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      Foreword

    


    
      More than thirty years ago, my now-deceased colleague, Ron Edmonds, made a profound and timeless statement about the importance of leadership in creating and maintaining an effective school. He stated that he had found effective principals leading schools that were not yet effective. Thus effective leadership was a necessary but not sufficient condition for ensuring school effectiveness. He went on to add that he had never found an effective school that did not have an effective leader as principal. One would have hoped that after three decades of studies we could say with pride and certainty that our eighty-thousand-plus public schools are currently being led by effective principals. Unfortunately, this is simply not the case. We’ve made progress but no one would deny that we still have a long way to go. Why is this so?


      A partial answer to the problem can be found in the fact that we can’t seem to agree on what is meant by effective leadership. Effective leadership, like beauty, is said to be in the eye of the beholder. Some look only at organizational results or outcomes and, if they agree with them, declare that they were achieved because of effective leadership, with no consideration to the methods used by the leader. Sometimes the title of effective leadership is awarded based on the methods used by the leader. They essentially ignore the actual results achieved (i.e., professional learning communities). Sometimes an individual is celebrated as an effective leader because of the leader’s personality—he or she is well liked, and the staff has high morale. The different effective leadership perspectives beg the question, “Which perspective is correct?”


      In every decade, literally millions of words on the topic of leadership are written or spoken. If one were to pick the most popular leadership publications in any decade and analyze them, a relatively short list of descriptive concepts would surface as those most frequently and directly associated with effective leadership. Among these, one would find the following: “visionary,” “purpose,” “mission driven,” “monitoring,” “metrics,” “cheerleader,” “coach,” “caring,” “communicator,” “trustworthy,” “change agent,” “competent,” “enthusiastic,” “inspiring,” and “motivator.”


      In today’s schools, results and the use of selected concepts have to be given the highest priority because they have been proven to work. Failure of school leaders to focus on the high-priority concepts can be catastrophic for the most needy children that schools are expected to educate.


      If effective school leaders don’t already naturally exist, can we teach the most important of these concepts to aspiring candidates? The Tools of Leadership manuscript provides us with proof that we can.


      Fortunately, as you’ll read shortly, Skoglund’s framework emphasizes a shorter list of high-priority concepts. The framework set forth in Tools of Leadership focuses heavily on being mission driven, monitoring, motivation, communication, and change. The author has done an excellent job of linking each of these priority concepts to the research and writings of at least one of the most celebrated scholars who have written on the topic of effective leadership. It is said that researchers and change advocates owe it to the reader to identify and acknowledge those who have gone before and upon whose shoulders he stands. Skoglund has done so with great clarity.


      In The Tools of Leadership, powerful writings by outstanding research scholars have been woven together into a framework for action. The framework has been tested and found to be valid in making schools more effective for more students. The author has woven a new tapestry of possibilities for advancing the effective school leadership agenda and with it the school’s mission of learning for all. We must not wait another three decades before we make good on the promise of an effective leader in every school.


      Lawrence W. Lezotte

    

  


  
    
      


      


      Preface

    


    
      Welcome. My name is Judy Ness and two years ago I had the privilege to coauthor Student Success: How to Make It Happen with Dr. Frederic W. Skoglund, the author of the book you are about to read.


      There are a few things that I would encourage you to do as you read The Tools of Leadership.


      
        	Keep a journal handy and jot down any “ahas,” insights, questions, and inspirations that occur to you. I assure you that there will be many.


        	Read the books written by the amazing authors identified in Fred’s “toolbox.” If you do not have a copy, check the library or an online distributor.


        	If at all possible, read this book with colleagues from your profession and/or other professions. It provides a wide range of applications that will help leaders improve their effectiveness.

      


      Because they are intended to be companion books, I encourage you to read Student Success: How to Make It Happen first and then follow up with The Tools of Leadership. With this two-part collection of knowledge, you will be able to lead an even more effective implementation of the Continuous Improvement System that was presented in Student Success.


      The book is not long but it is full of a mix of the “tried and true” and the “innovative and new.” For too long, we have been discarding important previously gained wisdom for the newest ideas. Both have value and should be used together.


      In this book, Fred clearly shows you how to accomplish this. He helps you form a systematic approach that allows you to benefit from the wisdom of Gene Hall, Frederick Herzberg, William Glasser, Larry Lezotte, and Peter Senge. He also shows you how to use their proven wisdom individually and collectively as you seek to lead your organization to higher performance levels.


      Writing a book with Fred was an honor and a privilege. I thought that I was a good synthesis thinker who could see the obvious and not so obvious connections and interactions of people and processes in a system. Next to Fred, I am lucky to be rated average. He can see connections that most of us do not see. Most importantly, in these two books, he helps educational leaders implement a system to improve teacher performance, enhance student achievement, and make the connections necessary to effectively use the tools of leadership in any personal or professional setting.


      I am confident that those whom you lead will enjoy having a systems-thinking leader. I wish you all the success I know is possible by taking to heart what Fred has to share. The rewards and returns are enormous!


      Judy Ness

    

  


  
    
      

      

      Introduction

    


    
      Place Your Bets!


      There is an old adage that has frequently been heard at racetracks and in corporate boardrooms alike. It states, “Bet on the jockey and not on the horse.” This is such an intriguing and provocative statement that in the late 1990s, research was conducted to assess its veracity.
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      In one study, the Fast Company Consultant Debunking Unit (Chadderdon 1999) followed two of the top jockeys at Churchill Downs and the 347 horses they rode during the season. In a second study, the financial backing decisions of venture capitalists were observed as they considered new products that entrepreneurs were attempting to bring to market. Here are the conclusions drawn from these studies:


      
        	If you are at the racetrack, bet on the horse.


        	If you are in the boardroom, bet on the jockey.

      


      At the track, a reasonably competent jockey is needed but the quality of the horse is the deciding factor in the race. In the business world, a great idea or product may never see the light of day except for the competence, commitment, and passion of even a single person.


      In Student Success: How to Make It Happen, my colleague, Judy Ness, and I gave you the horse. We described how to implement and facilitate the Continuous Improvement System (see page xvii for a review of the CIS). The CIS has proven itself to be a thoroughbred in the race toward school improvement. It is a very effective system; however, the bottom line is that it must be implemented with fidelity and operated by dedicated and competent people because no system, no matter how good


      

      

      

      
        
          
        


        
          
        

      


      

      

      

      

      

      

      

      

      

      

      

      

      

      

      
        	The first section will describe the work of one of the men pictured in the toolbox. The information presented is a concise discussion of what I gleaned from reading the publication identified next to the author’s name. The information I will share with you is accurate, and you will be able to make effective but basic use of it. Albert Einstein wisely stated, “A little knowledge is a dangerous thing.” Obviously, the more knowledge you have before you begin to use the tool, the more successful your initial attempts will be and the better you will be prepared to deal with the surprises that are inevitable. For this reason, I urge you to read the entire publication as well as other related works by the author.


        	In the second section, I will tell you a story about a single fictional character. Each of the situations and conversations described are true although they actually occurred with three different individuals. The persona of the fictional character of Sarge is based on an actual person. Weaving these individual situations and conversations into one story is intended to help you understand how the tools were used individually and in conjunction with others to address difficult situations in both the personal and professional domains.


        	The third section will give an explanation of which tool(s) I chose to use in that situation and why.


        	The fourth section will be a chapter summary that will very briefly review the key points of the chapter.


        	The final section is a workbook section where you will be asked to accomplish a task.

      


      

      

      

      

      

      
        
          
        


        
          
        

      


      

      

      

      

      

      

      

      

      

      

      

      

      

      

      
        	The CIS spreads the responsibility for effective leadership over administrators and faculty members. No individual working alone can do all that must be done.


        	The curriculum is set by state and national standards and instruction is based on research-proven instructional strategies and materials.


        	Teachers use common formative assessments that mirror the end-of-year high-stakes test in content, language, format, and rigor.


        	Data is collected at three levels: (1) on individual students, (2) from individual classrooms, and (3) across a grade level or subject matter. The timely and accurate depiction of this data is used to drive instruction.


        	Administrators evaluate teacher performance in both instructional and noninstructional activities. This process is used in job status decisions.

      


      
        
          
        


        
          
        

      


      

      
        	The instructional teams, the leadership team, and the faculty meet on a regular basis and follow agendas that include specific standing items.


        	The standing agenda items address upcoming curriculum, common assessments, achievement data, instructional strategies, and plans for assisting students who are not performing at the level identified in the academic mission.


        	Instructional teams collaborate to create a flexible schedule for curriculum and assessments. The calendars are focused on the performance objectives identified in the state standards. The only reference to a textbook is to identify the location of the objective in the text. This document is displayed in classrooms and the data room.


        	Instructional teams collaborate to create formative assessments that are used by all teachers in a grade level or subject. The items are selected from examples in the core standards, previous state tests, and other question banks that are valid and reliable. The assessments are constructed in a way that makes it easy for teachers to identify specific objectives that students are having difficulty in mastering.

          
            
              
            


            
              
            

          

        


        	Data from the common formative assessments is depicted on three charts that track individual student performance, the performance of all students in a given classroom, and the performance of all students in a grade level or subject.


        	Individual students monitor their own performance on a chart that contains a bold line set at the level of correct responses identified in the academic mission. This chart significantly impacts the motivation to learn and serves as a powerful tool during parent conferences.


        	The classroom data charts contain a bold line set at the percent of students in the class who are expected to meet or exceed the level identified in the academic mission. This is maintained by each teacher and posted in the classroom next to the instructional calendar. These are also posted in the data room. The combination of the calendar and the data chart allows the principal to enter the classroom and, within seconds, determine what has been taught and how well students in that room mastered the performance objectives. These charts are the primary tool used by teachers during their instructional team meetings.


        	The grade-level / subject data charts contain a bold line set at the percent of students across the entire grade level / subject who are expected to meet or exceed the level identified in the academic mission. The charts are posted in the data room where the leadership team meets. They create a clear picture of student achievement across the school. These charts are the primary tool used by the leadership team during their meetings.

      


      
        
          
        

        
          
        


      


      

      

      
        	The Continuous Improvement System, when implemented as intended, can enhance teacher performance and elevate student achievement in any school.


        	Leaders of organizations need a variety of tools to address the myriad issues they face.


        	Learning to use the tools created by Glasser, Hall, Herzberg, Lezotte, and Senge will enhance the skills of any organizational leader.


        	Throughout the book, I have used the example of a person in the professional setting of an elementary school principal; however, the tools that you will learn to use in this book are applicable to any profession and in any personal relationship.

      


      

      
        
      


      
        
      


      

      

      

      
        	Why did this person come to mind?


        	How do you think this person feels about him- or herself?


        	How would you describe this person’s outlook on life?


        	If you were assigned to work with this person on an important project, do you believe this person would seek to collaborate and be a productive partner?


        	How does this person respond to change?


        	Does this person demonstrate a desire to “be the best he (or she) can be”?


        	Does this person understand how his or her behavior impacts other individuals?
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