Table of Contents
ABOUT THE AUTHOR
FOREWORD
INTRODUCTION: Professional Learning Community Leadership: Disciplined
Leaders Required

xi
xiii
1

The Paradoxes of Leadership

2

Training to Run the PLC Race

3

The Disciplined PLC Leader

5

The Five Disciplines of School Leadership

5

The Benefits of Leadership Discipline Training

8

CHAPTER 1: The Discipline of Vision and Values
Connecting Your Personal Vision and Values to Daily Decision Making

ca

Refining Your Personal Vision

tio

n

11

Ed
u

Connecting Your Personal Passion to the Vision of Professional Learning Communities
Creating Vision Ownership for Sustainability
Teaching the Vision

ow

Creating Vision Clarity

ro
w
nl

Creating Vision Alignment and Focus

13
15
17
19
21
22
24

Improving Vision Through Double-Loop Learning

28

Study Guide

32

rB

CHAPTER 2: The Discipline of Accountability and Celebration

35
39

Monitoring the “Right Things”

40

ke

The Courage to Do More Than Monitor

aw

Getting to “Loose-Tight” Leadership

41
43

Knowing What Is and Is Not a “Choice”

44

Defining Autonomy and Defending Boundaries

46

Turning Vision Into Action

50

Rejecting Victim Speak

53

Understanding Tiers of Accountability

55

Leading a Well-Designed System for Monitoring Continuous Improvement

59

Implementing the Continuous Improvement Model

62

©

H

Rejecting the Laissez-Faire Stance

SOT1861 • 9781742391861 • © 2011 Hawker Brownow Education

ix

x

THE FIVE DISCIPLINES OF PLC LEADERS

Spending the Human Capital of Encouragement

71

The Tall Poppy Syndrome

73

Study Guide

76

CHAPTER 3: The Discipline of Service and Sharing

79

Growing Emotional Intelligence

82

Cultivating an N-S-E-W Sphere of Influence

85

Pursuing Level 5 Leadership

88

Showing Humility

90

Building an Expanded Leadership Base

91

Creating a Relational Culture

94
117

Study Guide

CHAPTER 4: The Discipline of Reflection and Balance

119
121

Using Technology Strategically

124

Avoiding Excuses

127

Becoming Engaged and Reflective

Pursuing Internal Balance
Study Guide

ow

Creating Balance

Ed
u

Pursuing Optimal Learning Experiences

tio

Providing Motivation 3.0

ca

Paying Attention to Students and Adults

n

Refusing to Multitask

ro
w
nl

CHAPTER 5: The Discipline of Inspiration and Influence

134
137
142
147
150
154
157

The PLC Leader’s Legacy

159

Legacy Practice 1: Responding to Failure

163
168

Legacy Practice 3: Choosing the Path of Enduring Inspiration

173

ke

rB

Legacy Practice 2: Preventing Deep Regret

aw

PLC Leadership Inspiration Matters

179
180

Study Guide

182

H

PLC Leaders Are Remembered for What They Do for Others

EPILOGUE: The Professional Learning Community as a School Movement
REFERENCES AND RESOURCES
INDEX

©

130

185
189
195

© 2011 Hawker Brownow Education • 9781742391861 • SOT1861

CHAPTER 1

Th e Discipline of

Vision and Values
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Every serious student of the
subject asserts that leaders must
have the capacity to envision an
uplifting and ennobling image of
the future and to enlist others in
a common purpose. That’s the
good news. Here’s the bad news.
Today’s leaders stink at it.

ro
w
nl

—James Kouzes and Barry Posner
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The concept of vision often feels vague and out of reach. Yet vision is and will
be one of the most potent change weapons in your leadership life. Vision, when
led extremely well, becomes the driver of change for your district, school, or program area. There are dozens of definitions of vision. My only caution is to be clear
about the difference between mission and vision. Simply defined, mission is why
your job and the school organization exist—your fundamental purpose. You can
usually state the mission in one short sentence. For example, I subscribe to the
PLC mission that is summed up in the simple mantra “Success for every student.”
Your mission—your reason for why the school or district exists—cannot be more
complicated than for all adults to educate as a PLC in order to ensure the social,
emotional, and academic success of every child.
On the other hand, vision moves the school organization beyond the question
of why we exist to the question of what we should become. What are the most
SOT1861 • 9781742391861 • © 2011 Hawker Brownow Education
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essential aspirations and pursuits that will guide current action, future direction,
and your responsibility for improved results? Vision answers the question, are we
really doing work that matters? Vision provides the focus and coherence necessary
to avoid the natural drift toward mediocrity and stagnation. Vision describes how
good we can become, and paints a picture of what it will look like when we get there.
For a leader, being able to rely on and teach about a rock-solid vision is essential.
Indeed, it is the foundation of all other aspects of PLC leadership. With more than
1,300 leadership books on vision development alone, the case for the lifelong pursuit
of improving your skill in this discipline is clear. Without a deep understanding of
your personal vision and values, as well as the shared vision and values of the school
organization, your leadership decision making will appear random, disjointed, and
often disconnected. Those following you—those within your sphere of influence—
will be left to wonder exactly where the school “ship” is headed.
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Every school leader is capable of effectively developing a vision and teaching it
well to others. You just have to train in the discipline. Let’s review the definition
of the discipline of vision and values:
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The leadership work of developing and delivering a
compelling picture of the school’s future that produces
energy, passion, and action in yourself and others
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Effective PLC leaders are well trained in painting a compelling picture of a
better future, enlisting others in its development, and using the vision to bring
sustained coherence, clarity, energy, and focus to future adult commitments and
actions for school or district programs. They embrace the word imagine to describe
exciting possibilities of what could be:
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• Imagine a school where every student has access to and equal opportunity for success in each grade level and each course within the
curriculum.
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• Imagine a school where every student has access to relevant, engaging,
and meaningful learning experiences every day.
• Imagine a school where technology strategies are integrated into the
student learning experience and used as a tool for engagement and
motivation every day.
• Imagine a school where every faculty and staff member works interdependently and positively in a collaborative community to erase
inequities in student learning.
© 2011 Hawker Brownow Education • 9781742391861 • SOT1861
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• Imagine a school where every administrator, faculty member, and
staff member is fully engaged in and enjoys his or her work.
• Imagine a school where every teacher uses formative and summative
assessments that inform, enhance, and motivate student learning and
improve instruction.
What is in your imagine list?
Your training in this discipline helps you to understand that a vision cannot
be true or false but ultimately is evaluated against other possible directions for
the school or district. A vision leader asks, Does our vision paint a picture that
is better or worse than current practice? More or less appropriate? More or less
compelling? More or less energizing? More or less ambitious?
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A PLC leader must also be able to identify and articulate essential PLC values.
You should be clear about the difference between values and goals. If mission
addresses why we exist, and vision paints the picture of what we aspire to become
someday, then values represent the commitments to action necessary to ensure the
vision is realized. Goals represent the measurable student outcomes or results
that will reveal whether the adult commitments to action and effort have actually
helped move the organization or school program closer to the vision. Goals are
the outputs of our work. Your adult work life is aimless unless it actually results in
children who are both smart (able to demonstrate successful learning of essential
knowledge and skills) and good (able to demonstrate good citizenship and positive moral character).
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In a professional learning community, then, goals are distinct from values or
commitments to action. And yet, mission, vision, values, and goals are woven
tightly together. The PLC leader understands the vision will not be realized without adult commitment to the behaviors and actions that support it as well as evidence that the actions will lead to measurable improvement in student learning
and development. In the best PLC cultures, vision and values ultimately become
the driving force behind the decision-making process that takes place every day
in a particular area of school leadership.

Connecting Your Personal Vision and Values
to Daily Decision Making
During my first year at Stevenson, as director of the Mathematics and Science
Division (essentially a department chairmanship with assistant principal duties),
I often struggled to make decisions that were best for my division and for the
SOT1861 • 9781742391861 • © 2011 Hawker Brownow Education
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Through the leadership discipline of accountability and celebration, it is possible
to create a culture in which all adults engage in the difficult work of turning the
school’s vision into implemented action. And to master this discipline requires
deep management and leadership skills in harmony with one another. Th is discipline requires effective monitoring of action—management. It also requires
brokering of action, change, and shifts to meet the vision—leadership. You must
manage and lead others toward the vision.
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How do you gain confidence that you can manage and lead the transfer of
vision into practice? To paraphrase John Kotter (1999), strong school leadership with no management risks chaos. Strong management without leadership
entrenches the school or district into a deadly bureaucracy with little engagement
and almost no accountability for implementation. Do we really have to collaborate and do any of this vision stuff ? is the silent, or sometimes not too silent, question asked by many of the adults in our sphere of leadership influence.
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Although good management skills are necessary to support vision implementation and action, they are not sufficient. Through good management you can
create a great vision for your area of school leadership and support structures for
that vision. Yet it takes leadership skill to transition those you lead into actual
implementation of and action on the vision. Leadership creates the relationships
and designs the strategies of accountability and celebration necessary to make
the vision come alive.
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Your ability to turn vision into action is built upon the foundation and trained
practice in the discipline of accountability and celebration. Let’s review the definition of this discipline:
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The leadership work of delivering specific improvement in
student achievement results and monitoring stakeholder
actions that lead to those results, with consequences
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These two elements of this discipline of school leadership, accountability and
celebration, are tightly interwoven. Both are necessary to drive every continuous improvement effort you will lead. Accountability without celebration—of
improved results and the adult actions that led to those results—leads to diminished hope, uncertainty, disengagement, and a general lack of awareness that
action and implementation of the vision actually make a difference. Celebration
without accountability leads to superficial festivity that is emotionally empty at
best and promotes a random or false sense of progress at worst.
© 2011 Hawker Brownow Education • 9781742391861 • SOT1861
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Thus, this leadership discipline presents these practices as an intricately matched,
interdependent pair. Together they define the fundamental leadership practices
that turn vision into action, implementation, and reality.
Accountability and celebration are the leadership glue for sustainable continuous improvement and growth toward the vision, and yet they are extremely difficult to do well. Lack of clear definition and purpose has rendered accountability
and celebration as often misunderstood and negative terms. Even if we understand them as essential leadership practices, we often fail to implement them
well. Thinking about the attributes of the terms accountability and celebration
provides insight into how individuals may respond to them. The matrix in table
2.1 provides examples of the attributes of each term. (Visit go.solution-tree.com
/plcbooks to download a reproducible version of this matrix on which you can
list your own attributes of each term.)

Failure

Energizing

Pressure

Encouraging

Negative

Joy

Stress

Progress

Blame

Hope

Unfair expectations

Hard to do well
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Positive

Ed
u

Punishing
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Celebration

Something I do for others
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Something done to me
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Accountability
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Table 2.1 Accountability-Celebration Matrix
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Under Accountability (table 2.1), leaders often list words like punishing, failure,
negative efforts, stress, pressure, blame, unfair standards, unfair expectations, quality
assurance, district or state reports, and mandates. Often referenced as the hand of
leadership, accountability represents a limited (although essential) lens on your
role as a leader (Sergiovanni, 2005). The very word places most school leaders
on the defensive. To many, accountability seems like something done to you
by someone else. One definition rendered by the Education Commission of the
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