Managing Talent
Becoming a Talent Finder

At a Glance: The Talent Finder

Chapter 3: The Liberator

The Tyrant Versus the Liberator

The Liberator

The Three Practices of the Liberator

The Diminishers” Approach to the Environment
Becoming a Liberator

At a Glance: The Liberator

vii

ix

xiii



Chapter 4: The Challenger

The Know-It-All Versus the Challenger

The Challenger

The Three Practices of the Challenger

The Diminishers” Approach to Setting Direction
Becoming a Challenger

At a Glance: The Challenger

Chapter 5: The Community Builder

The Decision Maker Versus the Community Builder
The Community Builder

The Three Practices of the Community Builder

The Diminishers” Approach to Decision Making
Becoming a Community Builder

At a Glance: The Community Builder

Chapter 6: The Investor

The Micromanager Versus the Investor
The Investor
The Three Practices of the Investor
The Diminishers” Approach to Execution
Becoming an Investor
At a Glance: The Investor

Chapter 7: The Accidental Diminisher

The Accidental Diminisher
Are You an Accidental Diminisher?
At a Glance: The Accidental Diminisher

Chapter 8: Becoming a Multiplier School
Becoming a Multiplier
Becoming a Multiplier School
Becoming a Multiplier Community
Genius or Genius Maker?
Acknowledgments
Appendix A: The Research Process
Appendix B: Frequently Asked Questions
Appendix C: The Multipliers

Index

69

72
73
75
80
82
90

91

95
96
98
104
105
110

111

113
116
118
122
123
131

133

135
142
147

149
153
159
163
165
169
173
177
185

189



Foreword

hortly after The Innovator’s Dilemma was published in 1997, I spent

some time with Andy Grove, the CEO of Intel. At the time, Cyrix
and AMD were disrupting Intel with their low-cost microprocessors.
As Grove quickly grasped the theories of disruptive innovation, he
saw the threat materializing and understood what Intel would have
to do to survive.

I was interested though that Grove didn’t come out to the company
and announce from on high a strategy for Intel. Instead he established
an educational seminar during which Intel’s top 2,000 managers—not
a small undertaking—studied the disruption model. As a result, Intel
launched its Celeron chip at the bottom of its market—a disruptive
strategy that was counter-intuitive to the common logic of how to
make money at Intel. It was also very successful in fending off the
would-be disruptors. Reflecting back on that history, Grove later told
me, “The disruption model didn’t give us any answers. But it gave us
a common language and a common way to frame the problem so that
we could reach consensus around a counterintuitive course of action.”

People often wonder that if disruption is going to occur, then does
leadership matter? Indeed, the answer is that when disruption is afoot,
nothing could be more important for an organization than its leadership.

Currently disruption is coming to education in the form of online
learning—and with it an historic opportunity to remake our schools
from their factory-model roots into student-centric organizations that
allow each child to realize her fullest human potential. As this disrup-
tion takes root and grows, leadership in shaping it in our schools will
matter enormously.

In The Multiplier Effect, authors Liz Wiseman, Lois Allen and Elise
Foster make a compelling case for a new, provocative approach to lead-
ership in education. They ask the question, “Do the smartest leaders
create the smartest organizations or do the seemingly smartest leaders

vii
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have a diminishing effect on the intelligence of others?” They offer a
model of leadership that recognizes that the critical leadership skill is not
personal knowledge but the ability to tap into the knowledge of others.
They reject the notion that a heroic leader, a lone innovator, or a single
brain at the head of a school can solve our most complex problems. They
explain why it takes more than just a genius to lead a school.

Successful leaders like Grove seem in many situations to understand
how to harness the power of the people around them innately. In Grove’s
case, through allowing his managers to learn and grow, together they
were able to steer Intel forward and innovate successfully.

That’s the promise of Multipliers. They can help make an entire
organization smarter and more effective. Amplifying the intelligence
of the educators in a school—to embolden them by placing them in
teams with the autonomy to solve problems with new processes—is
critical as our schools are tasked with solving challenges for which
they were not built.

Too often leaders grow frustrated with the ideas for innovation
that reach their desk. They shout back at people in their organization
for more innovative ideas, but what they don’t see is that the problem
is not with the people generating the ideas, but with the processes
and priorities that exist within every single organization that morph
and shape every idea to fit the capabilities of the organization instead
of the original problem they were intended to solve. As a result of
these processes and priorities, what comes out of the innovation fun-
nel is me-too idea after me-too idea.

What this means is that if school leaders are to preside over
schools and districts that continually innovate, then they need to
shape actively these processes and priorities so they can leverage and
unleash—not stifle—the strengths of their fellow educators.

The Multiplier Effect reminds us that we need to do more than
innovate our classrooms. Based on three years of research and a study
of over 400 educational leaders, it shows us how we need to rethink
the model of leadership that will sustain innovation and deliver a
more powerful and productive learning system. We need managers
who go beyond just planning and executing; we need leaders who
have a plan for their staff to learn and discover.

Ultimately we are all educators and learners. It shouldn’t be so
surprising that those schools and districts that remember and prize that
might also have dramatic student successes to show for it. You can
reinvent your school and create a multiplying culture. Remembering
why we entered the profession of education in the first place and mul-
tiplying the leadership around us is a great place to start.

Clayton M. Christensen
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I ‘ve always been a genius watcher, fascinated by the intelligence of
others. When I began my career at Oracle Corporation, I landed in
a rich stew of brilliant and interesting people. I was happy to rub
shoulders with my new colleagues, hoping something would wear
off on me; after all, I was voted class clown of my high school.

During my 17-year career at Oracle (where I got thrown into man-
agement at 24 years old and found myself running the corporate
university), I worked closely with the senior executives, all of whom
were brilliant. I saw how some leaders literally shut down brain-
power in people around them, yet other leaders seemed to amplify
the intelligence around them. I wondered why these smart leaders
couldn’t look beyond their own capacity to see and use the full capa-
bility on their teams. I could see there was more intelligence inside
the organization than we were using. I suspected that there were
smart, underutilized people across organizations everywhere.

I also had the honor of working with brilliant guest faculty, like
CK Prahalad, the renowned strategy professor from the University
of Michigan. While CK taught and consulted with Oracle, I became
his student, soaking up everything I could learn from him. Years
after I had been CK’s client and student, I was visiting the Prahalad
home. Gayatri, CK’s wife, pulled me aside and whispered, “CK
would never tell you this himself, so I will. CK told me that you
might be the best student he has had. He thinks you are really
smart.” Inside I was laughing and wondering how this was possi-
ble, thinking, “Surely CK has had a thousand students who are a lot
smarter than me.” But then it hit me. I was smart around CK. When
I worked with him, I felt brilliant. He made me think deeply. He made
me question things and challenge assumptions. His intelligence
provoked mine.

I left the Prahalad home that day thinking about what Gayatri had
shared with me. I wondered why I was so smart around CK. Gayatri’s
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gift helped me better see what I had observed for years at Oracle—that
some people make us smarter. I began to wonder, “Why are we smart
and capable around some people but not around others?” It is the
question that spawned 2 years of research and the book Multipliers:
How the Best Leaders Make Everyone Smarter.

The book struck a chord with managers across the business
world, from the technology firms of Silicon Valley to financial insti-
tutions in the United Arab Emirates, and diverse industries in
between, such as healthcare, consumer goods, the military, and edu-
cation. As I have been teaching these ideas to leaders around the
world, I've seen managers embrace the idea that they can get more
capability from their people while also offering their employees an
exhilarating work experience. As I've crisscrossed these diverse
settings, I've noticed that the principles have their deepest resonance
with organizations that face a confluence of conditions:

1. They are experiencing the challenges and opportunities resulting
from growing demands.

2. They face resource shortages.

3. They understand that innovation is a critical strategy to meet
growing demands.

4. They recognize, or merely suspect, that the old models of
leadership are no longer sufficient.

Meanwhile, the Multipliers book website was receiving numerous
comments and inquiries from schools across the United States (and
beyond). It was clear that the book’s ideas resonated with as many
educational leaders as business leaders. We wondered if perhaps the
greatest use of these ideas would be in our education system. Surely
even a casual observer of global affairs can see that freedom and pros-
perity hinge on economic abundance and that a vibrant economy is
dependent on a strong, efficacious educational system. As a mother of
four children in public schools, I know that the stakes are high both for
us collectively as well as for each child. So when Arnis Burvikovs from
Corwin asked if I would write a version of Multipliers for educational
leaders, I put my business research priorities aside and assembled a
team to send Multipliers “straight to the principal’s office.”

I turned first to the educator and educational leader I admired
most, Lois Allen. Lois is a former special education classroom teacher,
who spent 16 years teaching the most challenging children to read
and use that skill to gain knowledge. She was fascinated by the ques-
tion: How do children learn? After encountering Roberta, a seemingly
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magical principal, Lois’s question changed: How do great administra-
tors lead? Spurred by Roberta’s belief that Lois had “principal written
all over her,” Lois became an assistant principal, an elementary and
middle school principal, and a manager of special education. Lois is
also my mother. I have grown up seeing her total devotion to educat-
ing children and her devotion to leadership. In the development of
this book, Lois’s role was to ground our work in the realities of educa-
tors and to lead the research.

We next tapped Elise Foster, a leadership coach who teaches
Multiplier leadership and who brings an analytic approach to teach-
ing and coaching (owing in part to her background as an engineer).
Elise studied leadership at the Harvard Graduate School of Education,
receiving her master’s in education there, and she brings a hopeful,
innovative view of the future of education. As a mother of a school-
age child, she’s passionate about education and wants to see our
education system capitalize on children’s natural intellectual curiosity
and not simply reduce their inquiries to multiple-choice questions.
Elise, who is smart, diligent, and witty, leads our efforts to help leaders
learn to become Multipliers.

The three of us are united in the goal of building Multiplier leader-
ship across our education system. We hope to see Multipliers in staff
rooms, in classrooms, in the principal’s office, and most certainly in the
superintendent’s office. We can’t provide answers to education’s most
vexing problems, but we offer a model of leadership to address them.
We offer you the data and stories that emerged from our research. We
offer you questions to help you ponder the type of leadership needed
to build strong schools and smart students. We suspect, as much of the
current research suggests, that great teachers make the difference. But
perhaps it takes more than leaders who hire great teachers; it also takes
leaders who inspire and engage teachers’ abilities to their fullest.

Unlocking individual potential is not just a matter of personal
will. And it is not just a matter of individual leaders, even if those
leaders are Multipliers. It is a function of entire systems. This is why
we need educational institutions that are Multiplier environments.

Join Lois, Elise, and me on a journey as we investigate a funda-
mental question: What becomes possible when our schools and universities
are led by Multipliers? Join the exploration and discover how to
unleash brilliance all around you . . . with your administrative team,
with your staff, with your students, across your entire school. Then,
watch the Multiplier effect grow across your entire district.

Liz Wiseman
Menlo Park, California
March 2013
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