
30   NUANCE: WHY SOME LEADERS SUCCEED AND OTHERS FAIL

I knew if Heritage were to be successful in short order, it would 
have to be a matter of joint determination between Michelle and the 
staff. The school did in fact become a fast success, and we published 
the story in a special issue of Educational Leadership on the theme 
“Leading the Energized School” (Fullan & Pinchot, 2018).

By the second year the school increased literacy and math scores 
as measured by the new state test in California. The district conducts 
an annual climate survey that is based on the criteria of an effective 
learning environment. At Heritage there were dramatic improve-
ments from 2016 to 2018. Figure 2.2 displays the results.

These “changes in culture” are stunning given that they occurred 
in barely more than two years. How did Pinchot and the staff have 
such an impact in such a short time period? The answer is that the 
principal engaged the staff in focused two-way interaction on many 
interrelated fronts. Here are a half a dozen examples of the leadership 
strategies that were employed:

Figure 2.2  Heritage Staff Responses, 2016–2018

2016 2017 2018

Students feel safe at school 71% 94% 94%

Site leadership fosters professional growth  
and feedback

30% 86% 100%

This school promotes trust and collegiality among staff 68% 88% 100%

This school has a safe environment for giving  
peer-to-peer feedback.

44% 93% 100%

Students ask questions when they don’t understand 33% 71% 86%

Leadership Strategies to . . .

•• Establish multiple permanent teams led by teachers.
•• Arrange for visiting collaborative teams to observe, collect 

information, and help solve problems for multiple wins.
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