
Consequential Leadership is exactly the resource leaders like me need.  
It affirms bold, sometimes disruptive work that truly transforms schools 
for kids. With its visual clarity and practical insights, it validates our 
efforts and equips us to reflect, refine, and lead with greater impact and 
confidence.

—Alyse Zeffiro, Principal, Kerrydale Elementary,  
A Visible Learning Certified School

This text brings together a way of thinking about leadership with 
actionable practices, centered on influencing student outcomes. A 
reflective read for all leaders.

—Cecilia Wilken, Ed.D., Assistant Director,  
Professional Learning Educational Service Unit #3

Consequential Leadership is such an empowering book, especially if 
you are embarking on a new adventure in leadership. I have often felt 
overwhelmed as a leader and have found myself asking, “Where do I even 
begin?” This publication helps you identify areas that make an impact 
and provides ACTIONS. At times, as a leader, you can find yourself frozen 
because you are unsure of a process to help you sort out how to prioritize 
the wave of responsibilities this role requires of you. Reading this helped 
me to take the swirling responsibilities, categorize them, prioritize 
them, and create areas of focus and actions—setting up processes and 
structures that help synergize the work and support teams in building 
their collective efficacy to support students. Reading and reflecting 
helps you process and prioritize so you can go from a sense of feeling 
overwhelmed to a sense of hope and clarity.

—Allyson Burns, Principal, Sequoia Middle School, CA

As a K–8 principal, I found Consequential Leadership to be a powerful 
guide that captures the heart of leading with purpose, clarity, and impact. 
The practical insights are both relatable and actionable. This book 
inspires reflection while offering concrete strategies to drive meaningful 
change in schools. It is essential for daily leadership decisions.

—Susan Summers, Principal, K–8 International Baccalaureate School
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xii CONSEQUENTIAL LEADERSHIP
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What kind of leaders do our schools need? We should 
ask ourselves, “Is my school better because I lead it?” 1 It’s an 
important question and one that should give us all pause. 
As leaders, we should be able to demonstrate our impact on 
teachers, staff, and students. And that impact should make 
the school a better place to work, teach, and learn. If this is 
the case, we can answer the question with a resounding Yes! 
This school is better because of our leadership.

But what kinds of leadership ensure that the school is really 
better? There are so many professional books on leadership 
available. They often take an adjective and place it in front 
of the word leader or leadership: distributed leadership, 
instructional leader, transformational leadership, servant 
leaders, and so on. What they all have in common is the idea 
that the leader must have an impact on the environment 
and the people in that environment. Thus, we argue that an 
appropriate modifier for leadership is consequential. To have 
an impact, leaders must make decisions and take action that 
has positive consequences and mitigate against undesirable 
and unintended consequences. Our actions must lead to 
something better for our students. 

Introduction 1
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2 CONSEQUENTIAL LEADERSHIP

1 	 Consequential leadership requires that 
we regularly seek evidence that we may 
be wrong. This is not for the faint of heart. 
In doing so, we will likely find that we are 
often right. But, when we are humble 
enough to seek evidence that we are 
wrong, and then accept that 
evidence and act on it, we are 
likely to increase our impact. 
When we seek evidence 
that we may be wrong, we 
no longer have to engage in 
ineffective practices; we make changes that improve the 
quality of the educational experiences provided in our 
schools. Often we can then stop or de-implement those 
things we do that have little to no negative impact on 
those we lead; and this is a major consequence.

2 	 Consequential leadership involves focusing 
on improvements you want to the learning 
lives of students and then deciding on 
optimal programs and actions to enact 
across the school. So often, leaders identify 
a program and proclaim its value because it 
is evidence-based, it was used successfully 
in similar schools, it is mandated by 
the state, it is promoted by influential 
education networks, or it simply reflects 
prevailing trends in education reform.  
We love programs, but consequential 
leaders start with great diagnosis about 
what is working and what is not working 
about the learning of students, collect 
evidence about the current status, and then 
seek to build consensus across staff to make 
a major improvement to these student-
related initiatives.

Here is how we view consequential leadership:
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