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INTRODUCTION

Unlike other school improvement efforts which
might be reviewed once at the end of the year
 - or at the end of a 5-year plan - the 100-day
leadership process is a continuous process. 

The 100-day leader should monitor progress 
and make mid-course corrections at least 
every 100 days.

The continuous process follows six (6) steps. 



SIX STEPS 

  IDENTIFY YOUR
VALUES

TAKE AN 
INITIATIVE

INVENTORY

MAKE A 
NOT-TO-DO

LIST

IDENTIFY 
100-DAY

CHALLENGES 

MONITOR 
HIGH-LEVERAGE 

PRACTICES

SPECIFY 
RESULTS



Step 1: identify your
values

As mentioned in the previous chapter, it is imperative that the leader lead with a moral imperative.

There should be no compromising when it comes to issues of safety and values. If there is not a safe
environment for students and staff, then learning is nearly impossible. 

The first step in creating change must be for leaders to identify their core values.

For example, consider what a leader might do if one of his core values is Reason. The leader believes 
that teaching and learning is based on evidence, not popular beliefs.  

Now, imagine a principal (leader) having a first-year teacher who said she wouldn’t teach phonics because 
she had a professor who didn’t believe in it.  

The principal would respond with integrity by letting the teacher know - that because he values 
Reason (evidence-based practice) - the school will follow an agreed-upon body of knowledge about 
reading instruction -- not personal philosophies, to ensure that all students have a strong foundation in reading.

By having a clear and simple set of values, the leader is able to identify and call out behaviors that clash with
those values.



Step 2: Take an initiative
inventory

Now that leaders have a clear idea of the right things to do because they have clarified their values,
they often get stuck because they are not willing to look honestly at all of the initiatives being
implemented at their schools and weed out those not to do.

It is a challenge to truly focus on a few key initiatives at school. This is especially true at schools with high 
numbers of students living in poverty, English language learners and special education
students. Because of their great needs, these schools often find they are piling initiative on top of
initiative. To avoid initiative fatigue, schools must learn to focus.

What’s the solution? A simple three-step process:
1. Take an initiative inventory: honestly count how many initiatives your school is involved with
right now.

2. Create implementation rubrics for each initiative: Although schools may have seven different
literacy programs that are intended for the same time block, there is no way these can all be
implemented equally well.  

To determine which initiatives are not being fully implemented - a leader can use a simple four-point 
implementation rubric. 



Step 2 (CONT'D): take an
initiative inventory

Four-Point Implementation Rubric

Level 1: We have the materials, but we have not yet begun implementation.  

Level 2: We have trained the staff, but there is minimal implementation by
only a few early adopters. 

Level 3: We have achieved full implementation by more than 90 percent of
the staff. 

Level  4: We have achieved full implementation and have clear evidence of
the effect on student results.  



Step 2 (CONT'D): take an
initiative inventory

3. Apply the rubrics in every school and in every class to determine the actual implementation
levels of each of your initiatives. You will need to conduct interviews, surveys, observations and
focus groups. 

Reminder:  Be careful. Even when you find initiatives that are not at level 4 and clearly should be cut, 
there will always be some champion for it no matter how expensive it is. To determine which initiatives to 
cut will require great courage on the part of the 100-day leader.

Note: Research shows that it is only at level 4 that there is a significant impact on student results. In
other words, any initiative that scores below a level 4 isn’t worth continuing.



Step 3: Make a not-to-do
list

While every leader has a to-do list - how many actually have a not-to-do list?   

When first pressed, many leaders will feel that everything is important and they can’t take anything off
their lists. 

However, upon closer inspection, all leaders have items to be cut, it’s just that they might not be aware of
them.

For example, all leaders can find ways to cut down on their processing of emails (and texts and phone
calls) by delegating. Leaders can decrease their meeting time by eliminating those items that could be
shared in an email. Leaders could also get rid of instructional practices (like homework and worksheets)
that research has shown are ineffective.



Step 4: IDENTIFY 100-DAY
CHALLENGES

Once leaders have a solid moral foundation and have cleared out unnecessary or ineffective initiatives,
then they are ready to outline some short-term goals.

When teachers see that there can be improvements in student performance, engagement, attendance,
and behavior with short-term goals, they will be motivated to continue pushing toward longer-term
goals. 

When 100-day leaders choose to focus on a few 100-day challenges, this will bring a great
deal of focus to everything they do. When they walk through the halls and observe classes, they will
know exactly where to focus their attention and efforts.



Step 5: monitor high-
leverage practices

In order to achieve these short-term (100-day goals) the leader must look for high-leverage
strategies. 

While many strategies have at least some impact, the key is to choose those strategies that research 
has shown to have a significant impact. 

By choosing the strategies that have a significant impact, leaders will find it is easier to shut down those
initiatives that may be popular, but which just aren’t leading to results.



Step 6: specify results

Educational leaders are used to looking to standardized test scores as a way to measure the results of
initiatives. 

However, there are a number of serious problems with looking to test results that measure
students’ achievement against a standard or compared with other students. 

Instead, the authors propose using interim assessments to determine success toward 100-day goals.

These assessments allow the leader to examine the same students with the same teacher and the same
curriculum during the same year and will more accurately reflect student growth. 

Furthermore, 100-day leaders must go beyond interim assessment results to also examine attendance,
behavior, teaching practices, and leading practices. 

True results will come from a holistic understanding of all of these elements.



SUMMARY

In this chapter, we introduced the six steps of 100-day
leadership.

Identify your values
Take an initiative inventory
Make a not-to-do list
Identify 100-day challenges
Monitor high-leverage practices
Specify results 

It is essential to note that these six steps are not an event
but a continuous process that will help leaders and the
schools they serve gain focus, reduce distractions, and most
importantly, improve teaching and learning throughout the
system. 


