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. | have often felt
overwhelmed as a leader and have found myself asking, “Where do | 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, | 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

Copyrighted Material, www.corwin.com. Not intended for distribution.
For promotional review or evaluation purposes only. Do not distribute, share, or upload to any large language model or data repository.



Copyrighted Material, www.corwin.com. Not intended for distribution.
For promotional review or evaluation purposes only. Do not distribute, share, or upload to any large language model or data repository.



CONSEQUENTIAL
LEADERSHIP

Copyrighted Material, www.corwin.com. Not intended for distribution.
For promotional review or evaluation purposes only. Do not distribute, share, or upload to any large language model or data repository.



Copyrighted Material, www.corwin.com. Not intended for distribution.
For promotional review or evaluation purposes only. Do not distribute, share, or upload to any large language model or data repository.



(/
/ ¥ COLLECTION
;;;;;
L/\i, 5 O
76 \)

CONSEQUENTIAL
LEADERSHIP

AN ILLUSTRATED GUIDE ON
LEADING FOR IMPACT

DOUGLAS FISHER
NANCY FREY
TONI FADDIS

CATHY LASSITER
JOHN HATTIE

LLUSTRATIONS BY TARYL HANSEN

C2RWiN

Copyrighted Material, www.corwin.com. Not intended for distribution.
iew or evaluation purposes only. Do not distribute, share, or upload to any large language model or data repository.



[ ]
C2RWiN
FOR INFORMATION:

Corwin

A SAGE Company

2455 Teller Road

Thousand Oaks, California 91320
(800) 233-9936

www.corwin.com

SAGE Publications Ltd.
10liver's Yard

55 City Road

London EC1Y 1SP
United Kingdom

SAGE Publications India Pvt. Ltd.
10th Floor, Emaar Capital Tower 2
MG Road, Sikanderpur

Sector 26, Gurugram

Haryana - 122002

India

Sage Publications Asia-Pacific Pte. Ltd.
18 Cross Street #10-10/11/12

China Square Central

Singapore 048423

Vice President and
Editorial Director: Monica Eckman

Senior Director and Publisher,
Content and Product: Lisa Luedeke

Executive Content Leader: Liz Gildea

Product Manager, Content
and Product:  Sarah Ross

Associate Content Development &
Operations Manager:  Zachary Vann

Senior Project Editor:  Andrew Olson
Copy Editor: Diane DiMura
Typesetter: C&M Digitals (P) Ltd.
Proofreader: Theresa Kay

Indexer: Integra

Cover and Graphic Designer:  Gail Buschman

Copyright © 2026 by Corwin Press, Inc.

Visible Learning® and Visible Learning+™ are registered
trademarks of Corwin Press, Inc. All rights reserved. Except
as permitted by U.S. copyright law, no part of this work
may be reproduced or distributed in any form or by any
means, or stored in a database or retrieval system, without
permission in writing from an authorized representative of
Corwin Press, Inc.

All rights reserved. Except as permitted by U.S. copyright law,
no part of this work may be reproduced or distributed in any
form or by any means, or stored in a database or retrieval
system, without permission in writing from the publisher.

When forms and sample documents appearing in this work
are intended for reproduction, they will be marked as such.
Reproduction of their use is authorized for educational use
by educators, local school sites, and/or noncommercial or
nonprofit entities that have purchased the book.

All third-party trademarks referenced or depicted herein
are included solely for the purpose of illustration and are
the property of their respective owners. Reference to these
trademarks in no way indicates any relationship with, or
endorsement by, the trademark owner.

No Al training. Without in any way limiting the author’s and
publisher’s exclusive rights under copyright, any use of this
publication to “train” generative artificial intelligence (Al)
or for other Al uses is expressly prohibited. The publisher
reserves all rights to license uses of this publication for
generative Al training or other Al uses.

Printed in the United States of America

ISBN 978-1-0719-9864-9

This book is printed on acid-free paper.

262728293010987654321

certify such third-party content.

DISCLAIMER: This book may direct you to access third-party content via web links, QR codes, or other
scannable technologies, which are provided for your reference by the author(s). Corwin makes no
guarantee that such third-party content will be available for your use and encourages you to review
the terms and conditions of such third-party content. Corwin takes no responsibility and assumes no
liability for your use of any third-party content, nor does Corwin approve, sponsor, endorse, verify, or

Copyrighted Material, www.corwin.com. Not intended for distribution.

For promotional review or evaluation purposes only. Do not distribute, share, or upload to any large language model or data repository.




GONTENTS

About the Authors ix

Introduction 1

Leadership Imperative #1: Courage, Empathy,
and Accountability 15

Leadership Imperative #2: Motivation, Purpose,
and the Collective 37

Leadership Imperative #3: Collect, Analyze,
and Action Evidence 63

Leadership Imperative #4: Promote, Nurture,
and Lead Teacher Expertise 91

Leadership Imperative #5: Nudge, Coach,

and Correct Performance 17
The Leader’s Journey 163
Glossary 173
Endnotes 181
Index 187

Visit the companion website at
resouung [y https://companion.corwin.com/courses/Consequential_Leadership
for downloadable resources.

CONTENTS vii

Copyrighted Material, www.corwin.com. Not intended for distribution.
For promotional review or evaluation purposes only. Do not distribute, share, or upload to any large language model or data repository.



Copyrighted Material, www.corwin.com. Not intended for distribution.
For promotional review or evaluation purposes only. Do not distribute, share, or upload to any large language model or data repository.



ABOUT THE
AUTHORS

Douglas Fisher is professor and chair of
educational leadership at San Diego State
University and a teacher leader at Health Sciences
High and Middle College. Previously, Doug was an
early intervention teacher and elementary school
educator. He is a credentialed English teacher and
administrator in California. In 2022, he was inducted
into the Reading Hall of Fame by the Literacy
Research Association. He has published numerous
articles on reading and literacy, differentiated
instruction, and curriculum design, as well as books
such as The Teacher Clarity Playbook 2/e, Your Introduction to PLC+, The lllustrated
Guide to Teacher Credibility, Instructional Strategies that Move Learning Forward:
30 Tools that Support Gradual Release of Responsibility, and Welcome to Teaching!

Nancy Frey is a professor in Educational
Leadership at San Diego State and a teacher
leader at Health Sciences High and Middle
College. She is a credentialed special educator,
reading specialist, and administrator in California.
She is a member of the International Literacy
Association’s Literacy Research Panel. Her
published titles include 50 Strategies for Activating
Your PLC+, The Illustrated Guide to Visible Learning,
Welcome to Teaching Multilingual Learners, Teaching
Foundational Skills to Adolescent Readers, and
RIGOR Unveiled: A Video-Enhanced Flipbook to Promote Teacher Expertise in
Relationship Building, Instruction, Goals, Organization, and Relevance.

ABOUT THE AUTHORS ix

Copyrighted Material, www.corwin.com. Not intended for distribution.
For promotional review or evaluation purposes only. Do not distribute, share, or upload to any large language model or data repository.



Toni Faddis is a Corwin author and full-time professional
learning consultant. Prior to joining Corwin as a

full-time consultant, Toni was a district leader, principal,
and teacher in diverse communities in Southern California.
Her background in bilingual education and as a Reading
Recovery teacher assist her with establishing relationships
with teachers, administrators, and learners. Toni also
mentors and coaches current and aspiring school leaders
in the Educational Leadership Department at San Diego
State University. Her published titles include The Ethical Line and Collaborating
Through Collective Efficacy Cycles.

ABOUT THE AUTHORS

Cathy Lassiter, Ed.D., is a consultant and author with
Corwin Learning with over forty years in public education.
Prior to this role, she served as a middle and high school
social studies teacher, award-winning middle school
principal and respected central office leader in a large
urban district in Virginia. Her published titles include
Everyday Courage for School Leaders, How Leadership Works,
Leader Credibility and How Teams Work, all published by
Corwin. Cathy’s consulting expertise includes all aspects of
school and central office leadership, school improvement,
curriculum, instruction, assessment and professional
development. She is a certified consultant in all facets of Visible Learning, Teacher
Clarity, and a number of other Corwin service lines. Cathy served as an adjunct
professor at The George Washington University, teaching graduate courses in
educational leadership.

John Hattie, Ph.D., is an award-winning education
researcher and best-selling author with nearly 30 years
of experience examining what works best in student
learning and achievement. His research, better known
as Visible Learning, is a culmination of nearly 30 years
synthesizing more than 1,700 meta-analyses comprising
more than 100,000 studies involving over 300 million
students around the world. He has presented and
keynoted in over 350 international conferences and has
received numerous recognitions for his contributions
to education. His notable publications include Visible
Learning, Visible Learning for Teachers, Visible Learning and the Science of How We
Learn, Visible Learning for Mathematics, Grades K-12, and, most recently, 10 Mindframes
for Visible Learning.

X CONSEQUENTIAL LEADERSHIP

Copyrighted Material, www.corwin.com. Not intended for distribution.
For promotional review or evaluation purposes only. Do not distribute, share, or upload to any large language model or data repository.



Taryl Hansen, NBCT, Ed.D is a visual practitioner

and the creator of Frame the Message Ink, LLC
(framethemessageink.com). She is an associate trainer for
Cognitive CoachingSM and holds a doctorate in Teacher
Leadership and Innovation from Arizona State University.
Taryl has been trained by Thinking Collaborative and
Grove Consultants International, leaders in the fields of
learning and cognition. As a live graphic recorder and
illustrator, Taryl works internationally to create vibrant
and engaging visuals that bring essential elements to

the forefront for learners, enhancing retention, driving engagement, and inspiring
learners to collaborate in more meaningful ways.

JOLVYLSNTII IHL LNOTVY

ABOUT THE AUTHORS X1

Copyrighted Material, www.corwin.com. Not intended for distribution.
For promotional review or evaluation purposes only. Do not distribute, share, or upload to any large language model or data repository.



YES!

IS THIS
SCHOOL BETTER
BECAUSE I
LEAD IT?

Xii CONSEQUENTIAL LEADERSHIP

Copyrighted Material, www.corwin.com. Not intended for distribution.
For promotional review or evaluation purposes only. Do not distribute, share, or upload to any large language model or data repository.



What kind of leaders do our schools need? We should

ask ourselves, “Is my school better because | lead it?”" 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.




Here is how we view consequential leadership:

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 o
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.

INTRODUCTION

Consequential leadership involves focusing
on improvements you want to the learning
lives of students and then deciding on
optimal programs and actions to enact

! o : :
across the school. So often, leaders identify
ry 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.

2 CONSEQUENTIAL LEADERSHIP
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