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This gudy moves beyondhe discussion of the esoteric description of the characteristics,
traits, skills, and strategies of effective principals who lead successful stHoalsd in the
professional literatuie to the practical anthenreportswhat these pringpials do to actually
affect their leadership of their respective schools. Through the use of mecdtgalstudy
researchthis study looks at what the principals in four high schibdgo in Texas and two in
Montan&@ actually do in their dayo-day leadersip practice. After a careful examination of the
professional literature that identifi¢lse school leadership characteristicaits, skills, and
strategies common to successful principals, the study moves to the practical aspects of school
leadership: What high school principals actually do in their deyday activities to lead effective
high schools with academically succegstudents. A framework is developed based on the
research of Day, et al., (2010) and is used to analyze and interpret ta¢@ehts thathese
effective principals also share many of the same actions taken to lead their campuses to be
effective and to foster the academic success of their studemsstudy concludes witma
appeato consider the creationaf fic |l e &r0i n ghacwsnsol i date the re
practiceso of socuses onlthe praciical aspestsdi/school leaders actually
do. Qualitative research that focleaesis on t h

paramountinoredr t o provide Areal worl do insight to
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CHAPTER ONE
INTRODUCTION

Scratch the surface of an excellent school and you are likely to find an excellent
principal. Peer into a failing school and you will find weak leadership (Williams, 2006).
Capdle school leaders are essential for kagiality education (Zigarelli, 1996). School
leadership is second only to classroom teaching as an influence on pupil learning and acts as a
catalyst without which other good things are not likely to happen (kedHd, Harris, &
Hopkins, 2008). Because school leadership matters, an effective school leader can make a
positive difference in the overall success of the students, teachers, and school that he or she leads
(Lambert, 2006). Principals with strong leestep skills and a willingness to participate
actively in the classroom create better schools (Leithwood, Harris, & Hopkins, 2008).

Empirically, it has been shown that builditeyel principals can impact the areas of
student achievement, accountapibf the faculty and staff, and school climate and culture in
part by being a visible presence in classrooms, during passing periods, and while interacting with
students and parents in less formal settihg#twood, Harris, & Hopkins, 20081arks &
Printy, 2003). Hallinger and Murphy (1987) characterize an effective principal as one who
evaluates instruction, monitors progress, selects and participates in professional development
activities, and maintains high visibility. Principals who model tHeabm®rs of an active learner
and who see their own learning as an important part of their professional work are modeling the
beliefs and behaviors they espouse for others in schools (Cunningham & Cordeiro, 2006). What
is it that these school leadexrstually doto cause a positive difference in the schools they lead?

Statement of the Problem

Schools have always needed strong school leadership. But in recent years, expectations



of Astrongo | eaders have c¢hangndatusediorgwhichf i ¢ an't
principals are and are not meeting them. As Davis, DaHmymmond, LaPointe, and Meyerson
(2005) point out, Athe role of principal has
tasks and compet e nschooklsaders@rp expected)o.be eductionble ct i v e
visionaries, instructional and curriculum leaders, assessment experts, disciplinarians, community
builders, public relations experts, budget analysts, and facility managers. In addition, school
leaders arexpected to serve the often conflicting needs and interests of many stakeholders,
including students, parents, teachers, district office officéadstate and federal agencies (p. 4).
Effective school leaders are proactive (Leithwood, Harris, & HopRi®83). They
initiate action, anticipate and recognize the changes in their environment that will affect their
schools and challenge the statusdjtioe established way of operatihghat interferes with the
real i zation of t hei tersos (1994)arjué that effecive scimool leaderd e a |
must be welorganized managers, as well as artistic and passionate in their practice of school
leadership. Starratt (1995) says school leaders must wear twothase of leader and
administrator. Asshool | eaders, principals nurture tfF
values; as administrators they develop the structure and policies that institutionalize the vision
(Starratt, 1995).
The type of leadership needed to successfully lead pidlyahanging schools has
changed, just as the role of the principal has dramatically changed over the last decade. These
changes have presented many new challenges for principals. Ferrandino (2001) alluded to some
of the changes being longer workihgurs with supervision of an increased staff, and managing
larger and more diverse student populations. In spite of these factors, principals are expected to

find ways to ensure that all children, regardless of race or ethnic background, are accepted,
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supported, and educated. Leadership traits and practices have been examined by researchers
from various perspectives (see, e.g., Bass, 1985; Bryce, 1983; Leithwood, Harris, & Hopkins,
2008; Leithwood & Riehl, 2005; Marks & Printy, 2003; Menddarse, 1992Robinson, Lloyd,

& Rowe, 2008). These analyses of school leadership differentiated between leader and follower
characteristics, and finding that no single trait or combination of practices fully explained a
school | eader 6 s ef hleegahioexamre st influermcs an andivedbae r st
| eader 0s experience with the application of
school success (Connelly & Clandinin, 1990).

Zigarelli (1996) suggests that principals with strong leadershils skitl a willingness to
participate actively in the classroom create better schools. So, while school leadership has been
studied extensively, many researchers come away from the subject feeling as though it is still a
vague and misunderstood phenomerienfis, 1989; Hallinger & Heck, 199Btarks & Printy,

2003. Despite the elusiveness of a thorough understanding of what makes a school leader
effective, it is an essential subjécivorthy of more intensive research and studgr

understanding what leadsip practices help to make a school, and its students, successful. Itis
not definitively known what exactly constitutes effective school leadership. In other wrats,

are the actual actions and/or behavadrprincipals who are considered succelxsf

Purpose of the Study
Leadership skills have been examined by researchers from various perspectives. Early
analyses of leadership differentiated between leader and follower characteristics (Barnard, 1938;
Fayol, 1949; McGregor, 1957b; Burns, 1978yinding that no single trait or combination of
traits fully explained | eadersdé abilities, r

skills had on different situations. Subsequent studies attempted to distinguish effective from
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noneffective leaders (Williams, 2006). The purpose of this study was to identify the actions
that are common to principals who lead successful high schools.

Much research on school leadership focuses on identifying the esoteric school leadership
styles, trais, characteristics, and leadership strategies employed by principals who lead
successful and effective schools (Bolman & Deal, 1994; Davis, Dadargmond, LaPointe &
Meyerson, 2005; Hallinger, 1992; Hallinger & Heck, 1998; Lambert, 2006; Leithwood &,Duk
1999; Leithwood, Harris & Hopkins, 2008; Leithwood & Riehl, 2005; Marks & Printy, 2003;
Robinson, Lloyd & Rowe, 2008; Sergiovanni, 1984; Silins & Mulford, 2002). The purpose of
this study was to not only identify the school leadership styles, tragsceristics, and
leadership strategies common to successful and effective school leadership, but to identify what
these high school principad&tually doto implement these strategies within their school
leadership practices and how school leadergflpss traits, and characteristics manifest
themselves in what successful high school principals actually do, every day, as they lead their
schools.

Research Questions

This study examines the school leadership actions that are common among four high
school principals, who lead successful and effective high schools, through the investigation of
the following overarching research question:

What are the manifestations of the common school leadership strategies employed by

successful andffective high scbol principals as they carry out their practice of school

leadership?

And, these two underlying research questions:

(1) What are the school leadership styles, traits, characteristics, and leadership strategies
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common to successful and effectivigh school principals?
(2) How are common school leadership strategies implemented by successful and
effective high school principals?
Methodology

This study incorporates qualitative methodology to determine if there is a commonality in
what swecessful and effective school leaders actually do to implement their leadership strategies
and how these actions affect the academic achievement of the school, and for its students. A
multiple case study model was used. The study focuses on four such&gsschools. The
schools are rural, urban, and suburban; large, medium, and small; headed by males and females
of diverse racial and ethnic backgrounds.
Participant Selection

For this study, interviews and observations were conducted with the pisoifour
high school8 one 4A, suburban high school in sogtintral Texas; one 3A, rural high school in
southcentral Texas; one Class AA high school in a large city in Montana; and, onenrgl|
Class B high school in nortentral Montand that aredeemed as successful high schools using
multiple measures standardized test results, accountability ratings, graduation rates, attendance
rates, SAT results, teacher turnover rates, and college readiness measures. The schools are
considered successful mumerous areas including: State accountability scores and ratings,
academics, school attendance rates, graduation rates, and teacher turnover rates. The four
schools studied were: one rural, 3A high school in Texas; one rural, Class B high school in
Montana; one suburban, 4A high school in Texas; and, one Class AA high school in a large city
in Montana. The high school principals are three males and one female, one principal is a

Hispanic male, and all have headed their respective schools for at leagtdis.
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Data Collection

Three ypes of data collection methodsterviews, document reviews, and direct
observatonwerae sed in this study. According to Bur
use of two or more methods of data collectohihe st udy of some aspect
(p. 298). The use of several different types of data sources within the same study adds to the
validity of research results (HesB&er & Leavy, 2006). The three data collection methods that
are incorporatechithis study enable the researcheseatectthe participantstriangulate the data,
and assisto ensure the trustworthiness and usefulness of this study.

Interviews. According to Merriam and Simpson (2000), interviews can be particularly
effecivewhert he topic involved is fAcompl ex and e mc
there are three types of interviews: structured, egreted, and focused (Yin, 2009). In order to
accurately describe the actions taken by these principals, which are vahabt success and
student academic achievement, aeseof operended questions wased to interview the four
high school principals. Interviews are appropriate for this study due to the nature and scope of
the research.

Document review. The second fye of data colleatin method used in this study is
document reiew. Document review takegritten a visual artifacts and exanmesthem for data
collecting purposes. Documentation can be in many forms including letters, memoranda, travel
logs, calendarssommuniqués, progress reports, internal documents, personal journals, and
meeting agendas (Yin, 2009). ARnThe texts and
embedded with | arger ideas those g-Bileu§gs have
Leaw, 2006, p. 286). Several types of documents were analyzed for the purposes of this study;

most specifically, th&@exasAcademic Excellence Indicator System (AEIS) reports for the

6



school years between 2005 and 201, ctoHd eftmhea
the Measurement and Accountability Division of the Montana Office of Public InstryQier)
(Montanaodos State Education Agency), curricul
available), and the student and faculty handbooksdaicin @igh school in the studpocuments
from the AEIS and documents from OPI were used to select participants for this study.

Direct observation. The finaldata collection methodsed inthis study is thelirect
observation of the subject. AccordirmRobson (2002), data from direct observation can
contrast with and can often complement information obtained by virtually any other data
gathering technique. A major advantage of observation is the ability to eliminate attitudes and
feelings. Similarlypbservation is also advantageous due to the relatively unstructured nature of
the observation instrument. Watching what the subject does and listening to what he or she says
enabled the researcher to get a true picture of the actual practices of ¢at @sibje relates to
the study (Rueter, 2009).

Definition of Terms

The following definitions apply to this study:

Accountability Accountability is the assignment of responsibility for conducting
activities in a certain way or producing specific resusprimary motivation for increased
accountability measures is to determine how to improve the system or aspects of it. To have a
workable accountability system, there must be a desired goal (e.g., compliance with legal
requirements, improved performapceays to measure progress toward the goal (e.g., indscator
of meeting legal requiremenigdicators of performance), criteria for determining when the
measures show that the goal has or has not been met, and consequences for meeting or not

meeting thegoal. Each of these aspects of an accountability system can vary in a number of
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ways (Goldschmidt, Roschewski, Choi, Auty, Hebbler, Blank, & Williams, 2005).

AEIS Academic Excellence Indicator System. The database developed by the Texas
Education Ageay (TEA) to report educational détastandardized test results, graduation rates,
attendance rates, demographic datadefmr each school and school district in the State of
Texas (for more information on the AEIS, please see http://ritter.tea.statpaxinegiort/aeis/).

Effective leadership_eaders of successful schools who define the success of their
schools not only in terms of standardized test results, but also in terms of personal and social
outcomes, pupil and staff motivation, engagement ariidb@weg, the quality of teaching and
| earning, and the schoolds contribution to
student outcomes through who theydatheir values, virtues, dispositions, attributes and
competencie® as well as what &y do in terms of the strategies they select and the ways in
which they adapt their leadership practices to their unique context (Day, Sammons, Hopkins,
Harris, Leithwood, Gu, & Brown, 2010).

Impact The power of an idea or event to produce changes oe fieelings.

ImplementationHow specific leadership practices are carried out, put into action, or
performed.

Instructional leadership Instructional leadership involves developing and sharing a
common vision of sound instructional practices; buildielgtionships with faculty and students;
and enpowering teachers to be innovativedeveloping angiresenting instruction, providing
feedback, and encourage the sharing of best instructional pradiads (& Printy, 2003)

MontCas:Montana Comprehensivessessment System. A collection of assessment data
collected by the Montana Office of Public Instruction. The data collected includes assessment

results from the Montana Criterion Reference Test (CRT), the National Assessment of
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Educaional Progress (NEP), and the new Smarter Balanced Assessment Consortium
assessment I mplemented as part of Montanaos

Principal: Organizational, operational, and instructional leader of a school.

TAKS The Texas Assessment of Knewdge and Skills is a criteriereferenced
assessment given to students in grades three through eleven in Texas. As per state mandate,
students must pass a part of the assessment in grades three, five, and eight in order to be
promoted to the next gradend must pass an exit exam in grade eleven in order to graduate high
school.

Transactional leadershipThe core of transactional leadership lies in the notion that the
leader, who holds power and control over his or her employees or followers, procelesves
for followers to do what the leader wants. Consequently, the notion that if an employee does
what is desired, a reward will follow and if an employee does not, a punishment or with holding
of the reward will occur (Burns, 1978).

Transformationaleadership The transformational leader, in collaboration with those
he'sheleads, develops and communicates a shared vision for the organizationshdacts as
a role model, mentor, facilitator, or teacher to bring followers into a cohesive ghowys
passion for the vision and the plans of the organization, acts to inspire motivation and inspiration
among those | ead, and develops an adaptabl e
1998).

Significance of the Study

This study is signi€ant in several ways. Primarily, the study contributes to the literature

on the actual leadership practices and implementation strategies of effective high school

principals. Limited research has been done on what school |gatieadly doto implement
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effective school leadership practices. While the bulk of the research points to the conclusion that
effective and successful schools must have effective and successful principals to lead them, this
study reports what high school principattually dg in their capacity as school leaders, and
how these actions contribute to effective schools and enhanced levels of student academic
achievement. While there is an abundance of scholarly literature that describes the traits, styles,
chalcteristics, andtraegies of effective high school principals (see, e.g., Bass, 1998; Burns,
1978; Hallinger & Heck, 1998; 1999; 200z ithwood, Harris & Hopkins, 200&;eithwood &
Riehl, 2005Marks & Printy, 2003; Robinson, Lloyd & Rowe, 20@rgiovanni, 1984), there is
only limited information on what these school leaders essentially do as they implement their
leadership practices. This study focuses on what the high school principal actually does to
implement leadership practices and describes how effective schadeidbg practices are
manifested in the daily work of the high school principal. This study can be used as a guide for
other high school principals to understand what effective school leaders actually do to implement
effective school leadership practices.
Limitations

The use of the qualitative research paradigm and a multiple case study analysis innately
limits the study due to the preconceived bias on the part of the researcher. Hatch (2002) states
that reliance on subjective judgments of the redearvirtually assures a lack of objectivity in a
study. Even though the methodology involves a multiple case study of four different high
schools, the results mawpt be able to be generalizedall high schools.

Delimitations
As stated, the study ¢ases on four high school principals who lead effective high

schools and whose leadership advances student academic achievement. This study enables the
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researcher to delve deeply into the implementation of leadership practices of four successful high
school principals and focus on what the principals actually do as they lead their schools.
Assumptions

In conducting this study, it Bssumed that participants withthe high schools studied
spokeopenly regarding their effectiveness as principald what they do to implement their
leadership practices. It is furthessame that participants ereable to identify their specific
actions, as principals, that are associated with effective schools and academically successful
students. Additiondyl, it is assumed that this studyagconducted objectively, keeping in mind
that the possibility of researcher bias could infringe on the analysis of the data collected.

Organization of Dissertation

Chapter One provides a brief summary of the prolitebe studied, the main research
guestion that guides the study, definition of terms used throughout the study, and a synopsis as to
the significance the study has in the continued research of school leadership practices. In
Chapter Two, the researchadfers a review of the scholarly literature on school leadership:
beginning with defining school leadership and then turning to focus on the origins of school
leadership, the characteristics, skills, practices, and paradigms of effective school ledders, an
then concludgwith a review of what it means to lead an effective school with successful
students. Chapter Three discusses and establishes the research methodology used to conduct the
study. Chapter Four presents the findings from the multiple cadiesiconducted to collect the
data for this study. Chapter Five presents a discussion of the data collected, conclusions
recognized by the researcher, and recommendations for further study.

Conclusion

This chapter preseng overview of a study thatedtifies, examines, and analyzes

11



what effective high school leaders actually do to implement their leadership practices. This
introductory chapter includes the statement of the problem, the purpose of the study, the research
guestions, the research madlology, the significance of the study, limitations and delimitations,

and assumptions associated with the study. This study now turns to the scholarly literature in the
field of school leadership and how these school leaders impact effective schotbopenad

student achievement. The literature review also examines perspectives on school leadership; the
traits, styles, characteristics, and strategies of good school leaders; and lays the foundation for
the study of what effective high school princgakttually do to positively affect school success

and student academic achievement.

12



CHAPTER TWO
REVIEW OF THE LITERATURE
Introduction

Effective school leaders believe that students come first. They believe in meeting the
instructional needs of theinstents. Effective school leaders are proactive (Leithwood, Harris,
& Hopkins, 2008); they initiate action, anticipate and recognize the changes in their environment
that will affect their schools and challenge the statu$ ghe established way of operagd if
it interferes with the realization of their
effective school leaders must be wetbanized managers, as well as artistic and passionate in
their practice of school leadership. Starratt (1995) selysol leaders must wear two r&ts
those of leader and administrator. As school leaders, principals nurture the vision that expresses
the school 6s core values; as administrators,
institutionalize the vision (Wiams, 2006).

Scratch the surface of an excellent school and you are likely to find an excellent
principal. Peer into a failing school and you will find weak leadership. Capable school leaders
are essential for highuality education (Zigarelli, 1996 Principals with strong leadership skills
and a willingness to participate actively in the classroom create better schools (Williams, 2006).
School leadership is second only to classroom teaching as an influence on pupil learning and acts
as a catalyswithout which other good things are not likely to happen (Leithwood, Harris, &
Hopkins, 2008). And because school leadership matters, an effective school leader can make a
positive difference in the overall success of the students, teachers, and lsahsible leads
(Lambert, 2006).

This review @ the scholarly literaturbegirs with defining school leadership, then
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presentan overview of the classical and relassical theories of orgamizonal leadership, and
thenlooks at the predominant scholeladership paradigms that currently inform the practices of
most school leaders. The remaining sectafrthis literature revieviocuse on school leadership
practices and strategies, ttade school leaders play in shaping and defirsalgool cultureand
concluds with what it means to have an effective school and successful students.

Schools have always needed strong leadership. But in recent years, expectations of
Astrongo | eaders have changed ssedoniwhicthcant| y,
principals are and are not meeting them. As Davis, DaHisgpmond, LaPointe, and Meyerson
(2005) point out, fAthe role of principal has
tasks and compet enci eadérs aremexpectedtd) be educafiohat ct i v e
visionaries, instructional and curriculum leaders, assessment experts, disciplinarians, community
builders, public relations experts, budget analysts, and facility managers. In addition, school
leaders are expectedderve the often conflicting needs and interests of many stakeholders,
including students, parents, teachers, district office officials, and state and federal agencies
(Davis, DarlingHammond, LaPointe, & Meyerson, 2005, p. 4).

Any investigation of leadship, and school leadership practices, must begin with a
definition of leadership as it applies to the study. There are as many definitions of leadership as
there are leadership styles, butibdsadership can be definediams n i nf |l uence r el ¢
aamong | eaders and foll owers who intend real (
(Sergiovanni, 2006, p. 18@ n d @t h e-caersive influéncertadirect and coordinate the
activities of the members of an organized group toward the accomplisbnientgr oup obj e
(Jago, 1982, p. 315). Leithwood and Ri ehl (

mobilizing and influencing others to articul
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goal so (p. 14) . S ¢ hished by priecppalseteashers, pr everastudebte a c
The formal leaders of a school are bona fide leaders only to the extent that they fulfill their

defined roles. School leadership functions may be carried out in many different ways, depending
on the indivdual leader, the context, and the nature of the goals being pursued (Leithwood &

Riehl, 2005). Becoming a high school principal is a new and different type of leadership
challenge. The nature of the job is different. The expectations for, and thesibaiies of,

theschool leader are different, regardless the size of the school.

Defining School Leadership

The concept and definition of school leadership has been a topic of debate among
scholars for many years. Simple concepts are easily defuteximplex concepts such as
leadership must be defined more vaguely (Leithwood & Duke, 1999). Defining the practice of
leadership is difficult because it involves a multitude of follower interactions which take place in
many different types of organizatie and environments (Leithwood & Duke, 1999; Stewart,

2006). Yukl (2006) states that the concept of leadership has fostered many definitions, with no
one definition becoming universal because the concept of leadership is so arbitrary and
subjective.

Thedefinitions for school leadership have gone through multiple iterations over the past
century. Principals, beginning in the 1920s and continuing to the 1960s, were perceived as
administrative managers who supervised thetdajay aspects of the schoolglinger, 1992).
Principals in the 1960s and 1970s began to become more involved in the management of
programs, especially federally funded programs such as special education and bilingual
education, which, i n tur nwardctlricdlumeefornrpart of t

(Hallinger, 1992). This new role pushed principals from being school leaders who maintained

15



the status quo during the 1920s to the 1960s to agents for school change in the 1960s and 1970s
(Hallinger, 1992). Principals in the 1968sd 1970s were concerned with making changes but
not necessarily about the effectiveness of change (Hallinger, 1992). Regardless of the outcomes,
the shift toward being a change agent and being more involved in curriculum issues within the
school laid thegroundwork for the instructional leadership movement.

Though leadership is difficult to define, three major areas common to most definitions
have been identified. The first is that leadership is based on organizational improvement
(Leithwood & Jantzi, Q06; Marzano, Waters, & McNulty, 2005). Leaders are people within an
organization attempting to improve the organization in some way. Another commonality in
leadership definitions is about directisatting within the organization (Jacobs & Jaques, 1990;
Leithwood, Jantzi, & Steinbach, 1999; Leithwood & Jantzi, 2006; Yukl, 2006). Diresétiimg
is linked to organizational improvement because for leaders to improve an organization they
must have a direction toward which they are taking the organizafibtiout this direction,
organizational improvement is not likely to occur. The final commonality to leadership
definitions is the importance of leader influence (Leithwood & Duke, 1999; Leithwood & Jantzi,
2006; Yukl, 2006). Influence is important eedless of who is exerting it, how much is exerted,
the purpose of exerting it, or its outcome (Leithwood & Duke, 1999). Leaders intentionally exert
influence on organizational members in order
(2006) defimtion of leadership encompasses these three commonalities into one definition:
ALeadership is the process of influencing ot
done and how to do it, and the process of facilitating individual and colletforgs to
accomplish shared objectiveso (p. 8). Yukl

followers in his definition of leadership, a concept common to other leadership definitions
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(Meindl, 1995).

Burns (1978) explains the interconnectesis of leaders and followers when he describes
the nature of leadership. Other scholars (Meindl, 1995; Ogawa & Bossert, 1995) explain this
notion further by describing the significance of the relationships created between leaders and
followers. These tationships are critical because leadership cannot and does not occur without
followers (Leithwood & Jantzi, 2006; Meindl, 1995).

Other scholars (Barnett & McCormick, 2004; Jantzi & Leithwood, 1996; Meindl, 1995)
take the idea ofdarthbhl poweedsfpltaberi wheaath
perception is the key to | eadership. This n
their reality (Kezar, Carducci, & ContrerdcGavin, 2006). Individuals who perceive a person
as aleader are more likely to become followers and therefore allow themselves to be influenced
by this leader (Jantzi & Leithwood, 1996).

Leaders, knowing this information, need to focus on the perceptions of followers if they
are going to be effective (Kezaarducci, & ContrerabcGavin, 2006). Followers are
influenced not only by their own perception of the leader, but also by the perception of the leader
as held by other organizational members (Meindl, 1995). Knowing the importance of the
perceptions obrganizational members as individuals and collectively means leaders must
interact in positive ways so followers work toward reaching organizational goals (Barnett &
McCormick, 2004). Leaders could find themselves without followers, making them unable to
accomplish anything, if they do not take into account the perceptions of others (Jantzi &
Leithwood, 1996). The growing focus on the impact of followers has led to a lessdeatie
view of leadership in many recent leadership models (Marks & PAA6G3; Leithwood, Harris,

& Hopkins, 2008; Kezar, Carducci, & ContrefisleGavin, 2006).
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Classical and neeclassical organizational leadership theories
Classical and neolassical theories of organizational leadership include: being able to
develop a vi®in and to inspire others to follow; continuing efforts to motivate and inspire others
to succeed through their own efforts; and listening to, as well as, being available and visible to
those one would lead (Fayol, 1916; Gulick, 1937; Selznick, 1948).eTihexiples have guided
the leadership practices of the effective school principal and have resulted in effective,
successful, and systemic school operations. Organic systems will try to reshape themselves to
address new problems and to tackle unforeseatingencies. These systems are fluid
organizations that can facilitate flexibility, adaptation, and job redefinition (Burns & Stalker,
1961). But probably most importantly, as it relates to the faculty and staff that operate a school,
Burns and Stakkr argue that the people in organic organizations are personally and actively
committed beyond what is normally expected, or required of them (Burns & Stalker, 1961).
Organizational leadership theories and theorists have suggested that the leadership
pradices that drive systemic change include leaders who can lead by example, who can get the
right people in the right place, and who will work to ensure that the people within the
organization are involved in originating and carrying out plans for the @ajgomn (Collins,
2006; Fayol, 1916; Gulick, 1937; Taylor, 1911). A leader who can make decisions and
effectively direct people; who is able to coordinate the various parts of the work to be done; who
continuously makes efforts to motivate and inspirersth@ succeed through their own efforts;
who is available, visible, and listens to those s/he would lead; and who can develop and carry out
a plan of action is the integral driver of the leadership support element and the catalyst for
systemic improvemer{Bryk, Sebring, Allensworth, Luppescu, & Easton, 2011; Fayol, 1916;

Gulick, 1937; Selznick, 1948).
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The overall organization of the school, and the district, is reflected in many ways by the
organi zational model dev eTlheSpuetdre af @rgakizmtionsyA Mi nt
Synthesis of the Researd@®79), wherein he describes an organizational model of five basic
parts: A strategic apex, a middle line, and an operating core that are bound together by a support
staff and a technostructure (Mibe&rg, 1979). The Mintzberg model places the top management
in the strategic apex of the organization, which in the context of most school districts would be
the superintendent. But,oheconsides only the organizational structure of the high school, the
school principal occupies this spot. Mintzberg places middle managers in the middle line
position of his model. In schools, teachers would occupy this position. Continuing down on
Mi nt zbergds organi zati on ¢ h arganjzatianal eperatipnsr at i n
and operational process. In most schools the students and parents of the school occupy this
position and are directly responsible to ensure that the actual work (learning) of the school is
accomplished. Mintzberg describes thentexstructure and support staff as outside support
systems that hold the organization together and are responsible for designing systems and
processes for the organization (Mintzberg, 1979). In schools, these capacities are filled by
personnelinthecerl of fi ce and by support staff at t
good description of the organizational structure found in many schools.

Al'f subdivision of work is inescapable, c
p. 5), is the found#n for the need of organizational leadership. If work is to be orgahized
planned, divided, assigned, monitored, and asséstbeth there must be a central figure to
direct these organizational functidgnghe manager (Fayol, 1916; Gulick, 1937; Taylor, 91
The manager must be a leader who can make decisions and effectively direct people; who is able

to coordinate the various parts of the work to be done; who continuously makes efforts to

19



motivate and inspire others to succeed through their own effmdsyvho is available, visible,
and listens to those he or she would lead (Fayol, 1916; Gulick, 1937; Selznick, 1948).

For the neeclassic theorists, effective leaders foster cooperation; that is, they promote the
idea that when members of an organizatMork together, they can accomplish far more than
individuals working alone (Barnard, 1938). Leaders must offer tangible incentives of monetary
and material inducements, personal opportunities for distinction, and desirable work conditions
to obtain thecooperation in meeting the goals of the organization. If the organization cannot
afford adequate incentives, the leader must be able to exercise adequate forms of persuasion in
order to secure the cooperation of individuals within the organization (Bai88; Selznick,

1948). The nealassicists also describe the organizational leader as the source of stability for
the lines of authority and communication, the stability for informal relations within the
organization, and as the source for maintaitiregunity of outlook and continuity of policy with
respect to the meaning and role of the organization (Selznick, 1949).

As the role of the organizational leader expanded beyond command and control
functions, human resource theorists became interestedih e | eader 6s i nter ac
in the organization, and the focus for | eade
| eadership should work to motivate personnel
the giving of orders in oef to exercise a more participatory and situational leadership style that
would enable the leader and workers to cooperate in the assessment of the circumstances and to
work together to decide how to resolve the situation (Follett, 1926). McGregor (£9%nps
leaders that subordinates respond better to leadership that is not focused on the external control
of their behavior, but to leadership that gives workers more freedom to direct their own

activities, delegates responsibility for the work to be agadshed, and allows more
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participative and consultative opportunities for workers to direct their energies towards the
accomplishment of organizational objectives (Bernard, 1938; McGregor, 1957). The changing
relationship between leaders and those tiey tould lead became more pronounced as the
Amodernod theorists turned their attention to

The fiorganico organizational model propos
theoristssuch aBurns and Stalker (1961) and Mintzberg (1989 ggest ed t hat an
structure that was less rigid, and had moreioteekn nect ed r el ati onshi ps t
organizations of the pastndwould encourage a more participatory work environment that is
more supportive of innovation (Burns &aer, 1961; Mintzberg, 1979). They posited that
organic systems will try to reshape themselves to address new problems and to tackle unforeseen
contingencies. They further characterize organic systems as fluid organizations that can
facilitate flexibility, adaptation, and job redefinition and that the people in organic organizations
are personally and actively committed beyond what is normally expected or required of them
(Burns & Stalker, 1961; Mintzberg, 1979).
Paradigms of School Leadership

The primay responsibility of a school leader is ti@d: to ensure that students are
provided with a topguality educational program and teachers have all of the resources necessary
to deliver this program. The educational leader sets the stage for excelleurerbynicating a
vision to the staff, students, and parents in such a way that it becomes a common vision
(Barnard, 1938; Cert & March, 1959; Follett, 1926; McGregor, 1957). Sditedeaders must
set high standards and expectations for staff and ggided hold them [staff and students]
accountable for all they do, or fail to do (Fayol, 1916; Gulick, 1937). For many school leaders,

their basic leadership philosophy can be summed up as: Lead by example (Fayol, 1916). While
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this may seem to be a vesymple philosophy, it has enabled many school leaders to be
successful and effective leaders in very diverse school leadership situations. Leading by
example has helped many school principals to be the firm, fair, and consistent leader called for in
manyeducational studies. This philosophy has also helped many school leaders to be able to
define and describe the missions of the schools they lead; to motivate the people who work with
them to develop a shared vision, and to encourage them to realizesghennfiFayol, 1916;

Gulick, 1937; Selznick, 1948). As school leaders, many principals have been able to learn,
develop, and put into practice the innovation, flexibility, creativity, problem solving skills,
intellectual capacity, and the ability to commuate effectively that are the essential skills of the
effective school leader (Barnard, 1938; Fayol, 1916; Follett, 1926; Gulick, 1937; McGregor,
1957; Selznick, 1948; Taylor, 1911).

A schoolsite leader must be able to think of things in different wagply new ways of
thinking to old situations, and encourage his/her staff to be creative and to think about different
ways to accomplish a task (Taylor, 19115uccessful school leaders share a common core of
essential school leadership practices teatl Idirectly and indirectly to higher student
achievement and more successful schools (Leithwood, Harris, & Hopkins, 2008; Leithwood &
Riehl, 2005; Marks & Printy, 2003; Robinson, Lloyd, & Rowe, 2008 ). These practices are
drawn from the elements of thestructional leadership, transformational leadership, and
transactional leadership models that apply directly to school leadership.

Instructional leadership, transformational leadership, and transactional leadership have
been the predominant leadershipdeals that have guided the school leadership practices of
principals, at all |l evels, for more than 40

and 19906s focused on effective | eaders and
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leackrship abilities (Leithwood, & Duke, 1998). This research has primarily contributed to
understanding the impact of personal characteristics and individual behaviors of effective leaders
and their role in successful school leadership. The studies difedszhbetween leaders and
managers and introduced fivisiono as a new | e
effective leaders are said to facilitate the development of a shared vision and value the human
resources of their organizations (Mezdorse, 1992).

This mode of shareidstructional leadershiprovides for learning and working with
other teachers, students, and parents to improve instructional quality (Marks & Printy, 2003).
Hal linger (1989) f ur t hmeesponsitilityto ersate ta $trang schobl i s t
culture, enabling teachers to collaborate with them in redesigning the instructional program so
that all students can learn. Edmonds (1979) cited the characteristics of an effective school leader
as: Competent tlead in the development of a pervasive and broadly understood instructional
focus; able to establish and maintain an orderly and safe school climate that is conducive to
teaching and learning; adept at putting into place and sustaining high teachertiexyseicta
students; and skilled in the development and implementation of program evaluations based on
varied assessment measures of student achievement.

Instructional leadership of the 1980s was prinegmitered, often accompanied by
images of heroic Eders singlhandedly keeping the school on track (Marks and Printy, 2003).
Glickman (1985) and Pajak (1989) conceptualized what responsibilities and activities were
broadly referred to as instructional leadership. Glickman (1985) defined the five ptasksyof
instructional leadership as being: Providing direct assistance to teachers, group development,
staff development, curriculum development, a

functions should be a part of instructional leadership geeer similar list of tasks, but also
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included planning, organizing, facilitating change, and motivating staff.

Hanny (1987) states that neffective princ
|l eaders é the princi padurrioulunsdevelbpmenk teachet aadd g e a b |
instructional effectiveness, clinical supery
209) . Bryce (1983) and Fullan (1991) agree w

However, Fullan expandhis holisticdefinition of leadership to ba&n active, collaborative form

of |l eadership where the principal works nAwit
relation to shared goal s, teacher Oherceartairltyy abor
teacher commitment, and student | earningo (p

This collaborative nature of leadership is often stressed in the literature. Bernd (1992)
states that Aincreased teacher invol veheent I
staff on student outcomeso (p. 68). Hal | i ng
level to help carry out the critical functions of curriculum and instructional coordination and
supervision. Cooper (1989) and Marks and Printy (200&rieseat schools need to create
models of shared leadership which incorporate the talents and energy of principals, teachers,
students, and parents.

The idea otransformational leadershiwas first developed by James McGregor Burns
in 1978 and later eghded by Bernard Bass and others (Williams, 2006). The studies conducted
by Burns and Bass were based on the work of political leaders, Army officers, and business
executives. The impact of transformational leadership on education, and how it would affec
school s, i s di s c uTsaaséodnational L&desskipniiudtda8 Militaoypakd
Educational Impact There have been a number of studies of transformational leadership in

schools, and their findings point to similarities in how this lestup is practiced, whether it is in
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a school settingr in the business environment (Leithwood, 1992).

Bass (1985, 1998) saw the transformational leader as one who motivated followers to do
more than they were or i gi rat@ohallgadeeixdpcesaddeiahalt o d
effort by further sharply increasing subordinate confidence and by elevating the value of
outcomes for the subordinateo (Bass, 1985, p
be achieved in any one of threeeintlated ways:

1. By raising our level of awareness, our level of consciousness about the importance and
value of designed outcomes, and ways of reaching them;

2. By getting us to transcend our own selierest for the sake of the team, organization, or
largerpolity;

3. By altering our need | evel on Masl owds hi

wants. (p. 20)

According to Avolio and Bass (1987), transformational leaders exhibit these three
leadership attributes: charisma, individualized consideradioeh intellectual stimulation.

Charisma describes leaders who instill pride, faith, and respect; have a gift for seeing what is
really important; and have a sense of mission (or vision) which is effectively articulated.
Individualized consideration ispeesentative of leaders who delegate projects to stimulate and
create | earning experiences; pay personal at
seem neglected; and treat each follower with respect and as an individual. Intellectual

stimulatian is leadership that provides ideas, which result in a rethinking of old ways, and

enables followers to look at problems from many angles and resolve problems that were at a
standstill (Avolio & Bass, 1987).

Northouse (1997) described a fourth leadersitiipbute that transformational leaders
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exhibitd that of inspirational motivation. Inspirational motivation is descriptive of a leader who
inspires followers to be committed to and share the vision in the organization. This is achieved
through the use afymbols and emotional appeals to followers that will focus their attention on
the goals of the organization. The | eader,
interests in order to publue organizational
Marksad Printy (2003) found that Atransform
insufficient condition of instructional | ead
instructional leadership practices are integrated, there is a substantial, positemcefn
school performance and the achievement of students. They also found that effective school
leaders believe students come first, and that school leaders believe in meeting the instructional
needs of the students (Marks & Printy, 2003).
LeithwoodHar ri s, and Hopkins (2008) make seve
school leadership related to the transformational leader. They are:
1. School leadership is second only to classroom teaching as an influence on pupil learning.
2. Almost all successful Eers draw on the same repertoire of basic leadership practices.
3. The ways in which leaders apply these basic leadership précticeéshe practices
themselved demonstrate responsiveness to, rather than dictation by, the contexts in
which they work.
4. Schoolleaders improve teaching and learning indirectly and most powerfully through
their influence on staff motivation, commitment and working conditions.
5. School leadership has a greater influence on schools and students when it is widely
distributed.

6. Some pattens of distribution are more effective than others.
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7. A small handful of personal traits explain a high proportion of the variation in leadership

effectiveness. (pp. 2428)

The elucidation of these fcl ai mso pasasthehel p

put into practice the strategies that are unique to school leaders.

Day, Sammons, Hopkins, Harris, Leithwood, Gu, and Brown (2010) offer an updated
version of Leithwood, Harris, and Hopkilns
leadership that include:

1. Headteachers (principals) are the main source of leadership in their schools.

2. There are eight key dimensions of successful leadership.

t

(2

3. Headteachersdéd values are the key componen

4. Successful heads use the sam@dl@adership practices, but there is no single model for
achieving success.
5. Differences in context affect the nature, direction, and pace of leadership actions.
6. Heads contribute to student learning and achievement through a combination and
accumulation bstrategies and actiodsmaking judgments, restructuring, use of data.
7. There are three broad phases of leadership success.
8. Heads grow and secure success by layering leadership strategies and actions.
9. Successful heads distribute leadership progressively.
10. The successful distribution of leadership depends on the establishment of trust. (p. 3)
While there is some overlap with Leithwood, Hopkins, and Harris (2008), Day, et al., (2010)
introduces some essential detail in two areas: eight dimensions of suclessifghip and three

broad phases of leadership success.
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Eight Dimensions of Successful Common Manifestations of the Eight
Leadership Dimensions

» Defining Values and Vision Foundational Phase

to Raise Expectations, Set
Direction, and Build Trust q Initial actions taken by principals in

new school leadership assignments.
» Reshaping the Conditions

for Teaching and Learning

» Restructuring the

Organization: Redesigning
Roles & Responsibilities Developmental Phase

»  Enriching the Curriculum ‘ Actions taken by principals as their

school leadership practice matures.
» Enhancing Teacher Quality

» Enhancing the Quality of
Teaching and Learning

» Building Collaboration Enrichment Phase

Internally

» BuildingRelationships - Actions taken by principals to sustain
Outside the School effective school leadership practice.
Community

Figure 2.1. Analytical framework suggesting the movement of leadership practices from theory to what school
leaders actually do to implement their leadership practices. Adapted from “10 Strong Claims About Successful
School Leadership,” by C. Day, P. Sammons, D. Hopkins, A. Harris, K. Leithwood, Q. Gu, and E. Brown, 2010,
Professional development presentation published by: National College for Leadership of Schools and Children’s
Services, p. 4. Copyright 2010 by the National College for Leadership of Schools and Children’s Services
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The eight dimensions of successful school leaders include: (1) defining their values and
vision to raise expectations, set direction, and build trust; (2) reshaping the conditions for
teaching ad learning; (3) restructuring parts of the organization and redesigning leadership roles
and responsibilities; (4) enriching the curriculum; (5) enhancing teacher quality; (6) enhancing
the quality of teaching and learning; (7) building collaboratiorrivatdy; and (8), building
strong relationships outside the school community (Day, et al., 2010, p. 4). When the three
phases of school leadership success: i.e., foundational phase, developmental phase, and
enrichment phase are added to the attributeHexdteve school leadership, we begin to move
beyond the esoteric ideals to a more concrete understanding of what school leaders must affect in
order to provide effective school leadershifhe eight dimensions of leadership and the phases
of school leadeship offeredn the research bay et al. (2010), suggests a framework by which
the data clbected in this study malye analyzed ad interpretedFigure 2.1).

School leadership practices and strategies

As school leaders, principals nurture the visiemth ex pr esses the scho
administrators they develop the structure and policies that institutionalize the vision. Recent
research has suggested that most successful school leaders share a common set of practices and
strategies (LeithwoodHarris, & Hopkins, 2008; Marks & Printy, 2003; Robinson, Lloyd, &

Rowe, 2008). These practices and strategies are the extensions of four core assumptions about
school leadership, i.e., that school leaders: (1) build a vision for their schools andssetkhe o | 6 s
direction (Transformational/Transactional); (2) make it a priority to understand and develop the
people working for them (Transformational); (3) are proactive at redesigning their school
organizations (Transformational); and (4) actively manhgeatademic and instructional

programs of their schools (Instructional) (Leithwood, Harris, & Hopkins, 2008). These school
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leadership practices have also been shown to have direct and indirect positive impact on student
achievement and school successl{iRson, Lloyd, & Rowe, 2008).

Every school principal is faced with the task of finding the best way to organize his or her
school/staff so that it is most conducive to a high level of student success. School leaders choose
to employ many different stgt of influence in their respective organizations. In fact, every
principal 6s | eadership style and the set of
toolbox can have an effect on the overall school environment and student achievement. A
subgantial body of research exists in the area of school leadership. Principals must make
choices as to which school leadership practices they think are most important to make use of
when it comes to ensuring the effectiveness of the educational prograeir cgichool.

Leadership traits and practices have been examined by researchers from various
perspectives (Bryce, 1983; Bass, 1985; Leithwood, Harris, & Hopkins, 2008; Leithwood &

Riehl, 2005; Marks & Printy, 2003; Mendé#orse, 1992; Robinson, Lloyd, Bowe, 2008).

These analyses of school leadership differentiated between leader and follower characteristics,
and finding that no single trait or combinat
effectiveness, researchers then begantoexantineww i nf |l uence an i ndivi
experience with the application of leadership skills had on student achievement and school
success (Connelly & Clandinin, 1990).

School leadership practices that spring from the first of the four core assumptiahs abo
schoolleade’sd evel oping a vision for the ddnclideiol , a
Building a shared vision among all of the sc
group goals, and the setting and demonstration of high expestébiostudents, faculty, and

administration (Leithwood & Riehl, 2005; Leithwood, Harris, & Hopkins, 2008). To identify
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and articulate the school 6s Vvision, t he scho

communicator, make clear what the vision holdscfeating a more effective school, and
establish schoelide responsibility for attaining the shared vision. Once the vision is clearly
articulated and accepted, the school leader must demonstrate commitment to effecting the
changes necessary and expljccommunicate the expectations required for success (Leithwood
& Riehl, 2005).

Schlechty (2000) states that one of the greatest barriers to school reform is the lack of a
clear vision. Excellent schools have a clear vision (Sergiovanni, 1984), whnertestive
schools lack one (Matthews & Sammons, 2005). A vital school leadership practice for
successful schools is for school leaders to create and communicate this vision (Day, Harris, &
Hadfield, 2001; Hallinger & Heck, 1999; Hallinger & Heck, 2002jthwood & Jantzi, 2005).
Hallinger and Heck (2002) describe vision as the moral and spiritual values which underlie a
| eader6s view of the world and provide the
a school vision is meant to creaéundamental sense of purpose and guide the activities of a
school over a number of years (Deal & Peterson, 1999; Leithwood, Jantzi, & Steinbach, 1999).
Successful leaders must be able to create a vision which others will follow or facilitate the
collabaative creation of a vision (& Campo, 1993; Barnett & McCormick, 2004; Bolman &
Deal, 1994). Fullan and Hargreaves (1996) believe creating a vision through a collaborative
process is far more beneficial for the school because more individuals will sappodea they
helped create. The school vision also needs to be stodetered to help unite the faculty
(Cavanaugh & Dellar, 1998; Lambert, 2006; Leithwood, Jantzi, & Steinbach, 1999). ltis
important to periodically revise the vision because it guitie direction of the ev@volving

organization (Hallinger & Heck, 2002; Lambert, 2006; Senge, 1990). Developing and
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articulating a vision is imperative to the establishment of the direction for a successful school,
but goals must also be set to reatizis school vision (Leithwood, Jantzi, & Steinbach, 1999;
Leithwood & Jantzi, 2006).

Goals are more precise, whereas the vision is more overarching (Hallinger & Heck,
2002). Goaketting can be done by the principal or through a collaborative prodash, w
encourages organizational members to be more invested in the goals set by the school (Hallinger,
1992; Leithwood & Jantzi, 2006). The gap between current practices and desired practices in a
school are identified when schools create goals (Halli@gdeck, 2002). Goals must be
achievable and are usually quantifiable so there is more accountability (Hallinger & Heck, 2002;
Hallinger & Murphy, 1986). The implementation of both a vision and goals helps increase
student achievement by setting a comsistlirection for the school (Stolp, 1994). School leaders
can help faculty, staff, and students accomplish school goals by setting high expectations
(Leithwood & Jantzi, 2006). High expectations help motivate teachers and students to work
toward goalattainment by comparing current performance to future success (Leithwood, Jantzi,
& Steinbach, 1999). A school leader must be willing to challenge and change the school culture
so the vision will be fulfilled (Bass, 1998). A positive culture and an envieor that is
conducive to learning are fundamental to fulfilling the school vision (Deal & Peterson, 1999). A
strong and positive school culture also helps to ease the adjustment between current practices anc
future goals, which is essential for goal a&sl@ment (Sergiovanni, 1984). A strong and positive
school culture plays a vital role to enable the school leader to set the direction for his school (&
Campo, 1993).

The second of the four core assumptions for effective school leadership is that school

leaders make it a priority to understand and develop the people working for them. The practices
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underlying this assumption are that school leaders seek to provide individualized support for the
professional development of staff; encourage the intellestumllation and development of

teachers; and lead by example (Leithwood, Harris, & Hopkins, 2008). The professional

devel opment of the faculty and staff | eads t
it e c hn idcteathingaad leaming. Meanfmgprofessional development ensures

continued intellectual stimulation and creates opportunities fdepth conversatiodsamong

faculty and stafi about effective teaching and schooling practices. School leadersakelst

personal interesh supprtingt hei r st affdos professional gr owil
an example (Leithwood & Riehl, 2005).

People are the organization (Leithwood, Jantzi, & Steinbach, 1999). Effective school
improvement comes from the improvement of the people whmanebers of the organization
(Leithwood, Jantzi, & Steinbach, 1999). Itis a vital practice of effective school leaders to create
and share knowledge in order that the faculty and staff of the school are engaggaimgon
professional development (Da&3000; Fullan, 2002). Intellectual stimulation can be used to
provide ideas that result in a rethinking of old ways, enables followers to look at problems from
many angles, resolve problems that were at a standstill and help promote intelligence tyationali
and problem solving skills among the faculty and staff (Bass, 1998). Effective schools must be
able to solve problems, and the intellectual improvement of faculty and staff empowers them to
look at old problems in new ways and to support the considerand solution of complex
issues that can arise during school improvement initiatives (Bass, 1998; Jantzi & Leithwood,
1996). Professional development is another way to improve the problem solving capacities of
teachers (Leithwood, Jantzi, & SteinbatB99; Leithwood & Jantzi, 2006). Intellectual

stimulation through professional development leads to collaboration and the promotion of
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collective action to reach school goals (Poplin, 1992).
Another avenue to improve a school is for the leader to geeamdividualized support to
faculty members (Hay, 2006). School leaders must know their organizational members well to
be successful at providing individualized support (Leithwood & Jantzi, 2006). Individualized
support can be provided in a variety adys including giving personal attention to teachers
(Bass, 1998), assisting individuals when they are struggling personally or professionally (Bass,
1998), and showing concern about staff membe
1996; Leithwood, Jatzi, & Steinbach, 1999). A principal is able to create greater motivation by
supporting teachers emotionally and professionally (& Campo, 1993; Bass, 1998). Direct contact
by the principal provides personal motivation, thus creating a feeling of sdipptre necessary
work of successful school change (Brown, 1993; Hallinger & Heck, 1999).
A final means to develop people within an organization is through the modeling of
behavior. Modeling behavior allows the principal to lead by example; demorgstnatinone
should act in order to facilitate the accomplishment of the school vision and goals (Jantzi &
Leithwood, 1996) . While reflected in the sc
supported by action (Leithwood & Jantzi, 2006; Schlec2®p0). It is essential that the
organi zationds members see actions taken by
with the school s vision (Jantzi & Leithwood
Developing people in the organization can haveararching effect on the culture of
the school (Fullan & Hargreaves, 1996; Norris, 1994; Ogawa & Bossert, 1995). Principals who
meet the needs of their staff members socially and emotionally, encourage them to take risks,
and help them grow professiolyalhelp change the culture of their schools (Norris, 1994).

Modeling of appropriate behaviors by the principal can also have a positive effect on shaping the
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school culture (Norris, 1994; Yukl, 2006).

According to Leithwood, Harris, and Hopkins (2008 third of the four core
assumptions about effective school leaders is that they are proactive when they recognized that a
redesign of their school organizations may be necessary. The practices that provide evidence of
this core assumption include: Biing collaborative school cultures, recognizing the need for
restructuring in the school organization, and building productive relations with parents and other
stakeholders as well as working to connect the school to the community. School leaders
inffluence their school 6s culture through the dev
expectations, attitudes, customs, and a trusting and caring school environment. Restructuring of
the school 6s schedul e, c¢ han ges,slteiation o rowdirfef as s i
procedures, and the reassessment of technology and instructional material requirements all play a
part in enhancing the school 6s performance.
effective and efficient changes, no teathe source (Leithwood & Riehl, 2005).

Leithwood and his colleagues added the category of redesigning the organization to
transformational school leadership theory in the late 1990s. Numerous scholars (Barnett,
McCormick, & Conners, 2001; Cavanaugt®llar, 1998; Stewart, 2006) described the effect a
transformational leader has on a school culture. Leaders who impact school culture are able to
foster change (Huber & West, 2002). Principal actions, including creating a vision and modeling
behavior, mpact the culture of the school (Barnett & McCormick, & Conners, 2001). The
school culture creates the conditions which allow for the accomplishing of seft®ofoals
(Richards & Engle, 1986). Shared decisioaking and community relations impact schoo
culture; vision building, goal setting, high performance expectations, intellectual stimulation,

individualized support, and modeling also have a strong influence (& Campo, 1993; Leithwood &
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Jantzi, 2006). Shared decisioraking becomes a part of théneol as the principal builds
consensus for school reform (Silins & Mulford, 2002). Structures and processes, both formal
and informal, draw on the strengths of teachers and allow for shared dexégdiorg to occur
within a school (Leithwood, Jantzi, &&nbach, 1999). Shared decisimraking becomes part
of the culture, promoting increased teacher motivation and commitment to the school vision (a
Campo, 1993; Leithwood, Jantzi, & Steinbach, 1999). The final piece of the Leithwood and
col | ea g udefnidion 6f 3chddl@ransformational leadership is building productive
relationships with families and communities. A principal must be connected to the community
because what is happening outside of the school impacts the performance of studentsqdeithw
& Jantzi, 2006). Connecting to the wider environment allows the school to use new ideas from
the community and helps resources flow into the school (Leithwood & Jantzi, 2006). Itis no
longer possible for schools to ignore the impact the family anthaunity have on the school
(Fullan, 2002). Schools must build relationships with outside stakeholders to ensure school
change (Leithwood & Jantzi, 2006).

The fourth core assumption about effective school leaders is that they actively manage
the academiand instructional programs of their schools (Leithwood, Harris, & Hopkins, 2008).
The essential school leadership practices connected to this assumption are: Careful consideration
of school staffing decisions, positive support for teachers, ensuringuopted classroom
instructional time for students and teachers, and maintaining a careful balance of school
programsandextreaur ri cul ar activities. Collins (20C
right people on the bus, the wrong peopleloé bus, and the right people in the right seats, and
only then did they figure out where to drive

build a team of teachers dedicated to the sc
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withthe necessary support to ensure they remain
vision for success.

The shift toward instructional leadership started in the 1980s and was a response to the
publicbs desire that s ctheawmdesic pedornamce of gtudamtd ar d s
(Hallinger, 1992; Stewart, 2006). The principal who was an instructional leader became the
primary source of educational expertise in the building (Hallinger, 1992; Marks & Printy, 2003).
The principal became respalole for managing the school and improving the teaching and
learning in the building (Leithwood, 1994). The nature of instructional leadership was typically
top-down because most principals set school goals (Hallinger, 1992; Marks & Printy, 2003).
Thepi nci pal f#fl edo the faculty toward attai nme
According to Marks and Printy (2003) however, the practices which defined an instructional
leader were not achieved. Educational researchers have noted readongaiiuhs of
instructional leadership which help explain this failure to change schools.

One major area of concern for scholars is thedimpn nature of instructional leadership.
Implementing school improvements is a complex and diffuse procesg-down leadership is
not an effective mechanism to accomplish school change (Hallinger, 1992). The school
improvement process is particularly difficult in secondary schools because the many specialized
subject areas mean the principal lacks the currmd¢ulawledge to impact the teaching and
learning (Leithwood, 1994). Another flaw in instructional leadership is that sometimes great
leaders are not always great classroom teachers (Liontos, 1992). The principal who is an
instructional leader must havesalid grounding in teaching and learning (Liontos, 1992). Some
leaders do not have a vast knowledge base about teaching and learning but are still able to

improve schools (Liontos, 1992). In addition to these flaws in instructional leadership,-the top
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down approach of this leadership style did not blend well with the shift in the 1980s toward
schools becoming more democratic institutions (Marks & Printy, 2003; Stewart, 2006).

These issues with instructional leadership provided a type of foundationaldyng for
one of todayds more prevalent perspectives o
leadership. Leithwood (1992) predicted that transformational leadership would subsume
instructional leadership as the dominant leadership philosogthools during the 1990s.

Hallinger verified this prediction in his writings in 2003. One of the major driving forces in the
rise of transformational leadership was its ability to assist principals in coping with unplanned
actions which are necessary szhool reform (Hallinger, 1992).

Of course, effective school leaders will not demonstrate all of these essential practices
every day, and the manner in which they employ these practices will vary from school to school
(Leithwood, Harris, & Hopkins, 2@). Because successful school leaders also share a small
number of personal traits, that may explain how they are able to effectively apply the essential
leadership practices identified by Leithwood, Harris, and Hopkins (2008), Marks and Printy
(2003), and Robinson, Lloyd, and Rowe (2008). Among the personal traits shared by successful
school leaders are: Flexible thinking, persistence, resilience, and optimism (Leithwood, Harris, &
Hopkins, 2008). Leit hwood, Hapexplamwhyand Hopk
successful leaders facing daunting conditions are often able to push forward when there is little
reason to expect progresso (p. 36).

School Leaders and School Culture

Over the last three centuries, American public schools have devel@ieovh stable

organizational culture, which has resisted change (Parish & Aquila, 1996). Every school has a

unique culture (Marzano, Waters, & McNulty, 2005). Scholars (Maher, Lucas, & Valentine,

38



2001; Saphier & King, 12 ®ddatios forsucessstl schaoh ool 06 s
improvement. The concept of school culture has been borrowed from the field of anthropology
(Smircich, 1983). There is no agreed upon definition of culture in this field of study (Smircich,
1983). The definition ofuwture is also unclear in the field of education (Deal & Peterson, 1999;
Gruenert, 2000; Gruenert, 2005). The definitions of culture vary, but some of the following
words have been used to describe the phenomenon: assumptions, attitudes, behavgrs, belief
ceremonies, covenants, dress, expectations, fairy tales, heroes, history, ideology, knowledge,
language, laws, myths, norms, practices, purpose, rewards, rituals, stores, structure, symbols,
traditions, and values in a school (see, e.g., Bolman & R6@8B; Cavanaugh & Dellar, 1997b;
Fullan & Hargreaves, 1996; Hallinger & Heck, 1999; Marzano, Waters, & McNulty, 2005;
Norris, 1994; Peterson & Deal, 2002; Sergiovanni, 1984; Stolp, 1994).

Marzano, Waters, and McNulty (2005) and a Campo (1993) expktim¢thmatter what
the definition of culture, a culture exists as a naturgbtmguct of people working together. The
concept of culture as a product is also part
product and a process (Bolman & Ded(3). Culture is a product because it has been
produced by those previously in the organization (Bolman & Deal, 2003). Culture is a process
because it is being renewed and recreated as new members enter the culture and make the old
ways their own (Bolma@ Deal, 2003). The impact of new organizational members on a
school 6s existing culture means a school 6s ¢
his study of culture, Schein (1992) created three levels of analysis for culture. Each level is
based upon how visible the culture is to observers (Schein, 1992). The lowest level of culture,
artifacts, is easily visible while the highest level, basic assumptions, is difficult to recognize by

those inside and outside the organization (Schein,)1992
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Scheindéds (1992) first | evel of culture 1is
things a person sees, hears, and feels. Schein cautions that this level is easy to see but should no
be the sole criterion for analyzing an organizationbltuur e because an i ndiyv
interpretation of artifacts will affect the findings (Schein, 1992). The second level of culture
according to Schein (1992) is espoused values. These are the vital values of the organization that
have been establehd and di scussed as being part of th
(Schein, 1992) . Espoused values do not have
cultural analysis, basic assumptions. It is far more likely, however, that teizagional values
that are put into action, not just assumed, are in line with the basic assumptions of the
organization (Schein, 1992). Basic assumptions are the actions which are taken for granted and
usually not confronted or debated within the orgation (Schein, 1992). If this level of the
culture is changed it will create anxiety which must be addressed if a change is to become
permanent (Schein, 1992). Basic assumptions are such an integral part of culture that individuals
who do not believe ithese basic assumptions are considered outsiders (Schein, 1992). Deal and
Kennedy (1982) made their definition of cult
around hereodo (p. 4). Ot her schol ar smentbasr e t a
of the organization interact with each other (Gruenert, 2000). Fullan and Hargreaves (1996)
describe culture in a school as the guiding beliefs, assumptions, and expectations evident in the
way a school operates.

Scholars have not only disagresabut the meaning of culture, but also about the
different types of school culture. Leithwood (1992) and Brown (1993) created a dichotomous
view of school culture by describing it as being either rigid analtwpn with teachers working

in isolation or abeing collaborative, where members work together to create change. Hopkins,
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Ainscow, and West (1994) expand on this dichotomous view with four categories including
stuck, wandering, promenading, or moving. Stuck schools are low achieving and are
characerized by teacher isolation and blame being placed on external stakeholders (Hopkins,
Ainscow, & West, 1994). Wandering schools are those which are experiencing too many
innovations, creating fragmentation and a lack of overall direction for the schauli(is,

Ainscow, & West, 1994). Promenading schools are living in their past achievements and not
changing quickly and in any major way (Hopkins, Ainscow, & West, 1994). The final type of
school, according to Hopkins, Ainscow, and West (1994), is a m®ahool where there is a

healthy balance of change and stability as the school improves. No matter how culture is
described or appears in schools, the culture of a school impacts educational stakeholders
(Cavanaugh & Dellar, 1998; Peterson & Deal, 200230ple learn from the culture how to act

and often times what to feel and think (Gruenert, 2000; Peterson & Deal, 2002; Stolp, 1994). A
negative culture guides people in the wrong direction and puts strong pressure on organizational
members to confornKflman, Saxton, & Serpa, 1986). The presence of a weak culture may be
due to the lack of a transformational leader (Cavanaugh & Dellar, 1998). Literature reviews find
principals affect school culture which in turn effects student achievement (Barnett &

McCormick, 2004; Hallinger & Heck, 1998). Research findings support the notion that the
presence of a transformational leader and a strong school culture positively impact student
achievement (Barnett & McCormick, 2004; Lucas & Valentine, 2002). Thenfyisdrom
studies investigating school cultureds i mpac
time, research design, instrumentation, and achievement variables. This variation suggests solid
evidence of the strong connection between schdtlreuand achievement. These relationships

are consistently statistically significant that school culture can be used as a mediating variable
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when research is focusing on the impact of leadership on student achievement (Maher, Lucas, &
Valentine, 2001).The research suggests that a transformational leader can help create strong
cultures which will improve the school. Conversely, weak cultures hinder school improvement
and are characterized by teachers working to solve problems alone instead of dgllective
(Brown, 1993; Cavanaugh & Dellar, 1998). While a weak and negative culture can divide a
school, a strong and positive school culture can unite a school for change (Firestone & Louis,
1999). A positive culture guides the actions of members in thediigddtion and puts pressure

to conform on those working against the culture (Kilman, Saxton, & Serpa, 1986). A common
direction in a school leads to the overall growth of the organization (Norris, 1994). The journey
to create a strong, positive cultusdong, but worthy of the effort put forth by organizational
members (Fullan & Hargreaves, 1996). School culture is one aspect of a school which a leader
can influence (Barnett & McCormick, 2004; Leithwood & Jantzi, 2006; Ogawa & Bossert,

1995). Principls want to positively affect the culture of the school because it is a major factor in
the school improvement process (Gruenert, 2000). However, principals can only impact the
school culture if they understand it (Bolman & Deal, 2003; Saphier & Kindy;19®Ip, 1994).
Effective leaders understand the culture so they are able to push for the necessary changes
without destroying the school culture (Waters, Marzano, & McNulty, 2003). Large scale change
usually requires changing cultures, which is a clifiti task and cannot be completed by altering

a few small things (Yukl, 2006). A weak school culture can be changed easier than a strong
school culture (Kilman, Saxton, & Serpa 1986). Most cultures, however, are deeply entrenched
and to change them is tondamentally alter the character and identity of the organization (Deal,
1990; Kilman, Saxton, & Serpa, 1986). A leader cannot accomplish change without the support

of the teachers (Saphier & King, 1985). A critical mass of teachers is necessanyge aha
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culture. Enough organizational members must be willing to let go of the old and adopt the new

if a change in culture is to become permanent (Cavanaugh & Dellar, 1998: Deal, 1990). A
culture can change much more quickly if the members want a ctaogeur (Fiore, 2004).
Cavanaugh and Dellar (1998) explain that if change is desired, it can occur in as little time as one
year. Gruenert (2000) disagrees with this notion and believes fundamentally changing a culture
takes five to seven years.

Schoolsuccess depends on culture (Leithwood, Jantzi, & Steinbach, 1999; Saphier &
King, 1985), so culture cannot be ignored and must be a focus of the school (& Campo, 1993;
Mabher, Lucas, & Valentine, 2001). Numerous literature reviews (Cavanaugh & Dell@r, 199
Leithwood & Jantzi, 2006; Stolp, 1994; Waters, Marzano, & McNulty, 2003) link strong,
positive, collaborative school cultures and student achievement. School leaders need to see
school culture and student achievement on the same end of the edusaiatraim because
they are complementary (Gruenert, 2005).

Schools in the United States are under tremendous pressure to improve. School
leadership and school cultuaee research avensevhich must be extensively explored with the
anticipation that therdings will confirm or expand existing knowledge. A more thorough
understanding of these factors can enhance existing practices and thus improve student
achievement.

Effective Schools and Successful Students

There are many factors that influence studeictess. The strongest effects on student
performance are shown to be present due to individual student characteristics such as family
background, intellectual ability, and motivation for learni@gleman, Campbell, Hobson,

McPartland, Mood, & Weifield1966 Jencks, 1977; Van de Grift & Houtveen, 1999). Factors

43



related to the school environment account for a smaller percentage of the effects on student
achievement, but are certainly worthy of study. The greatest effect on student achievement
attributale to the school environment is found at the classroom level.-leMghinstructional
techniques, a robust and focused curriculum, formal teacher training and certification in the areas
of both academic content and pedagogy, and the use of activengeathiegies provide the
strongest effects on student achievement (Edmonds, 1979; Marks & Printy, 2003; Bryk, Sebring,
Allensworth, Luppescu, & Easton, 2011). The next highest effect on achievement is attributed to
school | eader s hiipseconddnd tolclaserbom teachiy @g as imflugnce on
pupi | |Leithwood, Hagi®, & KHopkins, 2008, p. R7

Student success must be the basis for all decisions made by school leaders. Until August
of 2013, most schools in the state of Texas usdmation generated by the Academic
Excellence Indicator System (AEIS) to assess student performance. School leaders who
understand the importance of the AEIS have used this information to plan instruction, for
remediation, and to prompt class struetuil he information is also used to develop both the
campus improvement plan and the budget. The AEIS was designed to bring a more varied look
at the academic progress of students in Texas public schools. It is a great source -tésehool
data for jus about any aspect of Texas public schools that a researcher might want to probe. Itis
from the data provided by the AEIS that | identified twoha high schools to include this
study.

The origins of the AEIS go back to 1984, when the Texas Legisl&uthe first time
sought to emphasize student achievement as the basis for accountability. That year, House Bill
72 called for a system of accountability based primarily on student performance. Prior to that,

accountability focused mostly on proce3dat is, districts were checked to see if their schools
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had been following rules, regulations, and sound educational practices. Since the first year of the
AEIS (199091), it has developed and evolved through legislation, recommendations of advisory
committees and the commissioner of education, State Board of Education actions, and final
development by Texas Education Agency (TEA) researchers and analysts.

The level of detail on the AEIS was possible thanks to the extensive amount of school
data colleted in Texas. Through its Public Education Information Management System
(PEIMS), the TEA annually collects a broad range of information on over 1,200 districts
(including charters), more than 8,000 schools, 320,000+ educators, and over 4.9 milliots studen
Additionally, testing contractors provide the agency with scores on standardized tests which are
administered statewide (e.g., State of Texas Assessments of Academic Readiness [STAAR],
Texas Assessment of Knowledge and Skills [TAKS], Scholastic ugsiTest [SAT], ACT
college readiness assessment, Advanced Placement [AP], and International Baccalaureate [IB]).
Other state agencies provide information such as tax rates and property values.

The Academic Excellence Indicator System (AEIS) pulled teayed wide range of
information on the performance of students in each school and district in Texas every year. This
information was put into the annual AEIS reports (now TAPRexas Academic Performance
Report), which are available each year in the fallhe performance indicators for 2012 were:

1 Results of the Texas Assessment of Knowledge and Skills (TAKS)
1 Exit-level TAKS Cumulative Passing Rates;

1 Progress of Prior Year TAKS Failers;

1 Attendance Rates;

1 Annual Dropout Rates (grades37and grades-22);

1 Completion Rates (gear and 5year longitudinal);
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1 College Readiness Indicators;

(0]

(0]

Completion of Advanced/Dual Enrollment Courses;

Completion of the Recommended High School Program or Distinguished
Achievement Program;

Participation and Performae on Advanced Placement (AP) and International
Baccalaureate (IB) Examinations;

Texas Success Initiative (TSI)Higher Education Readiness Component;
Participation and Performance on the College Admissions Tests (SAT and ACT),
and

CollegeReady Graduas.

Performance on each of the indicators compiled by the AEIS is shown disaggregated by

ethnicity, special education, low income status, limited English proficient status (sinc@32002

atrisk status (since 20034, district, region, and state),darbeginning in 20089, by bilingual/

ESL (district, region, and state, in section three of reports). The reports also provide extensive

information on school and district staff, finances, programs and student demographics. The

accountability rating igisible, as well, on every AEIS report; however, the AEIS report is not

the "accountability report." No accountability ratings were released in 2012.

Unlike Texas, Montana does not have the comprehensive data collection and

accountability system similao that found in the AEIS report. Nor, do they have a high stakes

testing regimen such as the TAKS or STAAR tests, which are required for high school

graduation in Texas.

Instead, the State of Montana maintains several, distinct data bases on theadviont

Office of Public Instruction (OPI) website (www.opi.mt.gov). The OPI website maintains a
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A Repor t ssecBon, Wiadh pravides current and archived resources and information about
OPI's data collection tools, formats, and scheduléss section bthe website also links to
reports on student achievement, such as the No Child Left Behind (NCLB) Act Report Card and
the National Assessment of Educational Progress (NAEP). The Reports and Data section
provides demographic and financial informationared by school districts, data concerning
graduati on anad idsrkoop osuttu dreantte sd,atfiaa,t st udent di
information, and school improvementpladish e A Cur ri cul um & |l nstruct
website providesesoures and information regarding academic standards, standardized
assessments (including the Montana Criterion Referenced Test [CRT], the National Assessment
of Educational Progress [NAEP], and the ACT college readiness assessment), professional
development, r&d best practiceslt was from the Montana Office of Public Instruction website
that | was able to collect data anal ogous to
Montana high schools that were used in this study (Montana Office of Pudiligction, 2014).

| mproving education was one of the corner
initial run for the presidency. Borrowing t
Wright Edel man of the Chil domnésedDebenmpr buasn
schools if elected. He touted the improvement of education in Texas schools resulting from the
use of highstakes tests, especially the narrowing of the gap between the scores of white and
minority students. After his suessful election, President Bush used his influence to encourage
Congress to pass educational reform legislation. A bipartisan effort resulted in The No Child
Left Behind Act.

The federal No Child Left Behind Act is having a tremendous impact on pubbolsg

particularly schools that utilize Title | funds. U.S. Department of Education Title | Director, Dr.
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Caryl Burns stated the AKey requirements of
schools accountable for all students performing agla level, and having qualified teachers in
every classroomo (Shuford, 2004, p. 1). The
& Gallup, 2008) found that the NCLB Act represents the greatest federal incursionli2to K
education to date. NCLBpeesents a major new departure from a long history of state
locatbased control over key education decisions.

According to Nichols and Berliner (2007), NCLB is the reason for the present spread of
high-stakes testing. For the first time in histahe federal government has set requirements that
beginning with the 20096 school year, all students be tested in math and reading annually in
grades 3 through 8 and at least once in grades 9 through 12. Schools that meet the 37 required
criteria are labled as meeting Adequate Yearly Progress (AYP); those that do not are labeled
Not Meeting AYP. AYP refers to the minimum level of improvement that states, school
districts, and schools must achieve each year as they progress toward the ESEA goal of having
all students reaching the proficient level on state tests by 2014. Thus, the federal government is
mandating higkstakes standardized tests for all United States students (Nichols & Berliner,
2007).

Schools failing to meet AYP risk not receiving Titleuhds and other sanctions. Before
NCLB, many schools systems only concerned themselves with average scores; thus, gaps in
achievement between ethnic, income and disability subgroups were of limited concern. As a
result of NCLB, districts must pay attean to the achievement gaps of these subgroups. While
the No Child Left Behind Act makes significant changes to raise academic standards, increase
student testing and provide information to parents and communities, the law also imposes new

sanctions oschools based on how students perform on state tests. While this Act may provide
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assistance to schools that fall behind, it also levies sanctions such as allowing students to transfer
to other schools, funding private tutoring programs, and shiftingaaftfocal schools to the

district, state, or private contractors. The authors of this legislation are certain that setting high
academic standards for students, testing students on these standards, and holding schools and
educators responsible for reaupthose standards will significantly improve public education in
American schools.

According to Jones, Jones, and Hargrove (2003), the shift in control of what is taught, of
how it is taught, and who gets higluality instruction is perhaps the mostee consequence of
NCLB and the accountability movement for the education community. States that once provided
only curriculum frameworks and outlines, are now dictating the content of instruction. This shift
in control from local communities to polieyakers at the state and national levels has quietly
occurred with little discussion or recognition (Jones, Jones, & Hargrove, 2003). The supporters
of educational reform using higgtakes testing such as President Barak Obama, Secretary of
Education ArnéDuncan and other legislators at both the state and national level, continue to shift
the loci of control away from the classroom teachers, district leaders, local school boards, and
state educational agencies towards the mandate and control of schomidstdodederal
agencies and policymakers. The case for standmsisd accountability has been supported by a
host of powerful voices ranging from Bill Gates, CEO at Microsoft; to Michelle Rhee, former
Superintendent of Schools in Washington, D.C.; tadR&Veingarten, the president of the
American Federation of Teachers and others.

According to Wong and Nicotera (2007), the standrdss e d movement 6 s C «
expectation is that all children should receive the high level of education once reseeaved fo

fraction of our nationds students. This par
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poor and previously excluded and is having a tremendous impact on educators, lawmakers, and
students (Wong & Nicotera, 2007). This study validatesuhpp or t er s 0 -diakesi ef t
tests have helped identify and focus attention ondohieving students, particularly in
designated minority subpopulations or those attending low performing schools. Accordingly,
this study supports the position thatieased attention to special education students and the
corresponding increase of access tayoadelevel instruction is a direct result of higliakes
testing. The third implication derived fron
exclusion is the new mantra of education. All students, including poor, minority, and special
education students, must be successfully provided with esposhdary preparatory based
education.
According to a study conducted by Nichols & Berliner (2007), tgsimd accountability
are intended to improve achievement and motivate staff and students. This study brings into
guestion t he s up-ptakestestinggsdnotivating studentsoaapply moregeffort
into their work and to study harder. Fhet, this study finds strong opposition to the position
that failure on a test will increase student effort to learn. This study suggests that while the
students recognize that higkakes tests are obstacles they will need to surmount, this knowledge
is not motivating them on a daily basis. Further, failure on-Bigkes test often leads to
negative reactions on the part of unsuccessful testers and may prompt some students to give up.
The purpose of the United States Department of Education (USD&)Rsloon Schools
Program is to honor public and private elementary, middle, and high schools that are either
superior academically or that have experienced dramatic gains in student achievement (No Child
Left BehindBlue Ribbon Schools Program: Purposé)@0 These schools also serve as models

for other schools throughout the nation. The Blue Ribbon Schools Program recognizes schools
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that have at least forty percent of their students from disadvantaged backgrounds that
dramatically improve student perfoance in accordance with state assessment systems; and it
rewards schools that score in the top ten percent on statenasstssOf the schoofsominated

by each state, at least etierd must be schools that have students from disadvantaged
background¢No Child Left BehindBlue Ribbon Schools Program: Eligibility, 2009).

School leaders can help faculty, staff, and students accomplish school goals by
establishing and maintaining high expectations (Leithwood, & Riehl, 2005). High expectations
help tomotivate both teachers and students to work towardatehment by comparing
current performance to future success (Leithwood, & Riehl, 2005). A school leader must be
willing to challenge and change the school culture, as needed, in order to reali=edn (Bass,
1998; Norris, 1994). A positive culture and an environment that is conducive to learning are
fundamental to fulfilling the school vision (Deal & Peterson, 1999). A strong and positive
school culture also helps to facilitate the adjustnbetween current practices and future goals,
which is essential for goal achievement (Sergiovanni, 1987). A strong and positive school
culture plays a crucial role to enable the school leader to set the direction for his school (&
Campo, 1993).

Aprincpal 6s acti ons, including creating a Vi
impact on the school culture (Barnett & McCormick, 2004). The school culture produces the
conditions that allow for the accomplishment of schemle goals (Leithwood & RiehR005).
Shared decisiemaking and community relations have an impact on school culture; vision
building, goal setting, high performance expectations, intellectual stimulation, individualized
support, and modeling also have a strong influence (& Cam®;, l8ithwood & Riehl, 2005).

The school leader must be connected to the community because what is happening
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outside of the school can have a direct impact on the performance of students (Leithwood &
Riehl, 2005). Being connected to the school comitywallows the school to seek out new ideas
from the community members and helps additional resources flow into the school (Leithwood &
Riehl, 2005). School leaders can ill afford to ignore the impact family and community has on the
school (Fullan, 2002) Schools must actively engage in building relationships with outside
stakeholders to ensure school change and support (Leithwood & Riehl, 2005).

School leaders continue to search for answers to improve the academic achievement of
high school students drio continually move their schools toward improvement, while at the
same time contending with state (TAKS and STAAR) and federal (NCLB and AYP) mandates

outlined by their accountability systems. The process of educating students is much different

thanmaaging a production |Iine in a factory. ]
assembled or molded into a finished Aproduct
di verse backgrounds and skil | yproeesdachstudertht at t

requires individual attention. At a minimum, improved academic achievement is going to
require a commitment to academic excellence, regardless of the circumstances they may find
themselves in, by: families and communities, studeet&hers, schools, and school leadership
for every student, in every classroom, every day.
Conclusion

The basic conclusion drawn from this review of scholarly literature is this: Effective
schools must first have an excellent school leader. Araistprincipal will display school
leadership characteristics drawn from the instructional leadership, transformational leadership,
and transactional leadership paradigms. The main traits displayed and practiced by effective

school leaders include: buildimg vi si on for their schools and
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making it a priority to understand and develop the people working for them; being proactive at
redesigning their school organizations; building, ebuéding, a culture in their school this
focused on student academic success; and, actively managing the academic and instructional
programs of their schools (Leithwood, Harris, & Hopkins, 2008). These school leadership
practices have been shown to have direct and indirect positive impsitident achievement

and school success (Robinson, Lloyd, & Rowe, 2008).

The role of the principal continues to evolve each and every day. Successful school
leadership is no longer confined to merely being able to effectively manage both the chidren an
adults who arrive at the schoolhouse on a daily basis. The distinction between management and
leadership is of critical importance to the success of any principal. It is this concept of school
leadership that it is at the heart of educational admanistt on6s knowl edge bas:
leadership takes many forms, but certainly depends greatly on the context of each individual
school and community. The remainder of this study is dedicated to the discovery and revelation
of exactly what effective schooldder® from two high schools in Texas and two in Mon&@&na

do to lead their campuses to produce academically successful students.
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CHAPTER THREE
RESEARCH METHODOLOGY
Introduction and Purpose of the Chapter

The reviewof the literature presented in Chaptevoladdresses the context for this study
on effective school leadership practices and how the actions of high school principals affect
school success and student achievem&he purpose of this studyts identify the actions that
are common to principsiwho lead successful high schools in TexasMontana. This study
examineghe school leadership actions that are common among four high school principals who
lead successful and effective high schools in Texas and Montana, througVvesitgation othe
following generakesearch question:

What are the manifestations of the common school leadership strategies employed by

successful andffective high school principals as they carry out their practice of school

leadership?

And, these two underlyingesearch questions:

(1) What are the school leadership styles, treltaracteristics, anstrategies

common to successful and effective high school principals?

(2) How are common school leadership strategies implemented by successful and

effective high school principals?

The purpose of this chapter is to outline the methodology and specific procedures and
protocols undertaken by this study, including research design, data collection procedures, and
data analysis.

Research Design

This study incorporates a qualitative methodology. Hélber and Leavy (2006)
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write that fAqualitative research produces bo
while deemphasizing the solely causal models and explanations that have histoicatigted
the research processo (p. 5). Therefore, qu
conducted and includes a number of specific characteristics.
Characteristics of Qualitative Research
According to Creswell (2008), qualitative raseh:
1 Takes place in the natural setting, enabling the researcher to develop a level of detalil
about the individual and to be highly involved in actual experiences.
1 Uses operended observations, interviews, and document review.
1 Uses methods that are intetige and humanistic, involving active participation by
participants.
1 Involve participants in data collection.
T I'nvolves the researchero6s interpretation

1 Views social events in their totality within a larger context.
Characteristics of Qualitative Researchers

Characteristics of qualitative researchers include:

1 An open and inquiring mind, being a good listener, general sensitivity and responsiveness

to contradictory evidence (Robson, 2002).
1 Sensitivity to their own biases and how they shiipestudy (Robson, 2002).
1 Acknowledgement that persoreglf is inseparable from researciself representing

honesty and openness to the research (Creswell, 2008).

1 Inductive reasoning that is muftaceted, iterative, and simultaneous (Creswell, 2008).

1 Gahering data to build concepts, hypotheses, or theories (Merriam & Associates, 2002).
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1 Understanding that the researcher is the primary research instrument for data collection

and analysis (Merriam & Associates, 2002).
Data Collection in Qualitative Researt

According to Creswell (2003), data coll ec
study, collecting information through unstructured (or ssmictured) observations and
interviews, documents, and visual materials, as well as establishing tbegtsdor recording
informationo (p. 185). Examples of data col
events, people, interactions, and observed behaviors; direct quotations from people about their
experiences, attitudes, beliefs, and thoudirs; excerpts or entire passages from documents,
correspondence, records, and case historieso
goal s of the data are to determine Awhat peo
themintheirowt er mso (p. 159).

Researcher as instrumentCreswell (2003) writes that the researcher is:

Typically involved in a sustained and intensive experience with participants. This

introduces a range of strategic, ethical, and personal issues into thetigeakisearch

process. Therefore, it is imperative that the researcher identify biases, values, and

personal interests about the research topic and process. (p. 184)
In this study, the researcher brings insight to the research due to his involireeduntation for
the past eighteen years as a teacher and school leader. The researcher must guard against innate
bias that has evolved over time. As an observer, interviewer, and document recorder, the
researcher had access to the case albeit in tlaeibapf an outside entity. Functioning as the
instrument of research in this study, the researcher encountered advantages and limitations

inherent in the qualitative methodology (Rueter, 2009).
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Qualitative Approach Advantages
An innate advantage of glitative research is that it encompasses experiencing, inquiring
about , and examining everyday I|ife (Rueter,
occurring, ordinary events in natur al settin
(Miles & Huberman, 1994, p. 10). The data are validated throughout the process of qualitative
research (Creswel |, 2008) . Anot her characte
with strong potenti al f or rnmae, €994 h.10)n Ghese datap | e x i
provide a strong ring of truth that has an impact on the reader. The flexibility of qualitative
research lends confidence that the researcher fully understands the circumstances of the study.
Qualitative Approach Limitations
According to Creswell (2008) the sampling procedure, being purposive, could decrease
the generalizability of the research findings. There are also choices that must be made regarding
the structure of the instrumentation. Patton (2003) offers thretatioms that are possible in
gualitative research:
1. Limitations in the situations (critical events or cases) that are sampled for observation;
2. Limitations from the time periods during which observations took place; and/or
3. Limitations based on selectivity the people who were sampled either for observation or
interviews, or selectivity in document sampling (p. 563).
Case Study
Case study is defined as rodledgesaboatmpireglet o f
o0c®dse of a small rrslwe  Rofb sroenl, at2d®d 29gc ps 89) .
studies include: selection of a single or multiple case(s) of a situation, individual, or group

interest of concern; study of the case in its context; and collection of information via a range of
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datacollection techniques including observation, interview, and document analysis.

This study used case study as the specific qualitative research strategy. Stake (1995)
writes that case studies are bounded by time and activity and are appropriate whseataher
is exploring a program, an event, an activity, a process, or one or more individuals. A multiple
case study research design was used to identify the actualjai@lapproaches used by
principals to lead successful high schools and to egpha theory to practice aspect of school
leadership practices. A multiple case study research design of tmesstul high school
principals a small, 3A rural Texas high school; a 4A suburban Texas high school; a small, Class
B rural Montana high sclod; and an urban i@&ss AA Montana high schowelasused to
investigate the research questions.

Case study strengths.Case sampling adds confidence to findings. The evidence from
in-depth case study is often considered more compelling, and the stedslis regarded as
being more robust (Yin, 2009). The elements of trustworthiness and transferability of the
findings can be strengthened by following a replication strategy (Miles & Huberman, 1994; Yin,
2009).

Yin (2009) f ur t hyngouealcaséstudyastlike €arrying aut muftigdea r r
experimentso attempting to replicate an init
taking the investigation into an area suggested by the previous study. When the findings from
subsequentomplementary case studies support each study, the study is furthatedalith
addition, Yin (2009%tates that some facets of case analysis can be generalized to other cases.

Case study limitations. Case studies also have some limitations as itbestcby
Merriam and Simpson (2000):

1 Case studies can be expensive and time consuming.
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1 Case study narratives tend to be lengthy documents.
1 Findings from case studies cannot be generalized in the same manner as findings from
random samples; generalizabilisyrelated to what each user is trying to learn from the
study. (p. 111)
Unit of Analysis
For the purposes of this study, the unit of analysis is the principal of each of the four high
schools chosen to be a part of this study. This study will incagptwa Texas high schools and
two Montana high schools of varied size and demographics in order to ascertain common themes
of school leadership and then to describe the actions that principals who lead successful schools
use to promote the academic sucaddbeir students. For the purposes of this study, it was
imperative that the researcher identify four schools, which met the established participant
selection criteria, allowing for a thorough study that will be of future use.
Procedures and Data Cokction
This study involveperceptions of individuals as well as documentation of the actual
practices used by the high school principal to implement leadership practices that result in
effective academic programs and focus on student success. Thehefatata collection
methods were designed to solicit a true picture of actual practices of school leaders and vivid
descriptions of the impact that the principa
program and student success as a resuleai¢ademic program. Prior to any action affiliated
with conducting the study, the researcher obtained the necessary approvals from The University
of Texas at San Antonio, including Institutional Review Board approval.
Upon completion of the research pospl and prior to conducting the study, a request for

Institutional Review Board approval was submitted to the University. In addition, signed letters
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of consent from the high school principals involved in the study were obtained.

This approval was obined via letters of introduction to the principals of the high schools
selected for the study. The letter included the purpose of the study, and included permission to
conduct the study. l ncluded i n tlovakand et t er
his/her consent to participate in the study.

Upon university approval and approval of the high schools involved, the study
incorporated three methods of data collection: interviews, direct observation, and document
review. The use of multiple fms of data collection allows the researcher to triangulate the data
to obtain a more accurate picture of the practices implemented by high school principals as they
lead successful high schools.

Participant Selection

The four high schools, two in Texasdatwo in Montana, selected for the study were
those that were identified as fAsuccessful o b
study:

1 Texas high schoolsThe high school received accountability ratings not less than
AAcademi calel, o Acaceptddamlg to the AEI' S accol
years the selected principal served at the school.

o Passing rate for students on the TAKS test was 70 percent, or higher.
1 Montana high schoolsThe high school received overall satisfactory aotalility
ratings during the period the selected principal served at the school.
0 Passing rate for students on the Montana CRT was 70 percent, or higher.
1 Attendance rates exceed 93% for four of the six school years between 2005 and 2011.
1 Graduation rates ered 90% for four of the six school years between 2005 and 2011.
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1 Four Year Completion rate exceeds 90% for four of the six school years between 2005
and 2011.
1 Average SAT scores exceeded the state average for four of the six years between 2005
and 2011.
T The Coll ege Readiness measure for ABoth St
school years between 2005 and 2011.
1 Teacher turnover rate is less than the state average for four of the six school years
between 2005 and 2011.
1 Identification of the school aé by classification: Texas schools: 3 {A301- 900
students; 4 (A) 901500 students. Montana schools: ClagsI25- 300 students; Class
AA - 900 students, or more .
1 Identification of the school by location: rural, suburban, and large city.
While sdhoolsmay share similar organizational and academic structures, the considerably varied
arrangement of these structueschootby-school and statby-stat® contributes to each
school 6s uniqgue structure and owerdatail or,e dand
application of his or her art of school leadership.
When | began this study, in August of 2013, | lived in San Antonio, Texas. In April of
2014, | accepted a superintendent of schools position in Conrad, Montana. Using the selection
criteria, described above, | was able to identify several schools that were near to where | lived,
both in Texas and Montana. When | began my recruitment process, | discovered that not many
of the principals at the schools that met the selection criteria wiiregwo take part in the
study. Several schools, in each state, failed to respond to the invitation to participate in the study

and many of the schools that did respond, declined my invitation to participate in the study. As |
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worked my way down thedt of schools that met the selection criteria, | accepted the first two
principals, from each state, who accepted my invitation to be a part of the study. | was able to
recruit four demographically diverse schools: A suburban 4A high school in Texay,ded
woman; a rural 3A high school in Texas, led by a Hispanic male; a rural Class B high school in
Montana, led by a white male; and a Class AA high school in a large Montana city, led by a
white male. All have led their respective schools for at |leastykars.
Data Collection Procedures

Interviews

One of the most important sources of case study information is the interview (Yin, 2009).
Al nterviewing provides a way of generating e
people to talk aboutther | i ves and is, in effect, speci al
Burgess, 1999, p. 105). Interviews can make a person feel positive, negative, or have no affect at
all and can be remembered or forgottéreqgraf, 2001). Interviews acenducted in afer to
support or question data obtained during direct observation and document review. It is essential
that a connection between the interview and interviewee be established. By establishing a
relationship or reciprocity of perspectives, the intervieavet the interviewee form a personal
relationship (Gubrium & Holstein, 2003).

Description of interviews. Interviews may take several forms. Yin (2009) describes
three interview types: opesnded, focused, and structured. Opeded interviews solicibe
interi ewe e d0s r e capihidns regardifigarcevent. A second type of interview is the
focused interview in which the researcher has a set of questions with which to begin the
interview. The interview may still remain opended, but theterviewer is more likely to

follow a set of questions. The final type as described by Yin (2009) is the structured interview.
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Structured interviews follow a format along the lines of a survey. For the purposes of this study,
the researcher used thpemended and focused interview techniques (Appendix A).

Interview strengths. HesseBiber & Leavy (2006) explain that interviews are a strong
form of data collection because they use @Ain
process and asme[s] that individuals have unique and important knowledge about the social
world that i s ascertainable through verbal C
instrument designed for the purpose of improving knowledge on a particular gMgegraf,

2001).

Interview limitations. In faceto-face work, the interviewer has an impact on the
participants sometimes leading to contamination of data (Knight, 2002). Yin (2009) delineates
four specific limitations of interviews as a data collectioethod:

1 Bias due to poorly constructed questions

1 Response bias

1 Inaccuracies due to poor recall

1 Reflexivityd interviewee gives the answers they believe the interviewer wants to hear.

Interviewee criteria. For this study, the research deals directly wittatra high school
principal does to effectively lead a high school and the impact these actions have on student
academic su@ss. Therefore, interviews arenducted with only the principal from the schools
selected.

Interview procedures. Theinterviews |ated from one to two hours. The researcher
explained that the interview is for the purpose of research and gained the consent of the
interviewee. The principals selected to be interviewed at each school were informed that the
interview was recorded anlddt notes were taken by the interviewer while the interview was
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conducted. Following the interview, the interview was transcribed and the researcher coded the
transcription and assigned themes to the data.
Document Review

The second type of data colleet method used in this study was document review.
Document review is taking written or visual artifacts and examining them for data collecting
purposes. Documentation can take many forms including letters, memoranda, travel logs,
calendars, communiqugogress reports, internal documents, personal journals, and meeting
agenda (Yin, 2009). ARThe texts and objects
| arger i deas those groups h aBiber&lLeaty 006, @.r shar
286). Several types of documents were analyzed for the purposes of this study; most
specifically, the Academic Excellence Indicator System (AEIS) reports for the school years
between 2005 and 2011 (for Texas schools), data reported on the Montana Gfibdof
Instruction website, campus improvement plans, student handbooks, the student code of conduct
for each high school in the study, as well as neftesis and procedural memnodathat describe
and communicateperational practices initiated by thencipal. While student handbooks and
the student code of conduct may not be always be locally written, many times the school
principal has added sections to these documents elaborating on administrative processes and
operational procedures that are@pe to that school site.

Document review strengths.Robson (2002) lists three distinct advantages to document
review:

1 They are unobtrusive and nogactive. The inquirer does not need to be in direct contact
with the person producing the document.

1 They provide valuable crosglidation of other measures, either supporting or
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challenging them.

1 They encourage ingenuity and creativity on the part of the researcher.

Document review limitations. There are limitations to document reviews as well. Yin
(2009) notes four weaknesses to document review: documents can be hard to retrieve, biased
selectivity, reporting bias on the part of the author, and limited access or deliberate blockage of
access. Documents may al so beon(€Grempékl e, 2
231). Personal documents, which are handwritten, may be hard to read and decipher (Creswell,
2008). Robson (2002) writes of the ethical difficulties of researching without the knowledge or
consent of the subject being studied.efehmay also be issues of the confidentiality of the
information recovered in a review of documents as sensitive and distressing information may be
revealed. The objectivity of the researcher could be lost without the subject supplying context
for documets retrieved (Robson, 2002).

Direct Observation

Another source of evidence in a case study is direct observation (Appendix B).
Observations of the subjects being studied can yield powerful data where the researcher takes
field notes on the behavior aadtivities of the individual at the research site. The observer may
also engage in roles varying from a faarticipant to a complete participant (Creswell, 2008).
Observations can be of meetings, sidewalk activities, classrooms, and casual intgpéictjions
2009). In this multiple case study, observations of the actions of pisdijpdh casual and
formal, areused to gather observationatd. Of particular interest ike observation of
principals as they conducted dimyday operations at thelsool site.

Direct observation strengths. Robson (2002) lists several advantages of direct

observations. Because direct observation involves the researcher watching what people do and
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listening to what they say, this method is not dependent oratletpi ci pant 6s respo
attitudes. Direct observations are particularly useful to help describe complex operations and
interactions (Bloomberg & Volpe, 2008). Yin (2009) notes that observation covers events in real
time and in the real world.

Direct observation limitations. Observation can be tim@nsuming and there may be
limitations on selectivity of activities to be observed. There is also the possibility of the event
proceeding differently because it is being observed (Yin, 20083urihg that the actions are
genuine and not contrived due to the reseaéshpesence could be a limitation as well.

Data Analysis

When analyzing the data in qualitative research, Miles & Huberman (1994) suggest
methods to obtain high quality data an&éysThese include data reduction, in which the
researcher will find ways to manage the accumulated amounts of data; data display, in which the
researcher uses better means of organizing and displaying data, such as matrices, charts, and
networks; and corgsion drawing and verification, in which the researcher draws conclusions
about the meaning of data from the very beginning of the data collection process-Bidesse
Leavy (2006) break down data analysis and interpretation into a series of steps:

1. Data preparation, in which the researcher thinks about what data will be analyzed and
whether or not these data will provide an understanding of the research question.

2. Data exploration, in which the researcher highlights and emphasizes the information of
mostimportance to the study.

3. Specification/reductionof data, in which the researcher codes the data and organizes
data into analytical dimensions.

4. Interpretation, in which the researcher processes the data to provide a basis from which
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knowledge claims cabe drawn.

Field Note Memos

Denzin (1981) claims that:

Fieldwork is the method that throws the researchers directly into thedilds under

investigation and requires the careful recording (through-fietés) of the problematic

and routine fetres of that world. (p. 117)

Occurring continuously throughout the data collection process, the researcher made notes on
thoughts and ongoing questiohsit cameo mind as the dataewvebeing collected.

Interpretation of Data. Creswell (2003) statesdahdata interpretation is an ongoing
process which involves continuous reflection and questioning throughout the study. He
describes six generic steps in data interpretation, which the researcher will follow in this inquiry:

1. Organize and prepare the dédaanalysis. This involves transcribing interviews, typing
field notes, or sorting or arranging the data into different types depending on the sources
of information.

2. Read through all of the data obtaining a general sense of the information and reftect o
general meaning.

3. Begin detailed analysis with a coding process which involves organizing the data into

Achunksd before bringing meaning to those

4. Use the coding process to generate a description of the setting or people as well as
categoris or themes for analysis. Description involves a detailed rendering of
information about people, places, or events in a setting.

5. Advance how the description and themes will be represented in the qualitative narrative.

This could be a chronology of eusror a discussion of connecting themes.
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6. Interpreingor making meaning of the data. What were the lessons learned? (Lincoln &

Guba, 1985 in Creswell, 2003frrameworks for the analysis and interpretation of the

data collected for thistudy (Figure 2.1, Figure 5.1) were developed and adatetthe

reseach reported by Dagt al., (2010).
Trustworthiness of the Findings

Credibility is concerned with whether the findings are really about what they appear to
be about (Robson, 2002 Cr edi bi I ity (or wvalidity) sugges
credible from the standpoint of the researcher, the participants, and the reader. This criterion
becomes a key component of the reseaporden desi
to ensure the credibility of the findings in this study, the researcher used three strategies
described by Creswell (2008), which checked the accuracy of the findings: triangulation, peer
debriefing, and member checking.
Triangulation

An important check on the credibility of research is to incorporate the technique of
triangulation, in which two or more methods of data collection are used to answer the same
research question (HesBer & Leavy, 2006). A major attribute of case study is thétalbo
use multiple sources of evidence (Yin, 2009). This study will extract data from several different
sources associated with the high schools. In order to ensure the trustworthiness of the data, three
methods of collecting qualitative data were used
Peer Debriefing

Another method of enhancing the accuracy of the findings is to use peer debriefing, a
process involving an outside person who reviews the study and asks questions to ensure that the

study resonates with people other than the reseaiCheswell, 2003). For the purposes of this
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study, the researcher identified a fellow doctoral student from the University of Texas at San
Antonio as peer debriefer. Throughout the study the researcher met with the peer debriefer to
discuss the studynd analyze the emerging data.

Member Checking

Creswell (2008) defines member checking as taking the final report or specific
description or themes back to the participants and allowing the participants to verify their
accuracy. Written observation redsrand transcriptions of interviews were presented to the
participants and feedback was solicited. This ensured there were no misinterpretations of
collected data prior to publication.

Dependability of the findings. Miles & Huberman (1994) write that glitative
researchers need to share the fiexplicit, sys
test them carefully. We need methods that are credible, dependable and replicable in qualitative
termso (p. 2). A The monea& whethep therfihdangs tare cposistent i 0 n
and dependable with the data collectedo (Bl o
important that the researcher keep a journal and detailed accounts of how the data were analyzed
and interpreted (Bloondsg & Volpe, 2008). It is hoped that the use of a variety of sources in
this study will also increase the dependability of the research conducted. In order to safeguard
the dependability of the findings of this study, Rueter (2009) suggests that tremesshould
be continuously reminded of certain questions:

1 Are the research questions clear, and are the features of the design congruent with them?

1T Does the narrative Aring true, 0 make sens
vicarious presece for the reader?

1 Did triangulation among the complementary methods and data sources produce generally
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converging conclusions?
1 Were the conclusions considered to be accurate by original informants?
Chapter Summary

Case study research tells a story, imsl form of research comes closer to revealing the
Atruthso that can be useful to educational I
is more effective, or the epistemological orientation of a researcher. These supercilious
pronouncemes are ephemeral propositions that are subject to change whenever there comes a
chall enge to the prevailing Aismso by anothe
t houghts recorded in some | ofty | ouardreari,c 6on
guestions. They are of no use to the principal who is struggling to find ways to improve high
school mathematics instruction, or working to ensure that new teachers are successfully
integrated into the culture of the school, or trying to integradee dualcredit college courses
into the curriculum. The use of castedy research methodologyovides a starting point for
di scussion and consideration by these educat
researchers, and the research tiay conduct, reminds the researcher of a line from Macbeth:
Aé[] They are] but a wal king Shadow, a poor Pl
Stage, And then is heard no more; It is a tall Tale, Told by an Idiot, full of Sound and Fury,

Signifying nothing" (Shakespeare, Macbeth, Act V).
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CHAPTER FOUR
REPORTING THE DATA
Introduction and Purpose of the Chapter

As stated in Chapter One, if one looks into the workings and operation of a successful
school, most often one will find an excellent pipat. Next to teachers, the research has shown
(Marks & Printy, 2003Lambert, 2006; Leithwood, Harris, & Hopkins, 2008) that school
principals have the second largest impact on the acadeictess ofheir students. Chapter
Two wasa comprehensive rewieof the professional literature to identify the leadership styles,
traits,characteristics, anstrategies of effective school principals who lead sufglesshools.
Chapter Three séhe paameters and methodology used to conduct the research. Chaipte
identifieswhat successfischool principals actually da their dayto-day interactions with
students, facwt staff, and school operatiotts manifest these leadership styles, traits,
characteristics, anstrategies in their school leadershipgiices. To gather the data for this
chapter, a twelve question interview was condutgmbendix A)with each of the participants
of the study, as well as conducting direct observations of the principals a(Appéndix B)
Thesedataare reported inlhe first part of this chapter.

As the data collectedeveanalyzed, iree themesmerged from the intervievesmdwere
reiteratedoy all four of the exceptional school leaders who parttegban this study.They all
assertedhat thefundamentafirst step of aneffective high shoolprincipal is to be observant:
ask a lotof questions and then listém the answersNext, all of the principals concurred that
developing andustaining relationships is a vidimension offfective school leadship.

Finally, they allsupportedhe notionthat all change in their schools must be measured, carefully

planned, and then vigorously and collaboratively implemeniégse themes are discussed in
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the summary of Chapter Four.
A suburban high schoolprincipal in Texas
Mission Overlook High School is leddas it has been for more than 23 yéaby Dr.
Janie Brown, who will admit to being sixgpmething, but has the energy and stamina of women
(and men) half her age. She began her career in education asea, teadtwhile teaching at a
high school in another district, she earned
Brown was promoted into the assistant principal position at the high school in which she began
her career in education, for aMgears, and then she moved into a central office administrative
position as the Director of Special Programs. After that, she was asked by Mission Overlook
Independent School Distrittan affluent suburban district located within the city limits of one
of the largest cities in Texasif she would be interested in taking the helm as principal of
Mission Overlook Junior High School. She held that position for five years, and then Dr. Brown
moved into the high school principal position at Mission Overlooktghool, where she has
been in charge of a Texas Mftddans, forthgdast Bgdas o | w
(JB 04/16/2014, 122 ).
Mission Overlook Independent School District has been in operation for about 100 years,
and Mission Overlook Hjh School (MOHS) has been in existence for more than 60 years. In
the 20132014 schoclear, MOHS housed about 1500 students and was staffed by 129
administrative, faculty, and support personn
traditionalhgh s chool é @ paocslalt ®geg 0p hi gh school that I
every focused on getting kids ready for ¢
our students go on to college, and itds a

successful, so we ally take a lot of pride in getting them ready for their college
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experience and their success there. (JB 04/16/2013206

The basic demographics for Mission Overl o
student body that is about 60% Anglo;3®% Higanic, and a very small percentage of African
American students. There are about 27% of the students on the federal free or reduced price
lunch program. The demographics of the staff essentially mirroothpasition of the student
body(JB 04/16/201435-39).

Dr . Brown describes her | eadership style
her teachers to become fiteacher | eaders, 0 an
make the professional leadership development decisions for tmisar8he commented that
the teacher s ar ascliool eadgrship activitigd® 04/A64201d, 43D i
When she first came to MOHS, she concentrate
dynamics throughout t h deacharshvbamlshedad S/bried viith o u g h t
previously at the junior high school, hired some new teachers, and moved some teachers out.
She still has conversations with the teacher
These efforts were made todie the change in the schestiaff culture she believed was
necessary to improve the academic program at the high school. She met with students and
listened to what they had to say about their classes and also used course surveys in order to find
out whatstudents thought abotlteir schoo(JB 04/16/2014, 684).

As Dr. Brown reflected on her preparation for the school leadership position she now
holds, she credits her Masterds degree progr
school adminisation, and her Doctoral program in educational leadership as laying the
groundwork for her understanding of how curriculum and school leadership work together to

form the framework for a successful academic program at the high school. She remained

73



steadést, however, in her assertion that the practical aspects of running a school are how one
really |l earns to be an effective school | ead
now than | was 23 years ago,40wvehreoldahdtryingtost wa
find my way. | think that practice and experience is how you get it figured out versus the

knowl edgeo t hat ccoarseeask afthre amversi(yBa4f 16/8014, 453).

When asked to describe her responsibilitea &igh school principal, Dr. Brown was
straightforward inobserving Al t hink you have to do everyt
am willing to do whateer it takes to get the job do(#B 04/16/2014, 567). &he thinks that
the key to bein@ble to carry out her role as the instructional leader of the school is to surround
herself with fAhigh qualityo personnel who ar
what they are supposed to do to promote and foster an effective academic $éeiynghould
share her beliefs and philosophies and must be willing to collaborate in order to provide an
outstanding academic atmosphere for the students at MOHS. As the school principal, she
believes, one must il ceté&redfadyou spek sighilitfB wh o ar e
04/16/2014, 5&2). ®r . Brownds fAtypical 0 wsehekmilesaseske i s
elaborates

You never know what is going to happen. You can have a schedule, for example,

scheduling observations of teacherd, ymu can be called out of these observations,

anytime. You have to be able to flourish in uncertainty and be able to keep a lot of

Aiball so in the air at the same ti me. Y ou

operating thisway. (JB 04/16/204, 6467)

When the Mission Overlook Independent School District asked Dr. Brown to become the

principalof MOHS, the school was populated by about 1000 students and was not the-student
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centered, high expectations and standardsherlead, program that it has become under her

|l eader ship. Dr . Brown brought her reputatio
t he A ha hightschoobfdulty artd staf{fJB 04/16/2014, 693),0 and, with a specific

vision of what he school could become, Dr. Brown went to work making the organizational,
operational, and academic changes she deemed necessary to build an effective and academically
successful school. The first thing she did to begin the conversion of the schoolegade

the existing department chairsewtéhettemchdrs
sought, to reform and lead the academic program at the school. She had the complete support of
the superintendent and the sehboard to make these ciges(JB 04/16/2014, 75B2).

One of the first things that she discovered about the academic program at MOHS was that
students who had likédand done well i& mathematics were not doing well in math at the high
school level. To fix this, she recruitedne mat h t eachers who were fis
competent, and targeted t hetio fprreobfueisisd otnhaed nd
departmeri ( J B 0 4 /-756 Asaite hatl elsewhgre in the school, she moved some new
teachers in and moved some otteaichers out. Once she had the math faculty she wanted in
place, she focused on the professional development of those teachers, providing the assistance
and support they needed to become the math teachers she knew her stoaldntged to
become succefig (JB 04/16/2014, 783).

Reflecting on her more than 30 years of experience as a school leader, Dr. Brown offered
some advice on what aspiring and practicing school leaders need to know and be able to do to
i mprove their schoolsbueéhesdi aeademi ansutbe
Anew principals need to bdnratoundtehedgddnwah

04/16/2014, 87) She believes that it is imperative that principals surround themselves with high
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qualityfacul ty and staff, who not only share the
also studententered, competent, capable, and knowledgeable. It is also important that
principals treat all of the people they come into contactdvgtudents, fadty and staff, parents
and othecommunity members with respec(JB 04/16/2014) When they first come into the
building, a new principal should sit down and meet with teaéheodiectively and on®n-
ondand Abegin to buil d msedothattiheteashersiptarn cam uid t h
relationships with students. o New school | e
strategic planning to address ways to-9)ntegr
When asked about whtite community expects from her, as a high school principal, and
what are her future plans for school improvement, Dr. Brown is again stfargfard in her
response, AdAThe ¢ ommu n ipdrfgrmieghigheschoand tmeke taoe off u n a
theirkidso ( J B 0 4/ .1A8 far2a® fatyre pla®s Toj school improvement, she will rely on
her successful ability to communicate with faculty and students to ascertain what they think is
needed to improve the high school. This year, based on student\{PHS opened a cofée
bar in the library(JB 04/16/2014, 99.00).
Dr. Brown has led a highly effective and academically successful high school in Texas
for more than 23 years. When asked about the rewards of being a high school, she reflected that
herreward is
Knowing every day that | 6m touching | ives
freshmen and watching what they become. | like watching the faculty grow up and raise
their families. For me, JBO04/1682014,934) bei ng
A rural Texas high schoolprincipal

Mustang High School is a rural 3A high school that was lead for five years by Joseph
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Rodriguez. Mr. Rodriguez began his career in education more than 24 years ago as a teacher in a
very large, urbn school district in west Texas. He began as a high school chemistry teacher in
an ethnically diverse high school and was advised by an administrator in the district that he
Sshould move into school admini st ryauthave more The
control of your students €éthey respond to yo
the campud that | get in ny office everydag r eal | v wWeIRlI & 0 /-Z1BThatkd 4, 1
him to earn his Mast er Oationdne gbtam bis certificagod forc at i o n
school administration. Looking back on his
differencé (JR 10/-2Z28/ 2014, 21

Prior to his current position as the high school principal at a rural 3A high school, in
southcentral Texas, and after several years in other administrative poditnogis school
assistant principal and princi@aMr. Rodriguez found himself appointed as the high school
principal for Mustang High School (MHS), in the Mustangdpendent Schd®istrict (MISD)
(JR 10/08/2014, 138). MISD is a rural 3A school district with about 2000 students, located 25
miles south of one of the largest cities in Texas. The school district, like most small, rural school
districts in Texas, is the heart okthbommunity it serves. The community actively supports the
school, and on Friday nights, in the fall, the whole community turns out to cheer for their
Mustang varsity football team. While MHS has been a part of the community for more than
century, the cuent high school buildingwasonst r uct ed (JR1008/2914) at e 1 ¢

During Mr. Rodriguezdo tenure as principal
students, with more than 80% of the students beingatis, 19% of the studenésglo, and
about 1%African-American. More than 80% of the students qualified for the federal free and

reduced price lunch program. There were 38 teachers at MHS: 15 Hispanic and 23 Anglo. The
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support staff numbered 11, and thexere two schol administrator¢JR 10/08/2014, 237).

Mr. Rodriguez describes himself as practi
lot of input from his teachers and allows them to have a voice in the daeciaking process at
the schoolJR 10/08/204, 3340). There were numerous teached committees at MHS, by
design, but he is quick to add that when it comes to accepting accountability for the decisions
made, Rodriguez will accept full responsibility for any decisions made in conjunction with the
commi ttees, AWhen we have decisions tsandmake,
by my teach@R19/082014, 4@/ HEé i conti nues, Aln priva
|l Om going to | et them know wthemttoldarh®oythdin d wr o
mistk eséand we wi | (JR ¥WHB/20141480). A targe part df is leadership
style involves having an Aopen dooro policy
andstaff, parents, and communityR 1008/2014)

Mr. Rodriguez described his graduate stud
role as a school | eader. He worked as an ad
far west Texas and t hat teésqeéhe whelegamutaovjamsor nver y
high school through seniorhighsclo | é . 1 had real ( YR glo®/dba /r 20 4
Rodriguez credits his graduate school coursework and administrative intern experience as fully
preparing him to take overaspnci pal-pef far ml ogwo high school ,
status held by MH& according to the Texas accountability ratiddsr the school year
previous to Rodriguez assumgi his duties as MHS princip@lR 10/08/2014, 558).

When asked how the job degtion for high school principal at MHS described the
actual duties of the principal at MHS, he laughed as he quickly replied,

Wow! [Laughing] Not even close! The job description as the leader of instruction and
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curriculum is a misnomer. Youwearnyan hat s and youdbre a coun
and you are a conciliator and a moderator
name it. The job description is not even close to the work that we [as principals] do, the
hours that we put in. (JR 118/2014, 6468)
Rodriguez went on t eweeakassatclgast BOdouss, afidtugualy ncoeel e wo
makes every attempt to visit classrooms and
may have to man agwekiaraharaling stugentidisciplin@®issues, delaling
with angry parents, counseling teaches, and responding to community concerns. Rodriguez ends
his description of the typical wonkeek with,it her e i s +weelot Y pJiRc al0 / vOBr/ K
73-79).
When Mr. Rodiguez arrived as the new principal for Mustang High School, he had not
been briefed on many of the problems he subsequently discovered. The school had not met the
No Child Left Behind (NCLB) Act standards for Annual Yearly Progress (AYP) for the previous
three years. The school was rated as fiAcade
Agency (TEA). He foundthathe had many o x i c 0 t e a oIRd0/08/2044)886B).i s st
One of his first actions, upon assuming leadership of MHS was tonmptea new class
schedule that included a fAclustero period.
di scuss problem areas in curriculum and inst
English, and social studies. Changes weagle, instruction was improved, and mastery checks
of student progress were developed and i mpl e
instruction and confirming the TEKS (Texas Essential Knowledge and Skills) that they were
covering in class toresure that what was to be tested was being taught in class. The teachers

began to collect | arge amounts of data on th
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which students needed assistance. Rodriguez actively monitored and participdtefitheaé

efforts. The results of theiryearong ef forts wer e an fAAcademi c:
TEA and being found to Proegreamesotdhtarni(dardsat
10/08/2014, 92140).

At the same time he had found himseladei ng wi t h Al ow per f or mi
Rodriguez also discovered thathe hadtomny At ox i ¢ 0 (IRA@O8/B044, &8 on st
86). In order to get the campus headed in the right direction, he decided that there needed to be
personnel changes madele quickly identified the teachers who were impeding the academic
progress of the school and, with his superin
strategies that included: targeted professional development, coaching and counseling teacher
himself, and strategic transfers of personnel to reconfigure his faculty. As he began his second
year as principal, he had replaced 14 teachers and had the faculty he was confident could carry
the school to academic succé3R 10/08/2014, 12343)

Aft er moving the school to be fAacademicall
standards, Mr. Rodriguez moved to improve #tademic standards and rasademic
expectations at Mustang High School. He focused on the academic standards of the Texas
Essental Knowledge and Skills (TEKS) mandated by the State of Texas.

Academically, we just focused on the standards. We focused on the student

expectations. We did not deviate, we used that cluster period to visit and do the mini

assessments, and at thel @h the semester we would do a two hour final exam that

covered the student expectations. We would take that data, at the end of December, and

use that to bring in students. We had the flex schedule and that was another thing that we

used. So we haddke flex days. The semester exams that we gave, we used that data to
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exempt students from those flex days or bring students in for those flex days. And we had
two sets of five and five [flex days]. Five right before testing and five at the end of year
for the kids going into summer school. So they had an extra week, basically, of summer
school. (JR 10/08/2014, 13613)
Mr. Rodriguez believes that aspiring principals and those practicing principals who are
seeking was to improve their school and stugentormance should concentrate first on
teachers. He elaborated on his primary belief:
You have to start with the teachers. You have to have the right kind of people on board.
You know, people who are going to build relationships with the studemislepeho
care about the students, people that feel education is a calling. You have to start with the
people, they have to understand that this
not a paycheck, youodr e daiheyganbeoSohyeulhgveto hi |
have those kinds of people on board. I f vy
It takes away from the | earning, 1tos a W

fighting teachers and it wears youto80, you got to make the right personnel choices

and pull the trigger, right away, i f you
anot her year. Therebds some that you know
cut it , t hteqgutitrgetrichobthemgrbererarg some that have potential, they

just need another year of seasoning, anot

you keep those for another year. If the second year gets worse, boom, you get rid of them,
youknow.But , dondét keep going after it. Donbo
change, when there is no chaiiéR 10/08/2014, 15160).

When Rodriguez was asked what he thinks the community expects of him, he said:
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Well, honestly, | think what theommunity wants is for me to make sure that the

students, their children, have the proper education to graduate from high school and have

somesortofpost econdary success. I am not sure

EOCs, but | know my Bad does. And the Board is part of the community and it does

have an integral part in all of the decision making that | do because, if they [students]

dondt pass those tests, they dondt gr adua

as a wholevants to be able to trust us to make the right decisions for their children. (JR

10/08/2014, 1714.76)

Rodriguez has some pretty big plans for school improvement as he moves forward as the
principal at his new school. He wants to move hisnew schanlinfex as 6 fiEar |l y Cc
School 6 progr am. This program requires acce
university and change their high school program to offer its students the opportunity to earn
college credits, and in some casesanéAssat e 6s degr ee daringtheirragde cer
school yeargJR 10/08/2014, 17880) | f Rodri guezd6s high school [
College High School Program, the school will be required to substantially raise academic
standards and eectations for both students and teachers. Additional courses will have to
offered, and the infrastructuéepersonnel and hardwareut into place to facilitate the changes
to curriculum and staff required to affect the program. The challenges for Radaigue
numerous, but he believes the students and s
[ students] can see somebody edbstterthsruntecleaado, t h
thab (JR 10/ 4a®y 2014, 180

For Mr. Rodriguez, the bgest reward that comes from being a high school principal is

the i mpact that he can have on his student sa

82



them, giving them hope. o He values those re
hecan receive as a high scth@oincipal (JR 10/08/2014, 16269)

For Mr. Rodriguez, everything is about the students.
A large, Class AA high schooprincipal in Montana

Mr. Stanly Clark has been the low keyed, unassuming leader of Remington High School,
a large Class AA high school in Big Water, Montana for the past 17 years. Big Water is a city of
over 50,000, in central Montana and is also home to Lightening Air Force Base, a strategic
nuclear missile command cen{&C 10/01/2014)

Cl ar k edinldsrp@fessitnal career as a teacher. He began as an engineer and
when he went to work for a large petroleum exploration and processing company, he discovered
he didnodot | ike 11, He explained, ASdonl swit
credentials. | earned a master degree in laser physics and while | was finishing that up Big
Water School District called up and ask-ed 06d
18). After a seven year stint as a science teacher, Mrk @aght math for thirteen years at the
same high school . Whil e working on his Mast
his professors asked Clark if he would be interested in the principal position at a high school in
central Montana. He vgahere for one year before moving back to Big Water and Big Water
Public School District #3, where he has remained for the past 27 years.

Remington High School recently celebrated it 80n ni ver sary and i s B
second oldest high school. Thengpus is populated by over 1400 students: 87% are white, and
the remaining 13% are Native American, African American, or Asian. About 25% of the
students are enrolled in the federal free and reduced price lunch program, although Mr. Clark

noted that 35a 40% of the students actually qualify. There is a cestégma attached to this
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programby high school students and that prevents many of those who qualify, from applying.
The number of faculty and staff members at Remington High Scluoaber a lite more than
200(SC 10/01/2014, 448).

Upon entering the three story main building, one is struck by how well maintained the
building is, and how polite and helpful both students and staff are to those visiting the campus.
When Mr. Clark was appoirdeprincipal, 17 years ago, the school was populated by more than
2000 students and considered an fdAaffluento h
this high school has changed over | astéeven
[RHS] gone from a very affluent high school to a somewhat of a poverty type high school. And
it 6s bec agsdemogoaphiccimoaunmcgrimaity ( SC 1 0 /-B0L AferGalindst 4 8
two decades at the helm, Mr. Clark has presided over a decline irhbathrmber of students
and the affluence of the families who send their children to the school.

Mr. Clark categorizes his | eadership styl

Il think | would term myseldfi sagibadlivet il @.

always had greater success planting a seed and letting someone else think this idea was

theirs and watching it grow and not being
going to do things, or this is what is going to haxpp That would probably be my style:

as a collaborative leader. (SC 10/01/201468}

He al so says that over the past 20 years the
(SC 10/01/2014, 68) behind school leader styles. During his expersna school leader, the

t heory and practice of school | eadership has
educational leadership and itlesfts the change in our society ( SC 10/ OMr/Clatk1 4, 6

has seen leadership style move more tosvapkrating in teams and less about school leaders
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operatingoaésSediiotadtobeelrsd, 70)

Mr. Clark received a lot of his preparation for school leadership through a number of
A me nt o rtsan thraughhfaemal coursewark ( SC 1 0/ OHel/expl@irded that WMs7 )
coursework at the universities he attended w
of what he learned there he could put totheenext day, at Bischoolandthathe had many
Ai ncredi dl €S &eh O b oNr/Chak telates thathg had a mentor from the
university who was a young and dynamic practicing superintendent and who went on to be a
superintendent in one of the largest school districts in the country. Other mentors were
practicing administratorsiBi g Wat er Public School s. Cl ar k
for having outstanding staff, period. And the educational leaders on this staff are pretty well
known across the country. | had great leadership and role modeling and mghtdrsrein
ourowndistriob (SC 10/-911/ 2014, 89

When Mr. Clark was asked if his job description accurately describes what he actually
does as a high school principal, hisanswers s hort andd t(oSQ hle0 /pOoli/n2tO:
He maintains thattolen ef fecti ve pri nci pwdybeyadndtmeyob have
descriptiom ( SC 1 0/-95)1 InZlarks4iew, iBigdlvital that a high school principal be
visible to his students, staff, parnmyts, and
office duringthe daytime ( SC 10/ 0HE20%34fA0L®5)n the build
ti meséout in classroomso spendi ng fiftedsta wi t h
and certifiedstai ( SC 10/ e1a7)p Oringhteva 0OBi nd Cl ar k Aout p
in the hall if something needs to be sweptup,onsvi ng a mop, o000 E&OCGvel.
10/01/2014, 10408) Hi s mai n t hrust about the time he

spend in a gi \edbppawclerkoursmaday (dSeCf i1n0/-981/ 2014,
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Another big priority for Mr. Clark is the importance he places on his attendance at all

school activities. He relates this anecdote:
Beyond that, you have to be at everything. One of my mentors®I35 years ago, the
kids dondét care i f the assistant principa
the principal, am not at something, they are going to ask why? That was driven home to
me about my second year here. | had a sabaaid meeting on the same night as an
acrosstown sophomore football game, which was under the lights. And so | missed the
sophomore football game and | get to school the following morning at 6:45 in the
morning and walk in with one of our sophomotepy er s and he says, ¢
you at the game | ast night.o6 Probably onl
years. And he nailed it. (SC 10/01/2014, -1PB)
Mr. Clarkdés typical work day:
Well, as you well Idulecamythingy &uery dag lacbnie ynd thave 0 t

a list of tasks I intend to accomplish at the end of the day. And if, during the course of

(@)}

the day, out of eight or ten tasks, if I
Totally unpredictable Totally unpredictable. (SC 10/01/2014, 1PB8)
In a more serious vein, Clark notes that he does try to visit classrooms every day, meet with his
guidance counselors and teachers on a daily basis, and that his door is always open to students,
staff, parerg, and the community, if they should catch him in his office.
When Mr. Clark arrived at Remington High School, he had been transferred from the
ot her high school in Big Water, and he was a
high academic stalards, a high quality faculty, and a collegging student body. He related

that Ain that first year, |l took | ots of not
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asked a | oto ofS Cqg uleds to168) 2 did notide 6ha@t thehysical
condition of the high school facility was not quite up to the standard that he was used to. In his
previous high school, Mr. Clark noted that,

éthe building I came from before this buli

end ofthe school day. The lead custodian out there believed in impeccable building

maintenance, you could see your reflection in the floor on the last day of school. | came
here and the standards were not quite that high, but we raised them. The engineer who
had been here for thirty years at the time stepped up. Since then we have gotten a new
engineer who happens to be a former student of mine and has the same expectations as |
do. And so the condition of the building now is terrific. It was good wioamie, it is

better now. (SC 10/01/2014, 1-340)

Even though Remington had a glowing academic reputation when he arrived, Mr. Clark
began to make some changes to the academic program offerings in an effort to enhance and
improve the academic effortsthe high school. His first initiative was the creation of a
AFreshman Academy. 0 Remi ngton was the first
concept. Clark explained the background to the origin of Freshman Academy at Remington,

| think we were thdirst high school in the state to implement freshman academies, and

there again, happened to have a couple of middle school people who had come here at the

same time that | did, and one of them can
why, because she was a fabulous English te
strongly in the team concept especially f
am going to | eave. o So | told Memrtoto tal

join you. She did and we formed an experimental academy where we took two years of
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data, copious data, and thatodés what | bas
after two years, one of the membidrls tofy tih
came up to me and he is six five and probably weighs about 260 pounds, head basketball

coach,walked in here, and | was sitting at my desk and he took thissized hand

sl ammed it down on my desk amdwoske Wd A Thi s
need to do it for all the freshman. o We |
thatdos what | needed, so | said okay you

show them the data and the next year we had a fulktesalall freshman academy. So
thatodos an example of the way weoOv-#883)appr oa
Another academic enhancement is the way Remington handles stueleskSat

dropping out of high school. Clark implemented a rdialtieded approach to this problem:
We developed a transition program for incoming freshman. Students at risk are in the
transition program. What that is, is one period a day they are with a specialist, and this
guy is incredibl e, ntylgeard scrduibleatreadhong kidg. Every f or
teacher in the building mentors students who are struggling or who are at risk. Every
teacher in the building identifies kids in their class and they mentor them. We have a
credit recovery program. Weve a credit recovery blitz program. In fact, the meeting
right before this we were talking, that was our academic variance team, and we were
talking about students who needed credit recovery. We have an ASAP pdogfen
School Assistance Progrénthat runs wuntil 5 od6clock in t
school program that students can come in on Saturday. This is funny. Three years ago,
we had this kid showing up for Saturday School. He would come in, sit down, ask

guestions, get help, geshwork done, stay the full time, and leave. And finally one of
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the Saturday School teachers asked one of
know who that is?0 And the other says, f
they went oveto the kid and he gave them his name. So, they went to the database, and
he is not in the data base. They wal k ba
dat abase. 0 And he says, #fAOh, Il dondt go t
had been coming here the whole semester working at Saturday School and getting his
homework done. But that is the culture we have instilled here. (SC 10/01/20122207
Mr. Clark and his faculty have worked hard to instill and communicate the exceedingly
high expectations they have for the students at Remington High School. When asked how he
goes about communicating those expiéats to the staff, he explains
| meet with the departments. We have a leadership team and our leadership team meets
everymonth and then we meet twice during the summer for an extended retreat. We look
at data, we look at data and we talk about student success every Monday morning. Our
registrar puts out an AFO0O |l ist andtitos b
We sort by teacher and it tells them this is how many Fs they have. And the teachers,

rather than taking offense at that, start zeroing in on those kids. Academic success is an

N

expectation here. And B8 s a cul ture. (
How does the administration and faculty communicate their expectations for students?

We tell kids, we tell kids if you walk through those doors as a student, you will earn a

di pl oma here. That is the expectawil on. I

earn a diploma and the operative word the

kids have bought i n. Do we stil!] have f a

But out of the student body over the last 15 years, the numbetsoivko dropped out of
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this high school is about 19. And that is out of a student body of 1500. Very low dropout

rate. We wonot | et them drop. We wonot

(SC 10/01/2014, 19204)

Mr. Clark has a clear undganding of what the Big Water community expects from him,
and the school he leads:

Number one, | think they expect good citizens, and we really instill that. | think that they

expect our kids to come out of here prepared for whatever they want te pcobdege or

certificate, or go directly to work. I think they expect us to have kids in school and teach

them Asoft skills. o Il think they expect

particularly RHS to maintain its reputation of excellingaiharenad academics,

athletics, performing infineafist hat 6 s an expectation in ou
dondt [ meet those expectations], we -hear
241)

There are rumors that Mr. Clark will retirethe end of this school year, but he still has a
definite vision for the direction he would like to see Remington move, no matter who is at the
helm.
We have a school improvement team. And one of the gals who was in here with me
[before the interview]i$ he chair of that team. | 6m a
Our school improvement initiatives are identified by that team. Some of them are in the
Afsofto arena some of them are in the acad
continuetog r o w. |l want to see us i mprove frel
at application of our academic areas. | want to see our CTE [career technology

education] continue to grow. Heal th scie
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dualcredit, our <college dual <c¢credit, grow.
over 40 college credits, but we teach some college courses in areas that are not dual credit
yet. | want to go in that direction. Also want to extend our tentacles inte At r ade o
world. We have agreements set up with Big Water College, where students are taking
classes here and they earn a construction or welding certificate after they complete their
senior year. | want to see those things grow. (SC 10/01/2034£53)
When Mr. Clark was asked what the rewards of being a high school principal are, he

looked back over his almost 50 year career in education, and replied:
Watching kids succeed. Watching teachers succeed. Watching teachers grow. Having
gradusét s éhaving students come back. My ol de

security this year. And having them come

took from here, or having a former student who is now pretty successful, very successful

inbusi ness, wal ked into my office and he sa
card and | said, fAwhat is this for?06 and
such a little shit, when | was marladn®tHed
where | am today. 0 Watching the kids tha

college level. We had a young man who graduated from here, in fact he came and saw

me, and he graduated from here in the class of 2011, and had conmdedegree at

Harvard in three years, was number one in his class and is in the doctoral program at

Harvard now. But he came back to see me, say hi and to say thank you. Turning lives

around. | h ante aint G hagaWsutw. (SC 10/ 01/ 2014)
A small, rural Class B Montana high schoolprincipal

Farmington High School, a small, rural Class B high school, in Barley, Montana, and
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well known in Montana for its tradition of academic and athletic excellence, has been ably led by
Fred Russell for the pastv@n years. Barley High School is a beautiful, older building
constructed i n t het hled 570006ss, awi d hn pexfd2ddiviithithet nhsa ti n
original architectural style of the school. The high school has been the focal point of the
community and a source of pride for the people of Barely for more than 100 years. Currently,
there are 176 students enrolled at FHS. Of these students, 162 are white, 6 are Hispanic, 4 are
Native Americans, 3 are African American, and 1 is a foreign exghstudent from China. The
high school has a faculty and staff of 24 that includes 19 teachers, two secretaries, and three
building maintenance person{€R 10/09/2014, 4@2).

As we walk through the hallways of BHS, making final security checks, anithguoff
lights, Mr. Russell relates that he began his educational career as a business teacher and coach
for a high school i n western Montana. But ,
school. Instead he held various jobs on ranche$aam$, and even spent some time as a DJ,
searching for his | i febds direction. He f i na
and coach because fithe second most influent.i
coach. So, | became adiness teacher, just like he was. oatball coach, just likehedid ( F R
10/09/2014, 2222). He taught at the western Montana high school for 16 years.

Mr. Russell describes his path to school leadership this way:

| got to watching my high school pipal in Corvallis. She tried to guide me towards

administration and I wasnodot sure i f | wan

leadership role. | was the union president at a school with 110 staff and there was always

some sort of leadershpmsition | was doing withuteven realimg it. And this ed

leadershigposition intrigued me and so back before online education was hip, | got my
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degreeonl i ne in a couple of years and then a

take it anywherel decided it was time and | became a principal at a school of 80 kids,

was therdor three years and then | came to Barley. (FR 10/09/20130p4

When asked to describe his leadership style and the methods he uses as a school leader,
Mr. Russell repes,

| used to think servant | eadership was wh

know, O6how can | help you to become a bet

still close to that. But, I think relationships are a big part of leagerdf |

understand someone and they understand me, | think the development of a mutual

respectéso |I try to figure out for every

development needs are, and try to be a mentor and support what théy danUp until

this year, we had an open grading scal e.
grading scale beyond this, you better be
came here. But | try temokeéamdntormy princgpali ¢, b
|l ife, people wanted more, fitell wus what vy
thatdos not servant | eadership anymore, al

think. (FR 10/09/2014, 483)

Mr . Rugrseed U adbtse s chool preparation for sch
position was a little different than the other three participants in this study. Russell completed
his coursework in an online educational leadership program when these programstiagre in
infancy. Because it was online, Mr. Russell thinks that he missed out on the relationships that
can develop in the fage-face interactions that are common in a traditional university program.

He thinks that he @ was/2014, 88pbecawse he tpokithe iestrueteoh | 0
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seriously, setting aside time for study and online interaction with his cohort. When he took on
his first principal assignment in a small high school in central Montana, he believed that his
program had preparddm for the task at hand. There were some gaps in his instruction, but he
sought out guidance from the superintendents he worked with, and picked up what he needed to
know througha lot of practical experiend€R 10/09/2014, 583).
When asked about tnoaccurately his job description lays out his duties and
responsibilities as the high school principal at Barley High School, he shakes his head and
smil es, Al dondét know i f |1 O6ve ever seen my |
believesishig ob as BHSO06s instructional | eader,
| believe that it should be the educational leader at the high school. To form a vision and
send that to my staff so we are all pointing arrows at the same thing. | believe that is
what it shouldeman. b amndl sbheai Aferruptioc
the job. | call it a fireman because | am putting out spot fires. Student discipline, student
conferences, toilets are backed up, nl ca
oranges hoel aces, 0 those are the things you n
for help, or staff. So, as far as job description, I try to be the educational leader and try to
do whatés right77) (FR 10/ 09/ 2014, 71
When it comes pioc alleusecekva Bbis, Mg Russellfbégins by

setting the time parameters of his week. He starts out with,

Monday through Friday | arrive between 7
around 5 or 6 p.m., or wh &uopahddhen Satardags. S o n
|l 61l come wup if there is an event here.

come up and spend two or three hours on a
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Sunday i f somet hingos wddae befgre thetweekighena n d |

I 61 | go i Bubn BSbadéagsabout wiBldt it is. (F
But when asked to more accurately describe what it is that he actually during his typical work
week, Mr. Russell provides relevant details,

Well, [first] greet the kids and the staff in the morning, get the school going, go and try to

make contact with as many kids as | can, between classes, without disrupting classes, try

to pop in on the younger teachers and the newer teachers, the unteacinedstgust to

see how itds going. Not to catch them do

this, tell them they are doing a good job

have the support, and they do have that. We tkgép Wednesday nights open, so in

the back of my mind I try to get out of h

to an event Tuesdays, Thursdays, and Fridays. If there is not one on Tuesday, there is

one on Saturday. [I] Trynottomissy events because iitds i mj

they see me do that. (FR 10/09/2014.93%

When Mr. Russell assumed principal duties at Barley High School, he related that he was
told by his superintendent, fAifMdti ngese dar o geob o
come in and maka bunch of changes ( FR 1 0 /-969 Hef@uddhimseBd tbying to
adjust to the way thirggwere done at BH®yior toassunng the principal position. But, he
describes the school as having an aginff, &tat still good teachers. His first impression was
that, Asome of the teachers | thought were w
now, and the teachers | thought were more outstanding, were not as good. They had a good first
layer,bbut down deep, t by (W&r dMd-10092)yg@ébdidget bed O h

inherited was adequate at the time he Waed, but has been shrinkiag the years pass.
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Concerning the facility and t he nkoardabiiiesbre gy a
in great condition. Our technology was very poor when | came and | thinkaunology is
much betd e(r FR ow®@/ 01050 BHSIhds had A fegutation for academic
excell ence for many year sprepdred.cVdechavenkids thatares e o0 u
going to be doctors and lawgeand engineers and also tradles( FR 10/ 0196) 20 1 4, 1
The first challenge that Mr. Russell took on, upon his arrival at BHS, was to upgrade
technology at the school. As he shows meugh one of the threedmputer labs he has
establishedince his arrival, he relates his initial response to the problem,
My first year the biggest frustration was
couldndét handle the domputhaeave thatugWwe blaad
didndét have anything |like that. And so W
Education for All 0 money, and we have Nat
dollars left over. | could have bought a new suburbartatelpeople to training.
However, we took that money and put into our server, and upgraded our server so that in
my second year we had technology, and webd
now wedre fiber opti cthraughouttheechdola vwouldeend el e s
out an email that says: Adonuts are in th
So the teachers would generallyél would s
they would find it is on email. Outaff began to start using technology more and more.
Qui t e h o n theHtiglthyng. | woald Hirétechnologically proficient people and
woul d ask them, Ado you have a smart phon
other things with it. Soegthnologywise | have taken the school from little technology to

academic technology like Chromebook, which is now in the classroom, and our
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Chromebook | ab is being alternated bet wee
So, | Om prett;y wiatplpyt lwe tthedeathrmol ogy and ho
10/09/2014, 123437)

The next majorchhle nge t o ¢ o me wslythe infiRlansestaionlofGhe way
ACommon Core Curriculumo adopted by the Stat
encounter wi t h anlisctnugyte no in(blemeat it at BHS, this way:

One of the things that came in as | became a principal... as | came to Barley is the

Common Cor e. And, éwhen the No Child Lef

information alout it given to the staff. We knew nothing about it until the testing came

i n. So, in 609 I went to my first fACommo
about, and they were very vague. I sai d,
somet hing you guys wil/ have to figure ou

issomet hing you are going to figure out. o
because@verybody knew it was coming, but nobody wali® giveus direction. So,
throughlooking we tried to implement this, and | tried to get the staff going. After eur in
servicet hi s | ast week they are putting all tF
approach it ina different manner to support that. (FR 10/09/2014;14&)

Mr. Russell went on to describe some other academic issues he is working on:
Now, other academics. When I first came here, a student could be passing only three
classes and still be able to participate in egtraicular activities. Kids were failg
classes and leaving school for different trips. And so we put in our eligibility standards.
And that correctedé the first year was ki

missing activities but the next year, and the next year, our éligibate] has been quite
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good. | feel like that eligibility [standard] kept the academic standards and kept the
academic integrity of the school in a good spot. (FR 10/09/2014132%
He continues,

Wedbve I mplemented two mporel AfPs § Adviamce dl &

Wedbve i mplemented Montana Digital Academy

all of that is really great, but having the reading class is probably the biggest feather in

my cap and helped the most kids. And maybt hat 6 s supporting the

still Dbelieve that an A student is going

not dependent on the teacher. We need to challenge our upper level students and we have
teachers that do that. uDadvanced placement classesur AP calculus, our AP Stats,

and Advanced maéhthose are very challenging. AP Literature, those are

chall enging. So, I 6m pretty darn comfort

since | have been here. (FR 1041214, 152159)

Mr . Russell has a firm belief that new pr
thano fr om c qARILE0§/2014, ¥8¥8R)rHiec thoerlsi eves i n dAreal
worl do and that @Aif vy o waredevetopiriga betten visiorgof whitat t o s
shoudbé ( FR 10/ 0183) Ard Whkn askedvehat he thinks that the community
expects from him and his high school, Russell commented,

| get far more calls about the grass on the football field thant abe English

department. However, | think the people want transparency. People want to have strict

rules as |l ong as it doesné6t get in their

that. You know, they want to have a budget minded pefsons cal | y sound.

want people spending money on things that
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spent money on, people really like. | think our community expects for us to prepare our
kids for college and for life beyond high schobhlways like to say that when a kid
wal ks across our stage to graduate, fwoul
you?o And hopefully you w23l d want to. (
When asked what the rewards of being a high school prinegpaVia. Russell explains,
Relationships: with the kids, with the staff, with the community. If you can build a
relationship with somebody, thereds going
confidence with that. Sometimes you have to do stuffishaot the most pleasant,
however, i f you say, Athis 1s right, this
y 0 u Gewee going to make everyone happy. But, if you always try to do what you think
i's right, I feel bti Akdethe relateonsldips arg goingtggettyau b e
tied through. | had a studentéjust an ex
all the time and he was in trouble with law and he was in trouble all the time, just a
troubled kid. andeddddcdmd ki n ohérrien and we 0
| ast weekend and heds been out of school
He hated his parents, he hated living in Barley, but he still comes back. So, | think that
through relatbonships, you can help people grow. (FR 10/09/2014,1285

Summary

All of the principals who participated in this study agreed that effective school principals

are willing to do whatever it tak&soperationally, organizationally, or academicallip ensue

that their students are provided with outstanding academic opportunities and have an exceptional

educational experience. Whether it is mopping the floor, replacing all of the academic

department leaders, helping students to open their lockers, or ierglaghan early college high
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school program, all of the principals insist that it is vitally important to the success of their
school that thy are willing to take action. HEy were all grounded in the practical aspects of
their responsibilities to thegtudents and the schools they lead.

From the data collectddr this studythree themedevelopedhat recur in all four
interviewsof the exceptional school leaders who participated s1gtudy. First, they allinsist
that the vital first step toding an effective high school principalaahew school is to be
observantasking a lot of questions and then listening to the ansv&sondthey all stateéhat
developing and sustaining relationships is the key to being an effective school Ead#y,
they all confirmthat anychange in their schools must be measured, carefully planned, and then
vigorously and collaboratively implemented.

During each princi p:aMhaiistha most enpovtangawef,theiww h e n
job as a principalach of these principals related that ¥itally important to impart on first
year, or beginning principalfjatthey must be observant: sk a lot of questions and then listen
for the answers before making any changes at their new schadDr.Rérown, this means that
a new principal fAneeds to first |isten and
schools. Practice strategic planning to address wayseigrate changes into the schivol ( J B
04/16/2014, 87, 91)Mr. Rodriguez instituted& ¢ | u s t e rhisgohaoli ©his Waa period
during the schoetlay in which the principal would meet with teachers and they would discuss
instruction and curriculum at the school. They would review data and plan for instructional
improvementbasedn the data discussiof@R 10/08/2014, 928). Mr. Clark provided this
advice, fAéein that first ye athattheyweregoikgtodbe | ot
okayo ( SC 10 /-1®8) /HeE dlsd dfferedthés Tinique advice that was once

recommended to him, as a new principal, by one of his mentors,
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. when you assume a new job, number one,
the cemetery and note the headstones and the names on the headstones, then go sit down
inalloftheplacegsy ou can find where people gather
When you get your fitgob, spend the first year asking a lot of questions, listening,
observing, and aski nygoua sltoatr to fd o6 wiBga ta niyf sc?
10/01/2014149153)

Finally, Fred Russell offered this advice for ngrsncipals, on being observaiit try to
pop in on the new younger teachers and the newer teachers, the untenured teachers, just to see
how it is going. Not to catch them doing anything [wrofghjt j ust so | can t e
to figureoutforevey t eacher wh a(FR 100%2014, 47, 8% s ar e é 0

A second strong theme expressed by all of the principals is the need for effective school
leaders to establiskndbuild relationsips. In each intervievthe principalselaborateon this
theme, each adding specifinecdotes about why they thitilat developing relationships with
the faculty and staff, their students and parents, lm8rioader school community,ssch an
importart part of what they doDr. Brown, principal at Mssion Overlook High Schodbelieves
that principals need to Asit down with their
with teachers so the teachers in turn can bulltiomships with heir students ( J B 04/ 16/ :
89-91). She also thinks that througie relationships she developgh her facity, staff, and
students she kmessheisit ouching | i ves and tryibemggapast hel
of peopd e(6JB/2A0M498M). For Joseph Rodrigueat Mustang High Schoathe
relationships he developg@th hisstudentsbel t o hi s fAmaking an i mpac
Talkingtothem,visimg wi th them, @i VJRgldhea) Fe@poe é 162

thinks that when selecting faculipd staff for his schoolitis mpor t ant t o have i
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going to build relationships with the students, jee@p who care abogt Rt he s
10/08/2014, 148)For Stanley Clark, the principal at Remington Iigchool, in Big Water,

Mont ana, the reward of the relationship buil
6hi 6 and to say, Ot hankanthatiswhatitisaliabomti (§C Il i ves
10/01/2014, 23234). When Fred Russellavys asked dAwhat are the rev
school princiepat @or depbasea (FRellDY I0OdHe Rabdtilpls ]
on to explain

| think relationships are a big part of leadership. With the kids, with the staff, with the

coomuni ty. I f you can build relationships

trust thereé and the relationships are go

[developing] relationsips, you can help people gro(#R 10/09/2014, 436, 185186,

189, 193194)

When confronted with the need for change, whether it was an operational, organizational,
or academicltange, all of the principalske actions that anmeasured, carefully planned,
collaborative, and then enthusiastically carried outM&sion Overlook High School, Dr.

Brown fervently believes thati$ necessary for principalsioPr act i ce str ategi c
integrate changes into the school. 1 listen to ideas from faculty ageirgs and then help them

doito (JB 04/ 29400 8hi dlso befiedes that in order to get things done, that what
Aémakes a tremendous difference is hiring qu
that are really very strong and competent and believe in the same philosophiéle that |

working with people, kind of tryigto find thewinwi n sobu( 0 Bneé4/-a0p/ 2014,
Joseph Rodriguez echoes the thoughts of hissdssat e col | eague, Al wuse

teachers, letting them have a voice, empowering them in the degiskang process, always
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work in committees. When we have decisions to make, we make them by committee, and
al ways stand oby (nyR tleOaAcdh8err@sdeyiClark an@l the faculty at
Remi ngton High School , cdfguasgoes, listenqg, observing, antd , 1
asking a |l ot of o6what ifs?6 before you start
worked very wellformé ( SC 1 0/ ©01%4) RO dlatk,alsols&idl
| 6ve al ways had g emeatihgechanges) mantmgasseef and letimg i mp
someone else think the idea was theirs and watching it grow and not being an autocrat
and saying this is the way we are going to do things, or this is what is going to happen.
That would probably be my styées a collaborative leader. (SC 10/01/201468)
He added that it is al s kethenepdioimpronetapphrent ( $@ e p

10/01/2014, 184.87). For Mr. Russell, initiating changes at BariHigh School was

problematic
Whenlas umed this position, my superintenden
here, we dondét need somebody to come i n a

woul d see something that maybe didndét wor
was myeédtiiveé. o (F®) 10/09/2014, 95

After a while, however, changes did have to be made and his approach to change was,
|l try to be democratic, but I dm finding t
wanted more, fAtell usl Whdb ybatwant Sandnt
vision of what | want the campus to be and send that to my staff so that we are all
pointing arrows at the-52ad2i® thing.o (FR 1
For all of the principals in this study, it is practical expeseerihe things they actually

do, and the actions theyk&to get the job dorthat drive their effectiveness as school leaders
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and enables them to lead successful high schools. It appears that the further a principal moves

into the practical experience$being a principaltheory becomes practice
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CHAPTER FIVE
DISCUSSION
Introduction and Purpose of the Chapter
Leadership skills have been examined by researchers from various perspegavigs
analyses of leadership differentiated betweeddeand follower characteristicsinding that
no single trait or combinati oneacchergkxamme t s f ul
what i nfluence | eader sod s kiSudsegueht atvdies attenpty ar y i r
distinguish eflective from noneffective leaders (Williams2006) Most researars ofschool
leadership focses on identifying thechool leadership styles, traitharacteristics, and
strategies employed by principals who léadhsuccessful and effective schofége, e.g.,
Bolman & Deal, 1994; Davis, Darlingammond, LaPointe & MeyersoR0Q05 Hallinger, 1992;
Hallinger & Heck, 1998; Lambert, 2006; Leithwood & Duke, 1999; Leithwood, Harris &
Hopkins, 2008; Leithwood & Riehl, 2005; Marks & Printy, 2003; Robin&toyd & Rowe,
2008; Sergiovannil984 Silins & Mulford, 2002. The purpose of this studyasto identify
school leadership styles, traitharacteristics, anstrategies common to successful afféctive
school leadership, and identify what these higschool principalactually doto implement
these strategies within their school leadership practitée investigation also targétew
school leadership styles, traits, and characteristics manifest themselves in what successful high
school principalsctually do, every day, as they leadittschools. This chaptpresens a
review of the study, a disssion of the datahe conclusions that can be drawenf the
discussion, ancecommendations for furtheresearch and practice
Research Questions

This study examinethe school leadershgrctionsthat are common among four high
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school principalsvholead successfund effective high schoglghrough the investigation of
the followinggenerakesearch question

What are the manifestations oetbommon school leadership strategies employed by

successful andffective high school principals as they carry out their practice of school

leadership?

And, these two underlying research questions:

(1) What are the school leadership styles, tralitaraxcteristics, and leadership strategies

common to successful and effective high school principals?
(2) How are common school leadership strategies implemented by successful and
effective high school principals?
Methodology

This studyincorporate qualitative methodology to determirfghere is a commonality
in what successful and effective school leaders actually do to implement their leadership
strategies and how these actions affect the academic achieverttensofioal A multiple case
study model isused The studyfocuseson four successful high schootwo in Texas and two in
Montana The schools are rural, urban, and suburban; large, medium, and small; headed by
males and females of diverse racial and ethnic backgrounds.
Participant Selection

For this study, interviewand olservationsvereconducted with therincipals of four
successfuhigh schoolsa suburban high school in Texas, a rural high school in Texas, a high
school in large city in Montana, and a small high scioaliral Montana Each principalvas
considereducessful using multiple measures suclstasidardized test results, accountability

ratings, graduation rates, attendance rates, SAT results, teacher turnover rates, and college
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readiness measures. Themalwereconsidered successful mumerous areas ingling: sate
accountability scores and ratings, academics, school attendance rates, graduation rates, and
teacher turnover rates. The fdugh schools studiedere one rural, 3A high school in Texas;
one rural, Class B school in Montana; one suburban, 4A high school in Texas; and, one Class
AA high school in a large city in Montana. The high school principal®three males and one
female. e principal is a Hispanic male, and all participants haaeléd their respective
schools for at least five years.
Data Collection

Three tyms of data collection methailsnterviews, document reviews, and direct
observatio® wereusedin this study According to Burton (2000), triangulationdgfined as
i t h eof twwosoemore methods of data collection in the study of some aspleginan
b e h avi208) dhe (ige of several different types of data sources withigaime study adds
to the validity of researctesults (Hess8iber & Leavy,2006) Thethree d&a collecton
methods thatvereincorporated in this studgnable& theresearcheto select participants,
triangulate the data, and assisted in ensuhadrustworthinesand usefulness of thetudy.

Interpretive Framework

Because the sheer volumepobfessional literature oleadership styles, traits,
charateristics, andtrategiess so vast, this study usaseffective school leadership framework
suggestetby Day, Sammons, Hopkins, Harris, Leitbod, Gu, and Brown (2010) as the
interpretive framewk (Figure 5.1) Day et alidentified eight dimensions of effee¢ school
leadershighat arepresent through multiplehasesbaschoolp i nci pal 6s career .
dimensionsdentify specificleadership styles, traitsharacteristics, and strategieatthre the

core practices of effective school leadefsie phases are not necessarily sequential.
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The eight dimensions of successful school leaders include: (1) define their values and
vision to raise expectations, set direction, and build trust; $§2ppe the conditions for teaching
and learning; (3) restructure parts of the organization and redesign leadership roles and
responsibilities; (4) enrich the curriculum; (5) enhance teacher quality; (6) enhance the quality of
teaching and learning; (7) bdicollaboration internally; and (8) build strong relationships
outside the school community (Day et al., 2010, p. 4). When the three phases of school
leadership success: i.e., foundational phase, developmental phase, and enrichment phase are
added to thattributes of effective school leadershipe resulting framework allows for a more
effective analysis and interpretation of the data collected for this study.

Day et al. (2010) present a timely and relevant amalgad blended enumeration of
leadershigstyles, traitscharacteristics, and strategeehibited by effective high school
principalsthat have been examined by research for the past sixty years. Caseostwiliagis
principals actually do tananifest these leadership styles, traitgractastics, andstrategies
maybe of practical use to beginning and experienced $¢baders. The purpose of this study
is to make two contributions to prof@enal educational literature=irst, is to present a canse
and thorough review déadership sfles,traits, characteristics, astiategie®f effective high
school principals; and second,to more thoroughlidentify anddescribe gactly what
principals dojn their daily practicesvhich make them effective leaders of successful high
schools. The report of the data for this study may provpdactical giidance and reakorld
examples ofvhat effective high school principals actyatlo to lead successful schools. The
case studies may also be benefitdahspiring and experienced school pnads, as they seek
practicalways to improve their leadership practice.

Theinterpretiveframeworksuggested by Day et alFigure 5.1)guides thaliscussion of
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Common Manifestations of the Eight
Dimensions

Eight Dimensions of Successful
Leadership

» Defining Values and Vision
to Raise Expectations, Set
Direction, and Build Trust

» Reshaping the Conditions
for Teaching and Learning

» Restructuring the
Organization: Redesigning
Roles & Responsibilities

» Redesigning and Enriching
the Curriculum

» Enhancing Teacher Quality

» Enhancing the Quality of
Teaching and Learning

» Building Collaboration
Internally

» Building Relationships
Outside the School
Community

Foundational Phase

® Asking a lot of questions, listening, and
observing
e Establish values and vision based on
standards and expectations
® Begin to build relationships with
students, teachers, community
® Be willing to do whatever it takes to get the
job done
® Get the right people in the right place

Developmental Phase

® Changes carefully planned, measured,
and collaborative

® Expand and enhance successful academic
programs

o Continue building relationships

® Re-arrange personnel as required to
enhance organization of school

o Delegate leadership responsibilities to
Teachers

e Increase your visibility

® Continue focus on values and vision

Enrichment Phase

® Survey teachers and students for new
program ideas

e Focused professional development
opportunities for staff and self

e Expand academic, career, and extra-
curricular opportunities

o Continue to assist teachers and staff to
“find their place”

® Maintain high standards and expectations
for students

Figure 5.1. Interpretive framework illustrating the movement of leadership practices from theory to what school
leaders actually do to implement their leadership practices. Adapted from “10 Strong Claims About Successful
School Leadership,” by C. Day, P. Sammons, D. Hopkins, A. Harris, K. Leithwood, Q. Gu, and E. Brown, 2010,
Professional development presentation published by: National College for Leadership of Schools and Children’s
Services, p. 4. Copyright 2010 by the National College for Leadership of Schools and Children’s Services
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the research questions and the responses to these questions the data suggestseddrtedata
in Chapter Four indicates that the eight dimensions of the interpretive framework suggested by
Day et al. (2010) are exhibited by what effective school leaders actually do to manifest these
leadership dimensions. Thaain focus of thisstudyi8h owo ef fecti ve school
leadership styles, traitsharacteristics, anstrategies in their datp-day activities.As well as
sharing many of the same leadership styles, tichtmacteristics, and strategit#ee successful
high schoobprincipak who were a part of this studiso put into practice these common
leadership styles, traitsharacteristics, anstrategies by taking many of the same actions
Discussion of findings

The data reported fdhis study indicate that not only @dfective high school principals
share many of the same leadership characterigtas, skills, andtrategies; they also share
ways ofgetting things doneThere is a common set of actions shared by these principals in the
day-to-dayactivities thathey engagéo lead their respective high schools to be effective
learning institutions and to foster the academic success of the students housed in these buildings.
According to Day et al., all successful school principals move through a number of ghesg
their school leadership careers (Day et al, 2010). While the number of phases can vary, they
could be classified under three broad headinigaindational, developmental, and enrichment
(Day et al., 2010).The phases described in this study mayh®sequentiadepending on the
task or situation at hand (Day et al., 2010).
The foundational aspects of effective school leadership

In the foundational phase, new principals, or principals netetduilding, tend to focus
on improving the physical environment of the school and to liegintenure with posite

actions. New principals also set out new standards and expectations for students and staff, begin
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the evaluation process to determine how to restructure their organizations, to improve program
effectiveness, and put into place new performance managisystems (Day et al., 2010).

Dr. Brown began her tenure at Mission OverlooghiSchool with a reputation for
Afgetting things done. I used that reputatio
of the high school faculty and staff ( J B 00447273 Thé first academic change she
made was to the mathematm®gram at MOHS. She foundthfatt st udent s | i ked r
they got to high school. | looked for new math teachers who were stogented, competent
and targeted their professial developmenb rebuild the math departmént ( J B 04 /-16/ 2 (
75). As she worked on improving the academic pr
some of the teachers | had worked with at the junior high school. | worked on changing the
culture ofthe school and worked at improving the faculty and staff. [I] hired some new
[persmnel] and moved some peopleout ( J B 04 /-826/ 2014, 80

At Mustang High School, Mr. Rodriguez had taken over a school that had not met the
Annual Yearly Progress (AYP)andated by the No Child Left Bend (NCLB) Act for three
years(JR 10/08/2014, 884). He began to make changes in his academic program, almost

immedately. First, he implemeed

éwhat was called a oO6cluster 6 qulebasical . Dur
talk about instruction and curriculum [1in
checksd every fifteen days. We started o
testedéand then get the data, gowerimgver t he

everything, formatively. So, our cluster meetings moved away from just talking in theory
and generalities, to being more specific and data driven. (JR 10/08/261d0p2

But this only addressed half of the academic improvements needed atApt8blem with
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At oxi co t each e rimprovirgshe achdentdc peogrdmdar MrsRodrifj(éR
10/08/2014, 86)When he arrived at Mustang High School, Rodriguez discovered tfiahha d
teachers that JRen® / O&otiiudsdpport®féhe superintendent,
Rodriguez moved out thexic teachers andssembléd a faculty that not only moved MHS to
meeting the AYP standards, but also | ed to t
by the Texas Education Agency (TEA)R 10/08/2014, 11316)
In Montana, Stanley Clark faced a different sort of challenge. Remington High School
has had a reputation for academic excellence almost from its inception, but Clark believed ther
was still room for it to grow academicallC 10/01/2014, 16667). The first thing he did was
to i mplement Aéfreshman academi es. | think
implement freshmaacademied ( FC 10/ 0166l Pelsle ddddemi es use
concept that keep freshmtagether duringheir first year of high scho¢5C 10/01/2014, 172
173) Clark found more room for growth in the college daeedit program offered at RM$ |
want to see ourécollege dual <credit grow. V
forty college credits, but we teach some college courses that are not dual credlivgmtio go
in that directio® ( SC 1 0/ €230} RoOtHode studemsdot headed to the university after
high school, Clark alsavanted to begin
éto exteaeandt @aure®d into the 6traded worl d.
Big Water College, where these students are taking classes here [at RHS] and they earn a
construction or welding certificate after they complete their senior year. | want to see
those hings grow. (SC 10/01/2014, 22%3)
Fred Russell began his tenure at Barley High School with a problematic mandate from his

superintendent, who directed, AThings are go
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come in kere and make abunchof dge® ( FR 1 0 /-969 Degplelths, inaudpicious
start to his teare at BHS, Mr. Russell began to look for ways to madeded academic
i mprovements to the cHefopusedohthe addtian dfeddvancedp r o g r a
Placement (AP) courses, alcredit collegecourse and Mont anad@RDi gital
10/09/2014, 152453). Healso added the support of an alternative school for academically and
behaviorally struggling studen(ER 10/09/2014, 153But the academic enhancement that he
believess fAbi ggest feather in my cap an-d55)wasl ped
the establishment of a reading program that focuses on incoming ninth grade students who do not
read well. Mr. Russell has strong feelings that in order to be successigh school, or life,
students must be able to read. Another pdieynitiatedat the high scha to enhance
academics is thextra-curriculareligibility policy. This policy sé the standards and expectations
students must meet in order to partitgin extracurricular activitiegFR 10/09/2014)
The developmental aspects of effective school leadership

During the Adevel opmental 06 phase of effec
wider distribution of leadership roles and responsibiliti€eey also rely on the more regular
and focused use of data to inform theicid®mn-making about howatfurther develop programs
that will enhance student learning and achievement (Day et al., 2R ®f theprincipalsin
this study weractivdy engaged in expanding the academic opportunities for all of their
students, and they all have a genuine belief
behind. o

Dr. Brown took an active role in improving the mathematics courses and imstratt
Mission Overlook High Satol. Mr. Rodriguez looketb expand the college courses available at

Mustang High School by moving the schinol I nt
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Texas. Mr. Clark also lookdd expand not only the college ceas available to his students,
but alsoto enhancehe technial trade opportunities to be offeradtRemington High School for
those students who may not be going to college, through forming partnerships with the local
university and technical colleg€lark also turned his focus students at the other endtbé
academic spectrum, ahdsput many academic support $gms in place. These include:
transition programs, <credit recowredayy pS whga alng
homework program&SC 10/01/2014) Mr. Russell also began éxpar the dual credit,
Advanced Placement, and the technical trade course offerings at Barley High School.

All of the principals became actively 1inyv
All agreed that it was important for the principal to be prepared to take over many aspects of the
physical operations of their schools, when needed. Whether it was Stan Clark, at Remington
Hi gh School Aswinging a mop, o rdRsssel atBdrieyng s n
Hi gh School , eduepn dion d ettos of, bfdcRBrowm) dt KliSsior2 0 1 4
Overlook High School, working in the recentlyinktad d A cof fee bar, i n t he
04/16/2013,0r Mr . Rodriguez, at ifgthsfloa begausdd soghélyodS c h o
spilled something atthe game ( J R 1 0 /-6¥)Ball & the pdincipat Believe it is their
dutyto be willing to do whatever needs to be done to maintain an outstanding physical plant for
their students, faculty, and staff. None of them shy away from doing whatever is needed, nor do
they look for someone else to come and take care of the immediate needs of facility
maintenance, because after all, they are the principal. All believe ihahportant for the high
school principal to attend as many school ac
hallways and visit as many classrooms, every day, as is possible. None are hesitant to put in the

l ong hours necessaoysbol eadieds fibeyspeliev
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vital part of their job(JB 04/16/204; SC 10/01/2014; JR 10/08/2Q14/09/2014)
The enrichment aspects of effective school leadership

After several years of school leadership, principals begin to focus on strakeqiaret
designed to personalize and enrich the curriculum of the school they lead. The can also look to
further expanding the distribution of leadership on campus (Day et al., 2Ba6h. of the
principals in this study focused on improving the orgaronal aspects of their respective
schools, mainly by ensuring that they recrui
staff who can move the organization forward. They all also recognize that sometimes it is
necessary to remove teachemsch st af f t hat ar e {A3dpixther 6 (IR 1
organizations. They all recognize the need for high quality, focused professional development
for teachers, the need to act as coaches and mentors for their faculty and staff, and the need to
ensre thateveryonesi i n t he Ar ida h(tCacslelaita7ioOmcelieielinlhiaps.
proper rolesall of these effective school leaders wextkliligently to ensure that the entire
organization is symrted and nurtured. Dr. Browaplaced albf her academic department
chairs in an effort to c¢hansgheolfacwtyandstdifaf J Be en
04/16/2014,73)Shealscil ooked for new math teachers who
and [then] targeted their professa developmento rebuild the math department ( J B
04/16/2014, 745). At Mustang High School, Mr . Rodri gu
who had been a part of his faculty upon his arrival, with the full support of the superintendent.
He was abléo move out these teachers and bring in the faculty that moved the school to
A Re c o gniuzirchlyons yeadIR 10/08/2014, 12834). Even though Mr. Clarkt
Remington High School was fortunate to inherit a high quality and competent teachingestaff

selectechbout 8590% of the current fadty at RHS(SC 10/08/2014, 187)
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Mr. Russell, at Barley, has seen almost no turnover in the past seven years.
Conclusions

Educational research conducted over the past sixty years has thorougidgreshand
enumerated the leadership styles, traits, characteristics, and leadership strategies that identify
what it means to be an effective school leader. The purpose of this study was to identify and
document what exactly these effective school lesadetually do to lead successful schools.
This study has also documented what specific actions the selected high school principals take to
impact and enhance the acadesuccess of thestudents It is importanto study andeport
what actions taken by effective school leaders lead to effective schools and successtsl studen
The research has confirmdxy, almost every study citad this dissertatiorthat successful
schools require effective school leadership. It must ipewur task to identify the specific
actions these school leaders take that makes our pronouncements about the importance of
effective school leaders valid.

The framework developed to analyze and interpret the data from this study provides a
A wi n d othedmovemeant of theory to practicEhe interpretive framework derived frommet
eight dimensions of successful school leadersegeidbed in the research of Detyal. (2010)
andset i n the cont ext socafeeriflubtrateshdwhesecack ofthdeight pr i n
dimensions might bput into action by effective principals who lead successful schddis.
eight dimensions of school leadership may be manifested in any, all, or none of the phases.
Although the phaseas the interpretive framewk suggest a sequence, principals may find
themselvesperating in many phases at the saime, or in varying sequensef thephases
depending omthe circumstancesf the school they lead.

It is alsoimportant to for educational leadershipeascler o makeefforts to expand on
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the fiwhat 6so0 of quantitative and qualitative
practical @ howbo i schooldeadenstipyalearchsshout befgie to
illuminate how and why school leaders lead @ake the actions they take to lead successful and
effective schools. This study hasdm one step in that direction.
Recanmendations
Future Research
If for no other reason than the limited sample employed in this inquiry, it is evident from

this studythat there is a need for further study of the practical aspects of schaoklaad
Future researchers may want to focus attentighwoh at wor ks o and t he #fAbe
effective schooleaders. Such meresearch wuld complement the extensive bodf
professional literatuke collected over the past 60 yearthat identifies the leadership styles,
traits, characteristics, and leadership strategies of effective school principals. It will be
important to the training and education of future schadées that research of the practcak
all levels of school and district leadershipecomes an integral part of the educational
leadership programs at institutions charged with preparing new leadership for our schools and
school di¢ricts. Questions fofuture research may include

1 What do effective school boards actually do?

1 What do effective superintendents actually do?

1 What do effective high school principals actually do?

1 What do effective middle school principals actually do?

1 What do effective elemeary school principals actually do?

The answers to these questions are extremely important as educational leadership programs

prepare new leaders for school and school district leadership.
117



Another avenue for prospective research may be in determigdgrihip styles of
school leaders and then investigating whether there are common actions school leaders take
based on their leadership style&t this point the question remaing school leaderDo skills,
traits, characteristics, and strategies dei@enwhat school leaders actually do in their-tlaxglay
practice of leadership, or, is what school leaders actually do determined by the skills, traits,
characteristics, and strategies they posségsihteresting research approach might be case
studies 6school leaders who are identified as transformatiamatlfnsactional, instructional,
authoritarian, democratic, servaatc] leaders share common leadership strategies and actions
with those leaders likewise identifiethvestigation into threlationshipof leadership styles and
the actions taken by principals who exhibit the various leadership styles may also provide insight
for the selection of school leaders.
Practice

Just as there are severralibfeslte gieacharg h clesas
there should be one or mdfreese clearinghousestablished to consolidate the research of the
Aibest pr schobladmisigratorsfthmiicuses on the practical aspeaftsvhat school
leadersactually do More qualitative researchfocnsy on t he fAhowéso and f
school leaders is paramount in order to provide aspiring school leaders, and those who seek to
i mprove their school | eadership practices, W
aspects of educationl@adership may alsencourageducational leadership programs to
continue to augment their instructional pr og
how school ¢éaders move theory to practice.

The addition of a A pursetothe cuaent caursenodsbutlies! e a d e

offered by universities providing graduate educational leadership progrghsbe beneficial
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to aspiring principals, or school principals seeking ways to improve their practice. Such a course
might focus on thearied,practicalandiir eal wor |l do actions taken |
lead siccessful schools. Based on more than sixty yeaesehrch of the characteristics, traits,
skills, and strategies of successowWwtud tphd nith e
pr act ischeokpdncipafand what thewctually do in their dayo-day leadership role. The

course should be led by a currently practicing school leader, or a recently retired principal or
superintendent with extensive school laatig experience. Such a course might provide
valuableinsigh t o prospective school |l eaders and e x

successful schools.
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APPENDIX A
Interview Questions for Principals

1. Tell me about yourself what is your experiencand why did you choose to become a
high school principal?

2. Describe your schodl how many staff members and students do you supervise, what are
the demographics of staff and students, how old is the school?

3. Describe your leadership style and methods.
4. How do you feel about your preparation for your current position?

5. How does your job description define your responsibilities, and do you think this
accurately describes what you actually do as a school principal?

6. How would you desaeek?e a Atypical o worKk

7. Describe the condition and status of the school when you assumed the principal position.

8. Describe, in detail, whayou didto maintain what was working amdimplement the
changes$ organizationally, operationally, and academicéllypou deemed nessary to
improve school effectiveness and student achievement?

9. Based on your experiences at this school, what do aspiring and practicing principals need
to know and able to do to i mprove their s
academic success?

10.What are the rewards of being a high school principal?

11.What do you think the community expects from you and your school? What makes you
believe that?

12.What are your future plans for school improvement?
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APPENDIX B
Observation Guide
Date:
Interviewer:
I nterviewee:
Location:
Setting:

Observation Scene:

Details of Observation Reflections of Interviewer
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APPENDIX C

IRB APPROVAL
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