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FOREWORD
By Michael Fullan @

IN THE 1980s, 1 said that systemic change in schoolQ glstrlcts
hat

requires five to seven years of work. Now we kn, hange can
happen at a much faster pace. Since then, resear n that
leaders armed with practical knowledge \( thin their
communities can achieve rernarkable c n year or two.
(See Fullan and Pinchot [2018] fo se o werful change in
culture within a year.) Dou &obert Eaker, in this
excellent resource, provide a ork fo how leaders can establish

success within one hu%daxs.@ books combine moral pur-

pose and practical o r@n
Reeves and & é@ owing leaders how to strip away the

superfluous distiactions,@nd what to specifically focus on to get

results. sthart serve if a seven-year-old can’t explain your

missidg stdtement, then you are in trouble. Readers quickly discover

only how to establish the right values but also how to “clear the

Y@ks’ with an initiative inventory in which leaders take a hard look

A what initiatives are underway so as to identify those that are the
most critical.

Reeves and Eaker supply strategies and tools to help leaders get
on course and stay there. After clearing the decks, leaders find out
about the importance of keeping a not-to-do list. Reeves and Eaker
follow with guidelines that support the leader each step of the way

to short-term wins: defining high-leverage practices, assessing spe-

cific results, energizing people with what matters most, breaking

Xili
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down the hundred days into doable chunks, and ensuring account-
ability and persistence. They advocate collaboration where it counts
to leverage their practical ideas. And they provide an account of
what effective collaboration looks like in practice, ensuring—not

just encouraging—collaboration; creating a shared understanding

of teamwork; and building aligned teams districtwide to get con@

tinuous results. Q
Reeves and Eaker have written a powerful and inspir

resource. My recommendation is that, before reade
Leaders, you take a moment to reflect on the follo@lu tions.

* Do I find myself doing things that do\} L@%f

a positive impact? &@

* How energetic and focused ar@in @ ganization?
* Are we getting anywhere? ?\&&Q

What results can I poi

e What can I do 1@horx @to change things for

the better>

Now you ar @( from this practical and thorough
book on lea h a‘hundred days at a time, and follow the
lead of thebe o auth who combine more than a century of prac-
tlcal lea ip experience in these pages. They share the wisdom

collected by working with hundreds of leaders who have
& nd their way one hundred days at a time.



y !
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INTRODUCTION

WHY ONE HUNDRED DAYS?¢,,
Q
IN OUR TRAVELS around the world presenting at eduCQX;fer_

ences and consulting with schools, we have no@ha too many

e%@)n, and

educational leaders are experiencing frustratipn,
hey have

burnout. They face more demands than ore,
the same amount of time they have al ad &t twenty-four
hours in a day—to get the job done. y lea@s are overwhelmed
with priorities, projects, and lw f; &i@e they are in an end-
less game of Whack—a—mole,%pting hit every demand that
arises, while not maki ress o ir most important priorities.
Although leaders d hogseo the day, they can make every
hour more pro nd ed. If you have felt the frustration
of too many Els ur time and a horizon full of things to
get done, his @( is for you.
In %his Book, we present a system for focusing on the highest-
le%gragg leadership actions that will yield significant results in just one
red days. Most importantly, this first one hundred days will set
e pattern for the one hundred days after that, and for every suc-
@ ceeding one hundred days, as long as the leader bears responsibility
for personal and organizational results. Our focus on short-term wins
will energize your colleagues, students, and communities. While you
will always have longer-term goals, this 100-day plan will provide the
organizational focus and psychological energy that people in your
school or district require to know that you are making progress. This

plan allows you to steadily encourage and support the teachers and
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administrators in your building or district who will get the job done.
You will replace the cynicism often associated with long-term strate-

gic planning with a laser-like focus on what matters most.

If you think that one hundred days is not long enough to produce

people have achieved within that time frame: the writing of ¢

significant change, consider these remarkable accomplishments that @

U.S. Constitution, the longest—surviving governing document infth

world, in the 18th century (Walenta, 2010); in the 19th c?gy,
Fyodor Dostoyevsky’s 7he Gambler (Hoey, 2017); and e prediden-
tial and legislative enactments that lifted the United/StatesMrom the
Great Depression and set the stage for saving the w orr@scism
in the 20th century (Alter, 2006). Great thjrgs ha@% in one

hundred days! Q\

Our observations of effective schoo n e@nﬁrm these les-

sons from history. In a single s% —u, {L bout one hundred
icallﬁi

days—schools have achieved d proved student perfor-
mance, better climate ture, '@éoved faculty morale, and
better discipline and ce. research conducted in schools

that schools ca

around the worl is ¢re for the first time, demonstrates
the fo

ing, within one hundred days.

. Riu;e the fa@e rate by more than 90 percent.

ce chronic absenteeism by more than 80 percent.
?Meduce the suspension rate by more than 50 percent.
L]

Radically transform faculty morale.

We have witnessed these results in elementary, middle, and high
schools. They occur in urban, suburban, and rural schools; in schools
with high concentrations of students from low-income families and
schools where the students are affluent; and in schools where large
numbers of students do not speak English at home and schools where

the entire student body consists of native English speakers (DuFour,
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DuFour, Eaker, & Many, 2010; Reeves, 2001, 2016b). These results
happen among students with a wide range of demographic charac-
teristics. If we have learned anything in more than a century of com-
bined leadership experience, it is that leadership makes the difference

for student achievement and educational equity. Although most of
our experience is in the K-12 public education field, we also ha@
leadership experience in universities, private schools, charter SE@
nonprofit organizations, and the military. Regardless of t\?

we see a consistent theme: short-term wins—gains in ¢ ce that

occur within one hundred days—establish the co den and cred-
ibility necessary for long-term success. We ackn value of
longer-term goals and strategies; however, N phat ;?E Lave no
chance of successful implementation Qt t entum that

results from 100-day leadership. é
i @%atltudes than sub-

Years-long strategic plans tha

stance make stakeholders weagy? att '&56 stakeholders—parents,

nity m rs, and educational policy-
*

. nt short-term wins that restore

achers and students engage in will

students, teachers, com

makers—long for a
confidence that Xﬁ‘
yield somethi gue promises of reform.

This o?&tgge@a new way of thinking about leadership.
er the pr

Wh oject is large in scope, such as transforming a school

i a professional learning community (PLC; DuFour, DuFour,

?e , Many, & Mattos, 2016), or smaller in scope, such as develop-
fo

rmative assessments or new grading practices in a single semes-

ter, 100-Day Leaders brings a sense of daily accomplishment, from
the classroom to the boardroom. The approach is rigorous, clearly
distinguishing between implementation that is PLC /ite (DuFour &
Reeves, 2016) and the courageous, risky, and often unpopular deci-

sions involved in implementing effective and lasting change.

We wish to make it clear what this book is and what it is not. In

this book, we offer an integrated approach in which the leader will
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see connections that others in the organization may not find appar-
ent; curriculum, assessment, facilities, transportation, food service,
teacher evaluation, board relationships, and a host of other complex
interactions lie at the heart of 100-Day Leaders. Therefore, this book
is not a policy manual, academic treatise, or checklist. Rather, it is a
practical guide for leaders at every level—from state, provincial, an
national policymakers to superintendents, principals, and depfir
ment and grade-level team leaders—that will support imredi
transformations in culture, practice, and performance. X8 p¥ovide
a coaching and development model for leaders w agilling to
challenge themselves and their leadership teamsg/ri to®reater
)

heights of effectiveness.

In the chapters that follow, we begin wi Q m ﬂﬁ%erative of

leadership. This is the fundamental ob oh egycators owe to the

students they serve. Educators purs?his m{@o ligation through
io

the PLC process, the central o n stem for effective edu-

cational organizations, fromythecla m to the boardroom. We
*

make a compelling casedgxthe P tocess in which we share evi-

dence of the impa tudent achievement.

Every leader’aitys to c@ personal and organizational change
that resul i?ctim@ improvement, but successful and sustain-
able c@ often elusive. Change begins not with hierarchical
co nds, but with effective introspection. Leaders cannot seek
t?g ge others until they gain the self-awareness to change them-
elves. Effective 100-day leaders must focus on a few priorities; our
research suggests that focused leaders have dramatically more impact

on student results than leaders who are fragmented due to initiative
fatigue (Reeves, 2011b; Schmoker, 2011).

We then turn our attention to cu/ture—the daily actions that rep-
resent what great organizations are all about. Culture is not about
attitudes, words, or beliefs; rather, it is about specifically observ-

able actions. Although leaders must see the big picture, they also
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understand the details of implementation, team by team, task by

task, kid by kid, and skill by skill.

Leaders face myriad decisions and challenges. We suggest a dis-

ciplined approach to leadership decision making in which leaders

tives they face. Accountability systems have, since the passage o

No Child Left Behind Act in 2001, focused on student test
(DuFour, Reeves, & DuFour, 2018). This change was p ted
on the one hand, by frustration with lagging studen%e ment,
and, on the other, by the recognition that a focus ntability’
was a political asset. We suggest a system in wh%der@)nsuder

not only the effects of effective educatio \b() Oaa?lses—the
factors over which leaders have the grea ﬂue r51stence and
resilience are two of the greatest as ay leaders, and we

consider the factors that can enc 1@1 ermme—resﬂlence

systematically compare the advantages and disadvantages of alterna:

and persistence in the face rﬁ&mally, we consider how

great leaders collaborate: E\}lthou leng can be lonely and iso-

lating, the most su 00<3dqY leaders engage in remarkably
effective collabo t@ O
Following &Xe t@)w we've organized this two-part book.

Parg Iorlng 100-Day Leadership
art 1 of this book, we consider the why and how of 100-day

?d ship. We begin by exploring the moral imperative of leadership
nd then we look at the six steps to becoming a 100-day leader.

The Moral Imperative

The moral imperative to improve student learning—uwhy educa-
tors do what they do—is essential, as educators will not implement
prescriptions based on policy; they must see that they operate in a
moral context. Moral imperatives guide our decision making when
no one is looking. There are no rewards or sanctions, only a response

to the leader’s inner compass that provides the moral foundation for
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his or her decisions. Everyone in any organization, whether it is a
for-profit, nonprofit, educational, military, or any other organization,
must not just understand how he or she fits in functionally but also
have his or her own sense of purpose within the context of the orga-
nization’s mission and values. Custodial staff do not merely sweep
floors; they create safe and healthy learning environments in which@
students can take pride. Teachers do not merely deliver content; @
nurture curiosity, kindness, relationships, and lifelong learnin
Principals do not merely set schedules and handle disci they
guard the values that guide thousands of daily actiongfor c%gryone in
the school. The moral imperative should be the fo %enmg

and closing of every meeting.

The Six Steps §Q Q’&e

This book outlines six steps for i r 100-day lead-
ership plan. These steps are no% o& actions; rather, they

require review with every 1Q0 g cycle. Leaders use them

to create and achieve sh w@ at combine to form long-

term success. \bo Q\Q

Step 1: Ide u es
Begin wit esr bone-deep beliefs that will prescribe the

goals yQu and will not, pursue as a leader.

SM: Take an Initiative Inventory
ist the leadership and instructional initiatives that your school
Qready has in place. The list is always longer than you think it will
@ be. Take an initiative inventory of everything on your plate. Ask
teachers and staff about their perceptions of the initiatives. Two key
questions leaders should ask are, “To what degree is each initiative
actually implemented?” and “If the initiative is implemented, what is
the impact on student achievement and other organizational goals?”
For example, we have observed a school system purchase online cur-

riculum resources with the assumption that teachers would use the
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program to link standards, curriculum, assessment, and teaching.
But when we simply asked, “Is anyone really using this?” we found
fewer than 1 percent of teachers had even accessed the program. This
is not an isolated example, as schools are inundated with programs

for data analysis, formative assessment, and literacy interventions
that are delivered but never or rarely used (Reeves, 2000). Lead@
should be assessing the degree to which a particular initiative @

ing the desired impact. Simply asking the question about

implementation will reveal the binary fal[acy—that sump-
tion that an initiative is either implemented or lemented.
But human performance is almost never bina %er takes

ivery—

place on a continuum. On one end of that
teachers attend a workshop, receive ook r?fyerhaps log
instructions for a technology-based %ﬂ\ level of imple-
mentation goes beyond dehvery 1 clu ctual evidence that
teachers are using the initi evel includes not only
the use of the i 1n1t1at1ve b al 1dQ¢s¢ that these new professional
practices have a posi udent results. The fourth level
includes not onl ‘1 ut also evidence that successful
by other educators and leaders in the

implementa «
school. Inggther 1ng “We have the program” never tells a
ry of anitiative’s implementation.

com;Q
tep 3: Make a Not-to-Do List

Y&lor to embarking on new plans, leaders must establish a clear
d emphatic not-to-do list. Before you set goals for the next one
hundred days, identify in specific terms those tasks, projects, priori-
ties, and initiatives that you will zor do. Make the list public. Before
you ask your staff to implement the 100-day plan, tell them what
they can stop doing.

Step 4: Identify 100-Day Challenges
Identify your top-priority challenges for the next one hundred
days. Be specific. They might relate to reducing student failure or



8 | 100-DAY LEADERS

improving discipline, parental engagement, attendance, or staff
morale—you decide. But you must set specific and measurable goals

with which you can make an impact in one hundred days.

Step 5: Monitor High-Leverage Practices

Identify specific professional practices that you will implement
immediately. These need not be major changes, such as adoptit@

new curriculum or assessment system, but practices that you and
staff can apply immediately, such as the following. v
etin; within
the PLC

* Changing a schedule to allocate m MCti@%t?ne to
areas where data suggest studﬁ mﬂ@ixlp

* Shifting staff meeting time to a for €8llaborative
scoring of student wor% &&e

* Scheduling three cgmm ortitive assessments in the

next one hundré - O
S
Xarl X

In other words, \}, achievable goals whose imple-
ve.

mentation youo&c

Step cify @ults
Finallyy,idéntify the results that you will measure. Consider how

to M these results in an easily understandable visual featuring

Ab%—and—after data. Examples of results include the following.

* Effectively monitoring collaborative team Q

T

* Reading comprehension
* Writing proficiency

* Mathematics proficiency
* Attendance

* Parental engagement

* Consistency of scoring

* Student engagement
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The six steps are a process of identification, measurement, dele-
gation, and elimination that makes way for aligning focus on the

greatest priorities of the system.

Part 1 closes with a description of the six steps in action. The

appendix contains a template to aid in creating your 100-day pl%

(see page 120). :

Part 2: Creating the Environment ?\

for Success Q
In part 2, we consider the environment for r 100-day

syécess
leaders and the educational systems they guide. T%\nm@rganiz-

ing structure for effective educational syste onsisting
of collaborative teams that focus on cor tlon udent results,
PLCs allow all people within the syst t ac raprofessmnals,

students, parents, leaders, and co rs—to understand

how they can personally supp@ &s goals. The Collaborative
Team Rubric in the apperi¥jx (s& 28) provides scales for use in
assessing PLC pr@

Putting |
We conghugde this k with a focus on accountability and resil-
1ence© are times when leaders must, in our vernacular, “put
on the table.” That expression stems from the occasions

their s
% ch military generals must honor their principles and values
0

A ve the political demands of the moment. By relinquishing their
stars, they express a willingness to lose their authority, position,
@ and professional security in order to establish the primacy of integ-
rity over obedience. We believe that the heavy emphasis on test-
based accountability in the first two decades of the 21st century
has amounted to an exercise in frustration. While student scores
are certainly important, those scores tell only a fraction of the story
of teachers’, administrators’, and students’ hard work. Our view of

accountability, framed by the work of Richard DuFour, Douglas
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Reeves, and Rebecca DuFour (2018), is holistic and includes not
only what students produce in terms of literacy, mathematics, and
other scores but also what causes those scores. We therefore consider
the accountability variables that teachers and leaders can control—

the measurable and specific actions in the classroom, school, and

district that lead to the results teachers and leaders seek to achieve. @

Resilience refers to how 100-day leaders persevere in the fac@
overwhelming obstacles. Some change literature has claim?bat

systemic change occurs only after five to seven years (Q, 018;
Kotter, 1996). Imagine that you are the parent 0;/:1 kindergarten

student and you hear that effective change in literac ruc@ will
happen when your child enters middle scho friend
of ours has said that school change happ ne fq ata time.”

We are unwilling to accept this cyni erefore claim

that history and experience showW{@can happen much

faster—in one hundred days.

If you don't believe us@ Lincoln and Franklin D.
Roosevelt. As you s edu nal leaders around the world
have proven that ea@&can make a remarkable and endur-

ing difference ery sh Dtime.
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CHAPTER 1

WHY BEFORE HOW: <,
THE MORAL MPE?ATJz\I;Eg’
OF LEAI]ERSHQ,%@

ABRAHAM LINCOLN IS credited with guon and eman-

cipating the slaves. But as anyst @bry knows, achieving

these goals came at an eno ud cost ilnblood and treasure, and

success was not at all c%iun’n@iark days of the early 1860s.
Although the Ema n Pr
as a great victor @ad

the Declaratibinof Thd ence’s noble goal that “all men are cre-

ated equal?-n th@)rthern states did not have consensus on this

when,theroclamation was announced. Lincoln faced opposition in
hig cabi¥f€t, in Congress, among many governors in states that had
wed the Confederacy, and, most notably, among the generals

ading the Union army.

ation is, in retrospect, regarded

ment of equality and the pursuit of

Presidential scholar and historian Doris Kearns Goodwin (2018)
notes that before Ulysses S. Grant secured the surrender of Robert
E. Lee at Appomattox Court House, the Union suffered a series
of disastrous military leaders, including George McClellan, who
regarded emancipation as an abomination and who warned that
Northern troops would desert in droves if slavery were abolished.
These soldiers, he claimed, fought for the Union, not for the

13
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enslaved. McClellan’s failure to pursue Southern armies more vig-
orously, Goodwin (2018) notes, nearly cost the Union the war. In
brief, Lincoln did not wait for buy-in from politicians and generals,
but followed the moral authority that he perceived as an unalterable

course. He acted on not what was popular but what was right and

just. In his address to Congress on the issue, he said: @

Fellow-citizens, we cannot escape history. . .. The fiery

trial through which we pass, will light us down in hon
or dishonor, to the latest generation. . .. In glvmger

to the slave, we assure freedom to the free—
alike in what we give and what we preser\@shall
nobly save, or meanly lose, the last bestéhope
(Goodwin, 2018, pp. 241-242)

Goodwin (2018) concludes, “It wa@g thQnguage of his

leadership that a moral purpose and prlnted upon the

24‘&\ ncoln exercised trans-

formational leadership at itg bes ship in pursuit of a moral

purpose, not political gai p\{q@ (Goodwin, 2018).

Moral Au @ucanon

In educatign, le ased on moral authority is the key to
sustam@&cauon sults and organizational health. The title

protracted misery of the Civil

and ad

igtrative authority of a leadership role pales in compari-
oral authority, which no title can bestow. Titles are des-
i%ftd moral authority is earned. This requires leaders who have
Aﬁ will and the courage to lead—to act, and then to persist in the
face of adversity and opposition. Whether the leader is a veteran
or new to the position, every few months bring new opportuni-
ties for beginnings. Every day people get to choose. Hopefully, they
will choose to focus on the ultimate moral purpose of schooling—
enhancing student learning. The most complex and challenging

multiyear objectives, such as building systemwide capacity for tech-

nology integration, planning and executing building projects, or



