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Foreword

Why | Created Expect More Leadership

Over the course of my career, | have had the privilege of serving students, educators, leaders,
and communities in a variety of roles. | have worked in classrooms, campuses, district offices,
and boardrooms. | have experienced success, failure, challenges, victories, and lessons that
could only be learned through the work itself.

Throughout those experiences, one belief continued to emerge.
People are capable of more than they often believe.
Organizations are capable of more than they often demonstrate.
Communities are capable of more than they often expect.

The challenge is that many people never experience leadership that helps them readlize that
potential.

Too often, organizations become trapped by limitations.
Past failures become future expectations.

Challenges become excuses.

Mediocrity becomes accepted.

Over time, people stop pursuing what is possible and begin settling for what is familiar.
| have seen this happen in schools.

| have seen it happen in organizations.

| have seen it happen in communities.

| have even seen it happen in individuals.

That reality led me to asimple conviction:

Expect more.

Not because expecting more is easy.



Not because expecting more guarantees success.
But because meaningful improvement rarely occurs without higher expectations.

Expect More Leadership was created to help leaders, organizations, and communities see what
ispossible, believe they can achieve it, and build the systems necessary to make it real.

Thisis not a philosophy built in a classroom.
It is a philosophy built through experience.

It was shaped through years of leadership, organizational improvement, strategic planning,
governance work, instructional leadership, and turnaround efforts.

It was refined through successes.

It was strengthened through failures.

It was tested through adversity.

Most importantly, it was validated through results.

At its core, Expect More Leadership is based on a simple framework:
Raise the Standard.

Align the System.

Develop the People.

Deliver the Resullts.

These four actions form the pathway for sustainable improvement.

Whether leading a school district, a business, a nonprofit organization, a church, or a team, the
principles remain remarkably consistent.

Transformation begins when leaders rai se expectations.
Progress accel erates when systems become aligned.
Improvement becomes sustainable when people are devel oped.
Meaningful impact occurs when results are delivered.

The purpose of this Playbook is not simply to share a story.
The purpose is to provide a blueprint.

A blueprint for leaders who want to improve organizations.

A blueprint for leaders who want to strengthen culture.

A blueprint for leaders who want to develop people.

A blueprint for leaders who believe more is possible.



The lessons that follow were learned through real work, real challenges, real decisions, and real
outcomes.

Some | essons came from success.
Some came from mistakes.
All of them contributed to the development of the framework you are about to explore.

My hope is that this Playbook helps you lead more effectively, think more strategically, and
create greater impact in the organizations and communities you serve.

Most importantly, | hope it challenges you to do one thing:

Expect more.

Because the future is rarely changed by people who accept things as they are.
The future is changed by people willing to pursue what could be.

Welcome to the Expect More Leadership Playbook.

— Herbert O'Neil Founder, Expect More Leadership

ABOUT EXPECT MORE LEADERSHIP
VISION
Expect more.

To ingpire leaders and organizations to expect more, achieve more, and become more than they
believed was possible.

MISSION
Elevate and transform.

To elevate leaders, transform systems, and help organizations deliver meaningful, measurable
results through clear strategy, disciplined execution, and a higher standard of |eadership.

PROMISE

Raise. Align. Develop. Deliver.

We help leaders raise the standard, align the work, develop the people, and deliver the results.
FRAMEWORK

The Pathway.

Raise the Standard.

Align the System.

Develop the People.



Deliver the Resullts.

PURPOSE

Make It Real.

To help people and organizations see what is possible, believe they can reach it, and build the
systemsto make it real.

The Expect More Turnaround Blueprint

Chapter 1: Transformation Begins Before Results

When | arrived in Hempstead ISD in May 2022, | inherited a district that had experienced years
of challenges. Student performance was low. Organizational culture was struggling. Morale was
inconsistent. Trust had been strained. Facilities needed attention. Academic outcomes were not
where they needed to be. Most concerning, there was a growing sense of resignation that things
simply were what they were.

Y et that is not what | remember most.

What | remember most is that the people had not given up.
The board wanted improvement.

The community wanted improvement.

The staff wanted improvement.

The students deserved improvement.

What was missing was not desire.

What was missing was direction.

One of the first lessons | have learned about transformation is that struggling organizations are
often filled with good people. The problem is not always effort. The problem is alignment.
People can work incredibly hard and still fail to move an organization forward if everyone is
pulling in different directions.

| quickly realized Hempstead did not need another initiative.
It needed a shared vision.

It needed belief.

It needed leadership.

Most importantly, it needed a higher standard.

Listen Before You Lead

Many leaders arrive and immediately begin making changes.



| have learned that before you can effectively lead people, you must first understand them.
Before making major decisions, | spent time listening.

| listened to teachers.

| listened to principals.

| listened to support staff.

| listened to board members.

| listened to parents.

| listened to business |eaders.

| listened to community members.

Every conversation helped me better understand both the challenges and the opportunities that
existed within the district.

What struck me was how similar many of the conversations were.

Regardless of position, people kept communicating the same message:

"We want to be better."

That statement became incredibly important to me.

People were not asking for excuses.

People were not asking for someone to tell them why success was impossible.
People wanted improvement.

They wanted progress.

They wanted hope.

What they lacked was a roadmap.

One of the greatest mistakes leaders make is assuming people resist change.
In my experience, most people do not resist change.

They resist confusion.

They resist uncertainty.

They resist constant movement without direction.

People will embrace difficult work when they understand where they are going and why the
journey matters.

Confronting Reality

As| walked classrooms, | saw things that concerned me.



In many classrooms, instruction lacked urgency.

Student engagement was inconsi stent.

Teachers often remained seated behind their desks.

Students frequently had their heads down.

There were pockets of excellence, but they were not yet the standard.
Wheat troubled me most was not what | saw.

It was what appeared to have become acceptable.

Organizations rarely rise above the standards they are willing to tolerate.
If low expectations become normal, low performance becomes predictable.
The issue was not intelligence.

The issue was not poverty.

The issue was not ability.

The issue was expectation.

Somewhere aong the way, too many people had begun believing that certain outcomes were
simply beyond reach.

| disagreed.

| believed our students were capable of more.

| believed our staff were capable of more.

| believed our community deserved more.

And | believed leadership's responsibility was to create the conditions where more became
possible.

The Gut Punch

Then the accountability ratings arrived.

The district received a 58.

AnF.

At the time, this placed Hempstead among the lowest-performing districtsin Texas.
Every campus was failing.

| will never forget that moment.

| was crushed.

Not because of what it said about me.



Not because of what it said about the district.

But because of what it represented for children.

Datais never personal.

But it is always important.

The accountability rating confirmed what many people already felt.
The system was not producing acceptable outcomes.

It would have been easy to become defensive.

It would have been easy to blame circumstances.

It would have been easy to point to poverty, staffing challenges, funding issues, or historical
problems.

But excuses never improve outcomes.

Reality must be acknowledged before transformation can begin.
That rating became a defining moment.

Not because it represented failure.

Because it forced clarity.

The district could either accept the result or commit to changing it.

We chose to changeit.

Raise the Standard

Every turnaround begins with a decision.

Not a program.

Not a consultant.

Not a strategic plan.

A decision.

The decision that the current reality is no longer acceptable.
The decision that students deserve better.

The decision that adults will lead differently.

The decision that excuses will no longer define the future.
For me, raising the standard meant changing conversations.

Instead of talking about limitations, we began talking about possibilities.



Instead of discussing why things could not happen, we focused on what would be required to
make them happen.

Instead of accepting mediocrity, we challenged ourselves to pursue excellence.
This shift did not happen overnight.

Cultural change never does.

People had spent years hearing what was wrong.

They needed someone to help them see what was possible.

L eadership is often the transfer of belief.

Before people will believe in the vision, they must first see that their leader believesin it.
That became my responsibility.

To consistently communicate that more was possible.

Not because it was easy.

Not because it was guaranteed.

But because it was necessary.

Creating Higher Heights

One mentor challenged me with a simple but powerful observation.

People did not know what they were working toward.

There was no shared destination.

No organizational roadmap.

No common language for success.

That observation changed everything.

If people are expected to move forward together, they must first agree on where they are going.
That realization led to the creation of our five-year strategic plan.

Wecdlled it:

Learning and Leading to Higher Heights.

The process brought together staff, community members, business leaders, and stakeholders.
Thiswas not leadership imposing avision.

This was leadership facilitating the creation of one.

The strategic plan became more than a document.



It became a commitment.

A declaration.

A promise to the community that improvement would no longer happen by accident.
Every major decision would be aligned to the roadmap.

Every initiative would support the vision.

Every leader would understand the destination.

Alignment replaced fragmentation.

Focus replaced confusion.

Momentum began replacing apathy.

For the first time, people could see where the organization was headed.

And when people can see the future, they are far more willing to work toward it.

The First Lesson of Turnaround Leadership

Transformation begins before results.

Long before scores improve.

Long before ratings improve.

Long before facilities improve.

Long before headlines change.

Transformation begins when people begin to believe adifferent future is possible.
Every significant improvement we would later experience was built upon that foundation.
A higher standard.

A shared vision.

A commitment to alignment.

And the belief that the future did not have to look like the past.

That is where the turnaround truly began.

Chapter 2: Align the System
Hope Is Not a Strategy

One of the greatest mistakes leaders make during a turnaround is assuming that motivation alone
will create improvement.

It won't.



People can be inspired and still fail.

They can be encouraged and still struggle.

They can believe in the vision and still produce disappointing results.

Why?

Because organizations do not improve simply because people want them to improve.
Organizations improve when systems improve.

After establishing a higher standard and creating a shared vision through Learning and Leading
to Higher Heights, the next challenge became obvious.

The system itself was not aligned.

People were working hard, but everyone was not working toward the same goals in the same
way.

Teachers were often teaching different things.

Instruction varied significantly from classroom to classroom.

Expectations varied from campus to campus.

L eadership practices varied from leader to leader.

The organization was relying too heavily on individual effort and not enough on organizational
systems.

| have learned that when success depends on heroes, improvement is temporary.
When success depends on systems, improvement becomes sustainable.
The goal was not to create afew great classrooms.

The goal was to create a great system.

The Power of Alignment

Most organizations underestimate the power of alignment.
Alignment occurs when people understand:

What we are trying to accomplish.

Why it matters.

How we will get there.

What success looks like.

How progress will be measured.

Without alignment, even talented people pull in different directions.



With alignment, ordinary efforts become extraordinary results.

The strategic plan provided the destination.

Now we needed systems that would move us toward that destination.
Every decision became connected to one question:

Does this move us closer to Higher Heights?

If the answer was yes, we moved forward.

If the answer was no, we reconsidered.

This simple discipline eliminated many distractions.

Organizations often fail not because they do too little.

They fail because they try to do too much.

Alignment requires focus.

Instruction Had to Improve

The data made one thing clear.

Student outcomes would not improve unless instruction improved.
Everything else mattered.

Culture mattered.

Facilities mattered.

Communi cation mattered.

But the most important work happening in any school district still occurs between ateacher and
a student.

If we wanted dramatically different outcomes, we needed dramatically stronger instruction.
That required difficult conversations.

It required honesty.

It required courage.

Some classrooms were producing excellent results.

Others were not.

Some teachers had embraced high expectations.

Others had become comfortable with lower standards.

The goal was never to criticize people.



The goal was to support improvement.

We made a commitment to strengthening instruction across the district.
That meant ensuring teachers were teaching the right content.

It meant increasing instructional support.

It meant coaching rather than simply evaluating.

It meant spending time where the work actually happens: in classrooms.
One of the most important leadership lessons | have learned is this:

Y ou cannot improve instruction from the central office.

Y ou improve instruction by improving what happens between teachers and students every day.
That requires presence.

That requires feedback.

That requires support.

That requires accountability.

Building Professional Learning Communities

One of the most impactful decisions we made was strengthening Professional Learning
Communities.

PL Cs are often misunderstood.

Many organizations believe a PLC is ssmply a meeting.
Itisnot.

A true PLC is acommitment to collective responsibility.
Teachers work together to answer critical questions:
What should students learn?

How will we know they learned it?

What will we do when they struggle?

What will we do when they already know it?

Those questions sound simple.

But when consistently answered across an organization, they transform outcomes.
PL Cs created consistency.

They created collaboration.



They created accountability.

Most importantly, they shifted conversations away from opinions and toward evidence.
Instead of asking, "How do | think my students are doing?"

We began asking:

"What does the datatell us?'

That shift changed everything.

Hiring for the Vision
No turnaround succeeds without the right people.

One of the most important responsibilities of leadership is ensuring that the organization has
people capable of carrying out the mission.

We worked to recruit leaders who understood instruction.
Leaders who believed in students.

L eaders who embraced accountability.

L eaders who were willing to do the difficult work necessary to improve outcomes.
Thiswas not about finding perfect people.

It was about finding aligned people.

People who believed in the mission.

People who believed in the vision.

People who believed more was possible.

The wrong people create friction.

The right people create momentum.

Every hire either accelerates the mission or slows it down.

Turnaround leaders must understand that staffing decisions are strategic decisions.

The Board Matters More Than People Realize

Many turnaround stories focus exclusively on schools.

They ignore governance.

That isamistake.

Sustainable improvement requires alignment between the board and administration.

One of therealities | encountered was that people cared deeply about the district.



But like many organizations experiencing challenges, there were moments when people were
not always moving together.

Part of leadership involved creating clarity.

Building trust.

Improving communication.

Helping people focus on what mattered most.

Student outcomes.

| have learned that alignment at the top creates stability throughout the organization.
Confusion at the top eventually becomes confusion throughout the system.

When leadership becomes aligned, organizations accel erate.

Facilities Are Instructional Resources

Many people separate facilities from academics.

| do not.

Students deserve environments that communicate value.
Teachers deserve spaces that support learning.

Communities deserve facilities that reflect their aspirations.
Aswe worked on academics, we also began examining our facility needs.
The needs were significant.

Rather than ignoring them, we engaged the community.

We listened.

We educated.

We communi cated.

We built trust.

Eventually, that work resulted in a successful bond el ection.
Proposition A passed with 73 percent support.

Proposition B passed with 68 percent support.

Those numbers represented more than construction projects.
They represented confidence.

The community was beginning to believe in the direction of the district.



Trust was being rebuilt.

Momentum was growing.

Alignment Creates Momentum

One of the most powerful moments in any turnaround occurs when people begin seeing
evidence that the work is producing results.

The organization starts moving differently.

Conversations change.

Belief grows.

Confidence increases.

Momentum builds.

That iswhat alignment produces.

Not perfection.

Not instant success.

Momentum.

And momentum is one of the most valuable assets aleader can creste.

When people begin seeing progress, they become more willing to embrace change.
When they see results, they begin believing even greater results are possible.

That momentum would become the foundation for the next phase of the turnaround.
Developing people.

Because systems matter.

But ultimately, people drive every result an organization produces.

Chapter 3: Develop the People
Y ou Cannot Hate People Into Improvement

One of the greatest misconceptions about accountability is that improvement comes from
pressure alone.

It doesn't.
Pressure can create compliance.
Pressure can create temporary movement.

Pressure can create short-term gains.



But lasting transformation requires something deeper.

It requires belief.

When | arrived in Hempstead ISD, | knew we had serious challenges.
The data made that clear.

The classrooms made that clear.

The accountability ratings made that clear.

But | also recognized something else.

Many people were carrying the weight of years of disappointment.
Some had experienced initiative after initiative.

Some had heard promises before.

Some had been criticized repeatedly.

Some had begun doubting whether improvement was even possible.

| understood that before | could ask people to perform differently, | needed them to believe
differently.

Many leaders begin by identifying weaknesses.

| wanted to begin by identifying value.

People need accountability.

But people also need affirmation.

They need to know they matter.

They need to know someone sees their potential.

They need to know their work has purpose.

One of my earliest priorities was helping people feel valued again.
Not because the work was finished.

Not because performance was where it needed to be.

But because people perform differently when they know they matter.

Culture Is Not a Poster
Organizations often talk about culture asif it is something that hangs on awall.
Itisn't.

Culture iswhat people experience every day.



Cultureis what |eaders tolerate.

Cultureis what |eaders celebrate.

Cultureis what |eaders correct.

Culture iswhat people believe happens when nobody is watching.
When | arrived, there were many good people working hard.

But there was also alevel of apathy that had become normal.
People had become accustomed to hearing what could not be done.
Over time, limitations had become part of the culture.

Excuses had become part of the culture.

L ow expectations had become part of the culture.

The challenge was not simply changing behaviors.

The challenge was changing beliefs.

People needed to begin seeing themselves differently.

They needed to begin seeing students differently.

They needed to begin seeing the future differently.

Culture changes when belief changes.

And belief changes when leaders consistently communicate possibility while simultaneously
demanding accountability.

The Power of Encouragement

One of the most underrated |eadership tools is encouragement.
Not empty praise.

Not false positivity.

Real encouragement.

Encouragement communicates:

"l seeyou."

"I believein you."

"I know thisisdifficult."

"I know you can do it."

Peopl e often assume strong |eadership requires constant criticism.



| disagree.

People generally know when they are struggling.

What they often need is someone willing to help them see what they can become.
Throughout the turnaround, we challenged people.

We raised expectations.

We demanded improvement.

But we also celebrated progress.

Every gain mattered.

Every success mattered.

Every step forward mattered.

Because momentum grows when peopl e see evidence that their efforts are producing results.

Developing Leaders at Every Level

Onelesson | have learned repeatedly isthis:

Organizations rarely outperform their leadership.

If leaders improve, organizations improve.

If leaders stagnate, organizations stagnate.

That iswhy |leadership development became such an important priority.
Principal s matter.

Assistant principal s matter.

Teacher leaders matter.

Department |eaders matter.

Counselors matter.

Coaches matter.

Leadership isnot limited to titles.

L eadership exists throughout the organization.

We worked to devel op leaders who could communicate vision.
L eaders who could coach others.

L eaders who could solve problems.

L eaders who could maintain high expectations.



Leaders who could inspire confidence during difficult moments.
Turnarounds become sustainable when leadership capacity exists throughout the system.
The goal was never for improvement to depend on one person.

The goal was to build an organization capable of improving itself.

Developing Teachers

Teachers remain the most important school-based factor influencing student success.
No strategic plan can replace great teaching.

No initiative can replace great teaching.

No program can replace great teaching.

If we wanted different outcomes, we needed stronger instruction.

But stronger instruction does not come from criticism.

It comes from support.

It comes from coaching.

It comes from professional learning.

It comes from clear expectations.

It comes from leaders spending time in classrooms.

Teachers deserve feedback.

Teachers deserve resources.

Teachers deserve support.

Most importantly, teachers deserve leaders willing to invest in their growth.

One of our goals was creating an environment where teachers continuously improved their craft.
Not because they were forced to.

Because excellence became the expectation.

Developing Trust

Trust is one of the most valuable forms of capital any leader possesses.
Without trust, every decision becomes difficult.

Without trust, communication becomes harder.

Without trust, change becomes slower.

Trust is not built through speeches.



Trust is built through consistency.

People watch what |eaders do far more closely than they listen to what leaders say.
Over time, people began seeing consistency.

Promises were followed by action.

Goals were followed by plans.

Plans were followed by execution.

Execution was followed by results.

Trust grows when people repeatedly see leadership do what leadership saysit will do.

That consistency became critical as we continued moving forward.

Celebrate the Wins

Onething | quickly learned was that people had forgotten what success felt like.
Y ears of challenges can create a mindset where improvement feels impossible.
That iswhy leaders must intentionally celebrate progress.

Not because the work is compl ete.

Because celebration reinforces belief.

When students succeeded, we celebrated.

When teachers succeeded, we celebrated.

When campuses improved, we celebrated.

When programs succeeded, we celebrated.

When extracurricular groups achieved success, we celebrated.

People need reminders that progress is happening.

Success creates energy.

Energy creates momentum.

Momentum creates further success.

Many leaders wait for perfection before celebrating.

That is amistake.

Turnaround |leaders celebrate progress while continuing to pursue excellence.

Poverty |s Context, Not Destiny

One of the most important beliefs that guided our work involved how we viewed our students.



Hempstead serves a community with significant economic challenges.

Many would see that as areason to lower expectations.

| never did.

Poverty creates obstacles.

Poverty creates challenges.

Poverty creates redlities that |eaders must understand.

But poverty should never become an excuse for denying students excellence.
Students deserve high expectations regardless of circumstance.

Students deserve opportunity regardless of circumstance.

Students deserve adults willing to believe in them regardless of circumstance.
One of the most damaging things adults can do is lower expectationsin the name of compassion.
True compassion helps peoplerise.

It does not limit what they can become.

That belief became deeply embedded in our work.

We would acknowledge challenges.

But we would not surrender to them.

The Real Work of Leadership

Eventually, accountability ratings improve.
Graduation rates improve.

Participation increases.

Facilities improve.

Recognition follows.

People begin celebrating results.

But every result has a story behind it.

And that story ailmost always involves people.
People who chose to believe again.

People who chose to grow.

People who chose to improve.

People who chose to expect more.



The greatest lesson from this phase of the turnaround is ssmple:
Systems matter.

Strategy matters.

Data matters.

But people make transformation possible.

When leaders devel op people, people devel op organizations.

And when organizations devel op, results follow.

Chapter 4: Deliver the Results

Results Matter

Some |leaders become uncomfortabl e talking about results.
| am not one of them.

L eadership is about people.

L eadership is about culture.

Leadership is about relationships.

L eadership is about vision.

But leadership must also produce results.

Good intentions do not educate students.

Hard work alone does not improve outcomes.

Activity is not the same as achievement.

At some point, every organization must answer a simple question:
Are we getting better?

The purpose of raising the standard, aligning the system, and developing people is ultimately to
deliver meaningful results.

Results are not the only measure of success.
But they are an important measure of success.

The students we serve deserve outcomes, not eEXCUSes.

Early Signs of Progress

One of the most encouraging aspects of a turnaround is that progress often appears before major
outcomes change.



People begin speaking differently.
Classrooms begin feeling different.
Leaders begin leading differently.
Students begin responding differently.
The culture begins shifting.

These early indicators matter because they provide evidence that the work is beginning to take
root.

Long before accountability ratings improved, we could see signs that the district was moving in
adifferent direction.

The challenge was maintaining belief long enough for those changes to become visible in the
data.

Many organizations quit too early.

They become discouraged because outcomes lag behind effort.

But organizationa improvement operates much like farming.

Y ou plant before you harvest.

Y ou invest before you receive returns.

Y ou remain disciplined before you see results.

Turnaround leaders must have the patience to continue doing the right things while waiting for
outcomes to catch up.

Measuring What Matters

One mistake organizations often make is measuring too few things or measuring the wrong
things.

We monitored accountability.

We monitored instructional performance.

We monitored student growth.

We monitored graduation outcomes.

We monitored participation in advanced opportunities.
We monitored organizational progress.

Data became atool for improvement, not punishment.

The purpose of measurement was never to identify people to blame.



The purpose was to identify opportunities to improve.
When datais used correctly, it creates clarity.
Clarity allows leaders to make better decisions.

Better decisions produce better outcomes.

Academic Improvement

The most important results involved students.

Over time, the district began demonstrating measurable improvement across multiple indicators.
Student performance improved.

Accountability outcomes improved.

Graduation outcomes improved.

Advanced academic opportunities expanded.

Participation increased.

Students began achieving at higher levels.

These improvements were not the result of asingle initiative.

They were the result of a system becoming more aligned.

Improved instruction.

Stronger leadership.

Clearer expectations.

Better support.

Greater accountability.

The results reflected the collective effort of teachers, leaders, students, parents, and the
community.

Expanding Opportunities

Improvement is not simply about raising test scores.

True transformation expands opportunities.

One of the goals of leadership is ensuring students have access to experiences that create future
possibilities.

That philosophy influenced many of our decisions.

We expanded opportunities for students.



We increased participation in advanced academic programs.
We strengthened pathways that prepared students for college, careers, and life after graduation.

The district launched an Early College High School model that allowed students to pursue
college credit and credentials while still in high school.

Opportunity creates possibility.

Possibility creates motivation.

Motivation creates achievement.

The more opportunities students have, the greater their chances of building the future they
envision for themselves.

Success Beyond the Classroom

One of the signs of a hedlthy organization is that improvement becomes visible beyond
academics.

As culture improved, success began appearing in additional areas.

Students achieved success in extracurricular programs.

Organizations began earning recognition.

People began carrying themselves differently.

Pride returned.

Confidence returned.

Momentum continued building.

Healthy cultures rarely produce successin only one area.

When expectations rise and systems improve, positive outcomes often begin appearing
throughout the organization.

Community Confidence

One of the most meaningful indicators of progress came from the community.

Trust cannot be demanded.

Trust must be earned.

As communication improved and people began seeing evidence of progress, confidence grew.

That confidence became visible through support for district initiatives and investments in the
future.

The successful bond election represented more than facilities.



It represented belief.
The community was signaling that it believed the district was moving in the right direction.
Trust had not been fully restored overnight.

But it was being rebuilt through transparency, consistency, and results.

The Danger of Success

One of the greatest threats to improvement is success itself.
Organizations often become comfortable after experiencing progress.

L eaders begin celebrating outcomes while neglecting the systems that produced them.
Complacency quietly replaces urgency.

That is dangerous.

Improvement must never become an excuse for satisfaction.

The goal is not smply to become better.

The goal is continuous improvement.

Every result should create motivation for the next level of performance.
Every success should raise the next standard.

The work is never finished.

The mission continues.

The expectation remains.

Expect more.

Delivering the Results

When | reflect on the turnaround journey, | do not think first about ratings.
| do not think first about facilities.

| do not think first about recognition.

| think about students.

| think about teachers.

| think about |eaders.

| think about a community that refused to stop believing.

Results matter because people matter.

The purpose of leadership is not simply to manage organizations.



The purpose of leadership isto improve lives.

That iswhat delivering results ultimately means.

Not numbers on a spreadsheet.

Not ratings on areport.

But creating better opportunities and better futures for the people we serve.
That isthe final step in the pathway.

Raise the Standard.

Align the System.

Develop the People.

Deliver the Resullts.

And then begin again.

Chapter 5: What | Learned Leading the Turnaround
Leadership Isthe Difference

After more than two decades in education and years of leading the turnaround of Hempstead
ISD, | have become convinced of one thing:

L eadership matters.

Not because |eaders are more important than anyone else.

Not because |eaders deserve more credit than others.

L eadership matters because leadership shapes everything else.

L eadership shapes culture.

L eadership shapes expectations.

L eadership shapes systems.

L eadership shapes results.

When leadership improves, organizations improve.

When leadership declines, organizations decline.

The longer | lead, the more | realize that most organizational problems are leadership problems
in disguise.

What appears to be a curriculum problem is often aleadership problem.
What appears to be amorale problem is often aleadership problem.

What appears to be a culture problem is often aleadership problem.



Leadership may not be responsible for every challenge, but leadership is responsible for
responding to every challenge.

That is the responsibility leaders accept when they choose to lead.

People Support What They Help Create
One of the most important lessons from Hempstead came during the strategic planning process.

When we created Learning and Leading to Higher Heights, we intentionally involved people
throughout the community.

Teachers participated.

Parents participated.

Business |eaders participated.

Community members participated.

Board members participated.

The result was not simply a better strategic plan.
The result was ownership.

People support what they help create.

Many leaders spend enormous energy trying to convince people to support decisions they had no
role in shaping.

| have learned that involvement creates commitment.
When people feel heard, they become invested.
When they become invested, they become advocates.
Leadership is not about having all the answers.

L eadership is about creating environments where people help build the answers together.

Expectations Become Reality

One of the most troubling things | encountered early in the turnaround was how low
expectations had become.

Not because people were bad.

Not because people didn't care.

But because disappointment had slowly lowered the standard.

The danger of repeated struggles is that people begin adjusting their expectations downward.

Eventually, low performance becomes normal.



Excuses become normal.

Mediocrity becomes normal.

The problem is that people generally perform at the level of expectation that surrounds them.
If leaders expect little, little is often produced.

If leaders expect excellence, excellence becomes more possible.

| am not suggesting leaders should be unrealistic.

| am suggesting leaders should be intentional.

Expectations communicate what matters.

Expectations communicate what is acceptable.

Expectations communicate what people believe is possible.

One of the greatest gifts leaders can give peopleis abelief in their own potential.

Accountability Without Relationships Fails

Some |leaders lean heavily into relationships.

Others lean heavily into accountability.

The best leaders understand both are necessary.
Relationships without accountability create comfort.
Accountability without relationships creates resentment.
Effective leadership requires both.

People deserve support.

People deserve encouragement.

People deserve coaching.

People aso deserve honesty.

People deserve clarity.

People deserve feedback.

People deserve high expectations.

One lesson | learned repeatedly is that difficult conversations become easier when people know
you genuinely care about them.

The strongest accountability systems are built upon trust.

Trust allows leaders to challenge people while maintaining respect and dignity.



The Importance of Visibility

L eaders cannot lead from a distance.

One of the most important things | did throughout the turnaround was remain visible.
| visited classrooms.

| attended events.

| met with stakeholders.

| spent time with students.

| spent time with teachers.

| spent time with principals.

| spent time in the community.

Visibility matters because leadership isrelational.

People need to see leaders.

People need access to leaders.

People need to know leaders understand what they are experiencing.

Many leadership problems disappear when leaders spend more time where the work is actually
happening.
Y ou cannot effectively improve classroomsif you never visit them.

Y ou cannot effectively improve culture if you never experience it.

You cannot effectively improve organizations if you only view them through reports and
spreadsheets.

L eadership requires proximity.

Momentum Is a Leader's Best Friend

Turnarounds are difficult because progress often feels slow.

The key is creating momentum.

Momentum changes conversations.

Momentum changes beliefs.

Momentum changes behavior.

When peopl e begin seeing evidence that improvement is occurring, confidence grows.
That confidence fuels further improvement.

One reason we intentionally celebrated success is because success creates momentum.



People need to see progress.

People need to experience wins.

People need reminders that their efforts matter.

Small victories often create the conditions for larger victories.

Never underestimate the power of momentum.

Poverty Is Never an Excuse for Low Expectations

Thislesson is deeply persona to me.

Throughout my career, | have worked with students from challenging circumstances.
| understand the realities many families face.

| understand the barriers.

| understand the obstacles.

But | also understand potential.

One of the greatest mistakes adults make is confusing compassion with lowered expectations.
Compassion should never require lower standards.

True compassion helps people reach higher.

Students deserve support.

Students deserve understanding.

Students deserve grace.

Students also deserve excellence.

Every child deserves adults who believe they are capable of extraordinary things.
That belief became a guiding principle throughout the turnaround.

We acknowledged challenges.

But we refused to alow challenges to define possibilities.

Success Is Never Find

One lesson leadership continues teaching meis that success is temporary.
Every accomplishment eventually becomes yesterday's accomplishment.
Every improvement eventually creates a new expectation.

Every victory eventually creates a new challenge.

That reality keeps leaders humble.



The goal is not perfection.

The goal is progress.

The goal is continuous improvement.
The goal is creating organizations capable of becoming better tomorrow than they are today.
L eadership is not a destination.

L eadership isa commitment.

A commitment to learning.

A commitment to growing.

A commitment to serving.

A commitment to improving.

Every day.

Every year.

Every season.

The Expect More Lesson

If there is one lesson that summarizes everything | learned in Hempstead, it is this:
Transformation begins when leaders decide to expect more.

Expect more from themselves.

Expect more from systems.

Expect more from culture.

Expect more from instruction.

Expect more from |leadership.

Expect more from outcomes.

People often ask me what program changed Hempstead.

The answer is none.

Programs matter.

Strategies matter.

Systems matter.

But before any of those things can work, people must believe more is possible.

The true beginning of every turnaround is a decision.



The decision to stop accepting what is and begin pursuing what could be.
That is the heart of Expect More Leadership.

And that isthe lesson | will carry with me long after the turnaround itself is complete.

PART II

The Expect More Leadership Principles
Principle 1: Leadership Is Influence
Leadership isnot atitle.

Leadership is not a position.

Leadership is not authority.

Leadership isinfluence.

The most effective leaders understand that people choose daily whether they will follow.
L eadership is earned through trust, competence, consistency, and service.

Organizations rarely rise above the quality of their leadership.

If leadership improves, organizationsimprove.

If leadership declines, organizations decline.

Thefirst responsibility of every leader isto lead themselves well.

Expect more from yourself before expecting more from others.

Principle 2: Expectations Drive Outcomes

People generally perform at the level of expectation that surrounds them.
Low expectations create low performance.

High expectations create the possibility of excellence.

Expectations communicate what |eaders believe is possible.

The challenge is not setting unrealistic expectations.

The challenge isrefusing to lower expectations when circumstances become difficult.
Students deserve excellence.

Employees deserve excellence.

Organizations deserve excellence.

Expectations must be clear, consistent, and visible.

What |eaders expect eventually becomes what organizations produce.



Principle 3: Alignment Precedes Achievement

Hard work alone is not enough.

People can work incredibly hard while moving in different directions.
Alignment creates momentum.

Alignment occurs when people understand:

Where we are going.

Why it matters.

What success looks like.

How progress will be measured.

Organizations that achieve extraordinary results are rarely the organizations with the most talent.
They are often the organizations with the greatest alignment.

Alignment turns effort into achievement.

Principle 4: Culture IsWhat Y ou Tolerate

Culture is not a slogan.

Culture is not a mission statement.

Culture is not a poster hanging on awall.

Culture iswhat people experience every day.

Culture is shaped by what leaders:

Model.

Tolerate.

Celebrate.

Correct.

Every decision either strengthens culture or weakensit.
Every leader is a culture builder whether they intend to be or not.

If leaders want a different culture, they must first demonstrate different behaviors.

Principle 5: People Support What They Help Create
The best leaders do not simply make decisions.
They build ownership.

People become committed to what they help crezate.



Involvement creates investment.
I nvestment creates commitment.
Commitment creates momentum.

Whether building a strategic plan, launching an initiative, or creating organizational change,
leaders should seek meaningful engagement from those affected by the work.

Leadership is not about having all the answers.

L eadership is about creating environments where people help build the answers together.

Principle 6: Improvement Begins With Adults
Students do not control curriculum.

Students do not control systems.

Students do not control organizational culture.
Adults do.

The fastest way to improve outcomes for studentsis to improve outcomes for adults.
Develop teachers.

Develop leaders.

Develop systems.

Develop culture.

When adults improve, student outcomes improve.
Turnaround work begins with adults.

Resultsfollow.

Principle 7: Accountability and Relationships Must Coexist
Relationships without accountability create comfort.
Accountability without relationships creates resentment.
Effective leadership requires both.

People deserve support.

People deserve honesty.

People deserve encouragement.

People deserve feedback.

Great |eaders challenge people because they care about them.



Trust creates the foundation for accountability.
Without trust, accountability feels punitive.

With trust, accountability becomes developmental.

Principle 8: Poverty Is Context, Not Destiny

Challenges are real.

Obstacles are real.

Barriersarereal.

Leaders must acknowledge reality.

But leaders must never alow reality to become an excuse for low expectations.
Students deserve excellence regardless of circumstance.

People deserve opportunity regardless of circumstance.

Compassion should never require lowered expectations.

True compassion helps peoplerise.

L eaders acknowledge challenges while refusing to surrender to them.

Principle 9: Momentum Matters
Momentum changes organi zations.
Momentum changes culture.

Momentum changes belief.

Momentum changes outcomes.

People need evidence that improvement is occurring.
That iswhy |leaders must celebrate progress.
Not because the work is compl ete.

Because progress fuels belief.

Belief fuels effort.

Effort fuels results.

Results create momentum.

Momentum accel erates transformation.

Principle 10: Results Matter

L eadership is about people.



L eadership is about culture.

L eadership is about service.

L eadership is also about results.

Results matter because people matter.

Good intentions are not enough.

Activity is not enough.

Effort is not enough.

Organizations exist to create outcomes.

L eaders must balance compassion with performance.
The goal is not ssimply to work hard.

The goal isto improve lives.

Principle 11: Success Is Never Final

One of the greatest threats to improvement is success itself.
Organizations become comfortable.

L eaders become sétisfied.

Urgency disappears.

Momentum slows.

The best leaders understand that every accomplishment creates a new challenge.
Every success creates a new standard.

Improvement is never finished.

L eadership is never finished.

Growth is never finished.

Expect more.

Then expect more again.

Principle 12: Make It Real
Vision matters.

Mission matters.

Strategy matters.

But eventually leadership must produce action.



| deas without execution create frustration.

Vision without implementation creates disappointment.
Plans without action create stagnation.

The responsibility of leadership isto make possibility reality.
Help people see what is possible.

Help people believe it can happen.

Build systems that make it real.

That isleadership.

That is transformation.

That is the purpose of Expect More Leadership.

The Pathway

Raise the Standard.

Align the System.

Develop the People.

Deliver the Resullts.

Thisisthe pathway.

Thisisthe framework.
Thisisthe blueprint.

Thisis Expect More Leadership.

Chapter 6
Why Most Improvement Efforts Fail

One of the most frustrating realities of leadership is that many organizations work incredibly
hard and still fail to achieve meaningful improvement.

The effort isreal.

The commitment isreal.

The intentions are good.

Y et the results remain disappointing.
Why?

Because improvement is often attempted out of sequence.



Organizations try to deliver results before devel oping people.
They try to develop people before aligning systems.

They try to align systems before establishing standards.

The result is frustration.

Peopl e become discouraged.

L eaders become exhausted.

Initiatives come and go.

Nothing seems to stick.

Over time, people begin believing improvement itself isimpossible.
The problem is not that improvement isimpossible.

The problem is that improvement has a pathway.

And when leaders ignore the pathway, progress becomes difficult to sustain.

Raise the Standard First

Most transformation begins with expectations.

Before systems change, expectations must change.

Before performance improves, expectations must improve.
Before culture improves, expectations must improve.

People perform according to the standards that surround them.
When leaders tolerate mediocrity, mediocrity expands.

When leaders communicate excellence and reinforce excellence, excellence becomes more
likely.

The first responsibility of leadership is defining the standard.
What is acceptable?

What is expected?

What does excellence look like?

What are we unwilling to compromise?

These questions must be answered first.

Without standards, systems become directionless.

Without standards, accountability becomes inconsistent.



Without standards, improvement becomes accidental.

The standard creates the destination.

Then Align the System

One of the biggest mistakes organizations make is assuming good people automatically produce
great results.

They don't.

Even talented people struggle inside broken systems.
A poor system eventually defeats good intentions.
That iswhy alignment matters.

Systems must support the standard.

Curriculum must support the standard.
Communication must support the standard.

L eadership practices must support the standard.
Resource allocation must support the standard.
Everything must move in the same direction.
Alignment creates clarity.

Clarity creates focus.

Focus creates momentum.

Then Develop the People

Many organizations skip this step.

They create plans.

They create goals.

They create accountability.

Then they assume people automatically know how to execute.
People deserve devel opment.

Peopl e deserve coaching.

People deserve support.

People deserve investment.

The responsibility of leadership is not simply to evaluate people.



The responsibility of leadership is to develop people.
The strongest organizations create systems that help people become better.

When people improve, organizations improve.

Then Deliver the Results

Only after the first three phases become reality does sustainable performance emerge.
Results are not the starting point.

Results are the outcome.

When standards rise, systems align, and people develop, results eventually follow.
Sometimes quickly.

Sometimes slowly.

But consistently.

The pathway produces the outcome.

The challenge for leadersis remaining disciplined enough to trust the process.
Many |leaders become impatient.

They want immediate results.

The problem is that sustainable improvement requires time.

The leaders who succeed are those who remain committed long enough for the work to take
root.

The Pathway

The Expect More Framework is not simply a philosophy.

It is a sequence.

Raise the Standard.

Align the System.

Develop the People.

Deliver the Resullts.

Skip a step and improvement weakens.

Ignore a step and progress slows.

Master the sequence and transformation becomes possible.

That is the pathway.



That is the blueprint.
That is Expect More Leadership.

Chapter 7

The Courage to Expect More

One of the greatest mythsin leadership is that people naturally want excellence.
They don't.

People naturally want comfort.

Organizations naturally drift toward comfort.

Systems naturally drift toward comfort.

Cultures naturally drift toward comfort.

That iswhy |leadership requires courage.

Without courage, standards decline.

Without courage, accountability weakens.

Without courage, mediocrity becomes normal.

The purpose of leadership is not simply to make people feel comfortable.
The purpose of leadership isto help people become better.

Those are not always the same thing.

Confronting Reality

One of the first responsibilities of leadership is confronting reality.
Reality is not pessimism.

Readlity is not negativity.

Redlity istruth.

L eaders cannot improve what they refuse to acknowledge.

When | arrived in Hempstead | SD, there were things that needed to be said.
Student performance was not acceptable.

Instruction was not where it needed to be.

Culture was not where it needed to be.

The district was not producing the outcomes students deserved.

None of those statements were easy.



But leadership is not about avoiding difficult truths.
Leadership is about addressing them.

Many organizations become trapped because leaders spend too much time protecting people
from redlity.

Theirony isthat reality eventually revealsitself anyway.
The accountability ratings do not care about our feelings.
Student outcomes do not care about our intentions.
Results eventually tell the truth.

The question is whether leaders will tell the truth first.

The Difference Between Criticism and Courage

Some people confuse courage with criticism.

They are not the same.

Criticism points out problems.

Courage addresses them.

Criticism tears down.

Courage builds up.

Criticism blames.

Courage accepts responsibility.

Expect More Leadership is not about criticizing organizations.

It is about believing organizations are capable of becoming more.
The goal is not to make people feel worse about where they are.

The goal isto help them see what they can become.

That distinction matters.

Because |eaders who only criticize eventually create discouragement.
L eaders who combine honesty with belief create transformation.
People can handle difficult truths when they know someone believesin their ability to overcome
them.

Courage Before Consensus

One lesson leadership continues teaching me is that courage often arrives before consensus.



Many leaders wait until everyone agrees.

Many leaders wait until every concern disappears.

Many leaders wait until every risk has been eliminated.

Leadership rarely works that way.

There are moments when leaders must move forward before everyone is comfortable.
There are moments when leaders must act before they are certain of the outcome.
There are moments when leaders must stand alone.

Every mgor improvement effort contains uncertainty.

The future cannot be guaranteed.

The outcome cannot be guaranteed.

What can be guaranteed is that avoiding difficult decisions rarely creates progress.

The courage to act often precedes the confidence that comes from success.

The Courage to Raise Expectations

One of the most difficult things leaders can do is raise expectations.
Not because expectations are unpopular.

Because expectations create accountability.

The moment leaders raise the standard, people begin evaluating whether they are willing to meet
it.

Some will embrace the challenge.

Some will resist it.

Some will leave because of it.

That isthe reality of transformation.

Not everyone wants the future that improvement requires.

Leaders must be willing to accept that reality.

The goal is not to make everyone comfortable.

The goal isto help the organization improve.

Improvement always requires higher expectations.

Higher expectations always require courage.

Courage Creates Hope



Many people think hope comes first.

| have learned something different.

Hope often follows courage.

When leaders confront reality honestly, people begin trusting them.
When leaders communicate a vision clearly, people begin believing them.
When leaders take action consistently, people begin following them.
Hope grows when people see evidence that someone iswilling to fight for a better future.
The courage of |eadership often becomes the hope of the organization.
People borrow belief from leaders until they develop belief of their own.
That is one of the most important responsibilities |eaders possess.

To see possibilities others cannot yet see.

To believe before others believe.

To lead before others are ready to follow.

Expect More

At its heart, Expect More Leadership isacall to courage.

The courage to challenge mediocrity.

The courage to raise expectations.

The courage to confront reality.

The courage to believe improvement is possible.

The courage to lead through uncertainty.

The courage to continue moving forward when progress feels slow.
The courage to expect more.

Because every transformation begins with a leader willing to believe that what currently exists
does not have to define what comes next.

The future belongs to leaders courageous enough to pursue it.

And every meaningful improvement begins with asimple decision:
Expect more.

Chapter 8

What Leadership Has Taught Me



| did not create Expect More Leadership because | believed | had all the answers.

| created it because leadership has spent years teaching me lessons that | wish | had understood
earlier.

Some lessons came through success.
Many came through failure.
Most came through experience.

If there is one thing leadership has taught me, it is that leadership is far more personal than most
people redlize.

L eadership begins long before strategy.
L eadership begins long before systems.
L eadership begins long before results.
L eadership begins with the leader.

My First Leadership Mistake
Early in my career, | believed leadership was primarily about knowledge.

| believed that if | knew enough, worked hard enough, and made good decisions, people would
naturally follow.

Experience taught me something different.

People do not ssimply follow competence.

People follow trust.

Trust is earned.

Trust is built.

Trust is developed through consistency.

People watch leaders closely.

They watch how |leaders respond under pressure.

They watch how leaders treat people.

They watch how |leaders handle adversity.

They watch how |eaders behave when nobody is paying attention.
Leadership is not atitle people respect.

Leadership isaresponsibility people evaluate every day.

The Lesson My Parents Taught Me



Before | ever became a superintendent, | learned leadership from my parents.
Both were educators.

Both dedicated their lives to serving students.

Neither talked much about leadership.

They demonstrated it.

They taught me the value of work.

They taught me the value of integrity.

They taught me the value of service.

Most importantly, they taught me that success means very little if it is not accompanied by
character.

Over the years | have become convinced that leadership is less about what people accomplish
and more about who they become while accomplishing it.

Character sustains leadership.

Without character, |eadership eventually collapses.

People Matter More Than Programs

Onelesson | have learned repeatedly is that people matter more than programs.
Organizations often search for the perfect initiative.

The perfect strategy.

The perfect solution.

The perfect framework.

Programs matter.

Systems matter.

Strategies matter.

But people determine whether those things succeed.

The best organizations | have ever seen invest heavily in people.
They develop people.

They support people.

They challenge people.

They believe in people.

When people improve, organizations improve.



When peopl e stagnate, organizations stagnate.

The future of every organization is directly connected to the development of its people.

L eadership Can Be Lonely
Thisisalesson few people discuss.
Leadership can be lonely.

The higher leaders move within organizations, the fewer people truly understand the weight of
their decisions.

Leaders carry responsibility.

L eaders carry pressure.

L eaders carry expectations.

Leaders often carry criticism.

Sometimes leaders must make decisions that will not be universally popular.
Sometimes leaders must move forward while others remain uncertain.
Sometimes leaders must stand alone.

The loneliness of leadershipisreal.

But leadership is not about comfort.

Leadership is about responsibility.

One of the things that has helped me most is remembering why | started.

The mission must always remain larger than the discomfort.

Improvement Is Harder Than Criticism

One thing leadership taught me early is that criticism is easy.
Improvement is difficult.

Many people can identify problems.

Far fewer can solve them.

L eadership requires moving beyond criticism.

L eadership requires action.

L eadership requires solutions.

L eadership requires ownership.

When organizations struggle, leaders must resist the temptation to blame.



Blame may explain problems.

It rarely solves them.

The most effective leaders ask different questions.
Not:

Who caused this?

But:

How do we improveit?

That shift changes everything.

| Still Believe in People

After years in leadership, countless challenges, difficult decisions, and setbacks, one belief
remains unchanged.

| believein people.

| believe people are capable of growth.

| believe people are capable of improvement.

| believe organizations are capable of transformation.

| believe communities are capable of becoming more.

| believe students are capable of extraordinary things.

That belief is not naive.

Itisintentional.

Because |eadership without belief eventually becomes management.
L eadership requires faith in human potential.

The day leaders stop believing people can improve is the day |eadership becomes impossible.

Why Expect More Leadership Exists

People often ask why | created Expect More Leadership.
The answer issimple.

| have seen what happens when |leaders rai se expectations.
| have seen what happens when systems become aligned.

| have seen what happens when people are devel oped.

| have seen what happens when organizations begin believing more is possible.



Expect More Leadership exists because | believe leadership matters.

It exists because | believe people matter.

It exists because | believe organizations can improve.

It exists because | believe the future does not have to look like the past.

Most importantly, it exists because | believe that meaningful transformation begins when leaders
decide to expect more from themselves, their organizations, and the people they serve.

That belief has shaped my career.

It shaped the turnaround of Hempstead 1SD.
And it continues to shape the work ahead.
The goal has never been perfection.

The goal has always been progress.

The goal has always been growth.

The goal has always been impact.

The goa has aways been helping people and organizations become more than they believed
was possible.

That isleadership.
That ismy story.
And that is why Expect More Leadership exists.

Chapter 9

The Hempstead Case Study

Applying the Expect More Framework in Practice

L eadership frameworks are only valuable if they work in the real world.
|deas matter.

Principles matter.

Philosophies matter.

But eventually every leadership framework must answer a simple question:
Can it produce results?

The turnaround of Hempstead | SD became the testing ground for the framework that would later
become Expect More Leadership.

The district did not improve because of asingle initiative.



It improved because of a series of intentional leadership decisions guided by a consistent
philosophy.

This chapter examines how the Expect More Framework was applied in practice and the lessons
leaders can take from the experience.

The Situation

May 2022

When | arrived in Hempstead 1SD, the district faced significant challenges.
Student performance was struggling.

Organizational morale was inconsistent.

Trust had been strained.

Facilities needed attention.

The board was not always moving in complete alignment.

Many systems required improvement.

Most concerning, there was a growing sense of resignation that things ssimply were what they
were.

The community wanted improvement.

The staff wanted improvement.

The students deserved improvement.

What was missing was a clear pathway forward.
The district did not need another initiative.

The district needed alignment.

Challenge One

L ow Expectations Had Become Normal

One of the first things I noticed was not found in data.

It was found in behavior.

As| visited classrooms, | observed students who were disengaged.
| observed instructional practices that were inconsistent.

| observed environments where urgency was often missing.

| observed a culture that appeared to have become comfortable with outcomes that should have
concerned everyone.



The issue was not effort.

The issue was expectation.

Over time, organizations often adjust to poor results.

What begins as disappointment eventually becomes acceptance.
What becomes accepted eventually becomes normal.

The first challenge was changing that reality.

Strategic Decision One

Raise the Standard

The district needed a new conversation.

Instead of discussing limitations, we began discussing possibilities.

Instead of focusing on why improvement was difficult, we focused on what improvement would
require.

Instead of accepting current outcomes, we challenged ourselves to pursue better ones.
This did not immediately improve test scores.

It did something more important.

It began changing belief.

L eadership often begins by changing what people believe is possible.

Challenge Two

Lack of Organizational Alignment

Another issue quickly became apparent.

People cared.

People worked hard.

People wanted success.

Y et many parts of the organization were moving in different directions.
There was no unified roadmap.

No common destination.

No shared language for success.

Without alignment, effort becomes fragmented.

Without alignment, progress becomes inconsi stent.



Without alignment, organizations become reactive.

The district needed clarity.

Strategic Decision Two
Create Higher Heights

Working alongside staff, community members, parents, business leaders, and stakeholders, we
developed afive-year strategic plan.

Learning and Leading to Higher Heights became the district's roadmap.
The plan provided:

A shared vision.

A shared mission.

Clear priorities.

Defined goals.

A framework for decision-making.

Most importantly, it created alignment.

From that point forward, decisions were measured against the roadmap.

The organization began moving together.

Challenge Three

Instruction Needed Improvement

Thereality was simple.

Student outcomes would not improve without stronger instruction.
The classroom remains the most important place in any school system.
If teaching improves, student outcomes improve.

If teaching remains stagnant, improvement becomes difficult.

The district needed stronger instructional systems.

It needed greater consistency.

It needed support.

It needed accountability.

Strategic Decision Three

Align Instruction



The district strengthened curriculum alignment.

Professional Learning Communities became more intentional.
Instructional support increased.

Coaching increased.

Classroom expectations increased.

The focus shifted from isolated efforts to systemwide improvement.
The goal was not afew successful classrooms.

The goal was a successful district.

Instruction became everyone's responsibility.

Challenge Four

People Needed Development

Many organizations attempt transformation through pressure.
Pressure alone rarely produces sustainable results.

People needed support.

People needed coaching.

People needed devel opment.

People needed belief.

Many talented individuals simply needed someone willing to invest in them.

Strategic Decision Four

Develop the People

L eadership development became a priority.

Teacher growth became a priority.

Principal development became apriority.

Coaching became a priority.

At the same time, the district worked intentionally to rebuild confidence.
People needed to know they mattered.

People needed to know improvement was possible.

People needed to know leadership believed in them.

The message remained consistent:



We care about you.
We support you.
We believein you.

And we are going to expect more.

Challenge Five

Community Trust

Improvement requires trust.

Without trust, change becomes difficult.

Without trust, support becomes difficult.

Without trust, momentum becomes difficult.

The district needed to strengthen communication and engagement with the community.
People needed to understand the vision.

People needed to see the progress.

People needed opportunities to contribute.

Strategic Decision Five

Engage the Community

The district intentionally engaged stakeholders.

Communication improved.

Transparency increased.

Opportunities for involvement expanded.

One of the clearest examples was the work surrounding facilities and the bond initiative.

Rather than presenting a plan and hoping for support, the district involved the community in the
process.

Trust was built through engagement.

Results

The results did not happen overnight.
Transformation never does.

But over time, measurable progress emerged.

Student performance improved.



Graduation outcomes improved.

Participation in advanced opportunities increased.

Dual credit opportunities expanded significantly.

The district successfully launched an Early College High School.

The district passed its first bond in 18 years.

Proposition A passed with 73 percent support.

Proposition B passed with 68 percent support.

The district's accountability trgjectory improved dramatically from itsinitial 58/F rating.

Most importantly, the organization began believing in itself again.

What Worked

Several factors contributed to progress.
Clear Vision

People knew where the district was going.
Consistent Communication

The vision was communicated repeatedly.
Strategic Alignment

Decisions aligned with organizational priorities.
L eadership Development

Leaders at every level improved.
Instructional Focus

Classroom teaching remained the priority.
Community Engagement

Trust and transparency strengthened support.
Persistence

The district continued moving forward even when results were not immediate.

What | Would Tell Other Leaders
The biggest lesson from Hempstead is not about accountability ratings.
It is not about strategic plans.

It is not about bonds.



It is not about facilities.

It is about |eadership.

Transformation occurs when leaders create conditions where improvement becomes possible.
Raise the Standard.

Align the System.

Develop the People.

Deliver the Resullts.

The framework is simple.

The work is difficult.

But when leaders remain committed to the process, organizations can become more than they
believed was possible.

That iswhat happened in Hempstead.

And that is why the Expect More Framework works.

Closing Chapter

The Pathway

Everything in leadership eventually comes back to a simple truth:
Organizations improve when leaders improve.

Systems improve when leaders improve.

Culture improves when leaders improve.

Results improve when leaders improve.

Throughout this Playbook, one lesson has remained constant.
Transformation is possible.

Not becauseit is easy.

Not becauseit is quick.

Not because success is guaranteed.

Transformation is possible because people are capable of growth.
Organizations are capable of growth.

Communities are capable of growth.

The responsibility of leadership isto help make that growth possible.



The Expect More Framework provides a pathway:

Raise the Standard.

Align the System.

Develop the People.

Deliver the Resullts.

Rai se the Standard because expectations shape outcomes.

Align the System because hard work without alignment creates frustration.
Develop the People because people drive every result an organization produces.
Deliver the Results because leadership must ultimately improve lives.
This framework is not atheory.

Itisnot aninitiative.

It is not a program.

It isaway of leading.

A way of thinking.

A way of serving.

A way of transforming.

My hope is that the ideas contained within this Playbook challenge leaders to see what is
possible, believe improvement can happen, and build the systems necessary to make it real.

The future rarely belongs to those who accept things as they are.

The future belongs to those courageous enough to pursue what could be.
Expect more.

Achieve more.

Become more.

Makeit real.

— Herbert O'Nell
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