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Leadership Team Reflection: Balancing Stability and Innovation Through the "Farmers and 
Vikings" Framework 

 

As part of our commitment to continuous improvement and organizational growth, the 

Educational Service Center leadership team recently engaged in a reflective leadership exercise 

centered on the "Farmers and Vikings" framework. This metaphor is frequently used in 

leadership and organizational development to explore the tension between maintaining 

stability and pursuing innovation. The discussion provided an opportunity for our leadership 

team to consider how individuals and organizations respond to change, manage growth, and 

position themselves for long-term success.  

 

The framework describes two complementary approaches to leadership and organizational 

effectiveness. 

 

A "Farmer" represents an individual or organization focused on cultivating, refining, and 

sustaining what is already working. Farmers value consistency, reliability, quality control, and 

continuous improvement. They develop systems, establish routines, and create structures that 

ensure dependable outcomes over time. Their focus is not on dramatic change, but rather on 

the disciplined work of improving existing practices and creating long-term sustainability. In 

educational organizations, farmer-like behaviors can be seen in the development of 

instructional systems, implementation of proven practices, establishment of organizational 

processes, and commitment to high-quality service delivery. 

 

A "Viking," on the other hand, represents an individual or organization driven by exploration, 

innovation, and the pursuit of new opportunities. Vikings are motivated by possibilities and are 

willing to challenge existing assumptions in search of better solutions. They embrace 

experimentation, take calculated risks, and often serve as catalysts for organizational growth 

and adaptation. Within education, the Viking mindset can be observed when organizations 

develop new programs, respond to emerging educational needs, leverage new technologies, or 

seek innovative approaches to supporting students and districts. 



Our leadership team's discussion centered on the understanding that both mindsets are 

essential. Organizations that operate exclusively as farmers may become highly efficient but 

risk becoming stagnant and resistant to change. Conversely, organizations that operate 

exclusively as Vikings may generate exciting ideas and new initiatives but struggle to establish 

the systems necessary to sustain long-term success. Lasting organizational excellence requires 

both the courage to explore new opportunities and the discipline to cultivate and sustain what 

works. 

 

This concept is particularly relevant to the work of the Educational Service Center. Our mission 

requires us to remain responsive to a rapidly changing educational landscape while at the same 

time providing reliable, consistent, and high-quality services to the districts we serve. As 

educational expectations evolve and new challenges emerge, the ESC must continually evaluate 

where innovation is needed and where consistency remains essential. The goal is not to choose 

between being a farmer or a Viking, but rather to develop the organizational capacity to 

effectively embody both mindsets when appropriate. 

 

One of the most important takeaways from this discussion was the realization that 

organizational success is not found at either extreme. Innovation without systems often results 

in inconsistency and short-term gains. Systems without innovation can lead to complacency 

and diminished relevance. The most effective organizations are those that can identify 

opportunities for change, implement them thoughtfully, and then establish the structures 

necessary to sustain success over time. 

 

As the Educational Service Center continues to serve schools and communities throughout our 

region, our challenge is to remain both innovative and dependable. We must be willing to 

explore new opportunities when needed while continuing to strengthen and refine the practices 

that have proven successful. In many ways, our future success will depend on our ability to 

think like Vikings when charting a course forward and act like Farmers when cultivating lasting 

results. 


