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 ABSTRACT 
 

The purpose of this research study was to identify challenges (inhibiting factors, 

roadblocks, obstacles) that elementary and secondary school principals face and the 

creative strategies principals and their colleagues utilize to nurture and sustain positive 

personnel support cultures on their campuses that can support teaching and learning 

effectiveness.  

The study attempted to examine elementary and secondary school principals in 

eight sets of comparison pair and outlier schools regarding their perceptions of the 

leadership challenges (inhibiting factors, roadblocks, obstacles) associated with nurturing 

and sustaining positive personnel support cultures on their campuses that effectively 

produce positive outcomes.  A visual inspection of principal survey responses in 

conjunction with a review of individual school State of Texas Assessments of Academic 

Readiness (STAAR) and Texas Academic Performance Report (TAPR) accountability 

data were utilized as the basis for identifying comparison pair and outlier schools of 

particular interest for the qualitative interviews.  PSC/NS–SE summary data profiles were 

created and provided to participating districts as a resource to further inform educators’ 

personnel support culture nurturance and sustainability efforts.  Collective qualitative 

analyses completed during the study identified three emerging themes providing insights 

into the nature and focus of positive personnel support culture leadership of school 

principals participating in the study.  The findings and conclusions of the study provide 

empirical evidence that affirm that administrators’ collective, day-to-day personnel 

support behaviors and interactions can help achieve positive school outcomes. 
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CHAPTER I 

INTRODUCTION 

Overview 

Researchers frequently compare the profession of education to a “revolving door” 

(Ingersoll, 2002). High turnover in general is high, however it is particularly high in teaching 

fields such as special education, mathematics, and science as well as underserved schools 

(Ingersoll, 2001).  Teacher turnover can negatively impact a school’s efforts to implement 

reform; it requires sustainability from staff.  There are also direct disadvantages for student 

achievement; quality teaching is a skill that is attained over time.  More teachers leaving the 

profession leave fewer teachers who have been able to acquire the skill of teaching (Scherer, 

2005).  

Research shows that districts struggle to retain novice and experienced teachers for many 

reasons such as the diversifying shift in student populations, increased class sizes, standardized 

testing demands, etc. Due to the focus on factors besides principal leadership, school districts 

spend valuable time and money attempting to improve teacher retention by addressing the factors 

listed earlier.  Smollin (2011) identified the top five reasons why schools are losing teachers: 

burnout, threat of layoff, low wages, testing pressure, and poor working conditions.  Supportive 

leadership, collaboration, resources, professional development, and a strong curriculum were 

more important to teachers leaving than salary (Smollin, 2011).  Do school districts assess their 

principals’ role in teacher retention?  Have school districts interviewed and surveyed teachers 

leaving the profession to identify whether they are leaving due to poor working conditions or lack 

of administrative support?  

Teacher turnover is a serious problem, especially in Texas where a report from the Texas 

State Board for Educator Certification (SBEC, 2000) cited that Texas had a turnover of 15.5%.  

School districts in Texas lose an estimated $329 million at a turnover rate of 15.5%.  The figures 
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the report from SBEC provided were from 2000.  Fifteen years later, Texas continues to face high 

teacher turnover at a higher cost in today’s dollars.  School districts across Texas and the nation 

are facing a funding crisis and cannot afford to lose dollars, but most importantly cannot afford to 

not meet the needs of students due to the lack of skilled, qualified, and experienced teachers. The 

turnover places a strain on veteran teachers and administrators who must put forth additional 

effort to train and support the teachers replacing those leaving for opportunities outside of 

education or going to schools where they feel additional support will be available. 

 

Statement of the Problem 

Jacob, Vidyarthi, and Carroll (2012) described successful teachers who are impossible to 

replace as “irreplaceables;” these teachers disappear as a result of negligence and inattentiveness 

by administrators.  Teacher retention is a risk to public schools and is a concern facing 

administrators today, yet little research has been conducted to determine the core causes of 

increased attrition of teachers (Mota, 2010; Sass, Seal, & Martin, 2011).  Teacher retention is a 

chronic issue for schools across the nation, and although some reasons for teachers leaving are 

beyond the control of a district, one area of control is administrative support, which is the single 

most influential (Cross, 2011). Two of several factors found to be a problem in retaining teachers 

were a non-supportive environment and administration (McLaurin, Smith, & Smillie, 2009).  

Studies have shown that teacher quality is one of the single most important factors in student 

achievement, however the recruiting of quality teachers is not enough; retention of quality 

teachers through a network of supports, especially administrative, is essential (Gujarati, 2012; 

Spillane, Diamond, & Jita, 2003). 

A transformational leader has the ability to increase the aptitude, commitment, and 

effectiveness of his or her organizational members; therefore this leadership plays a fundamental 

role in job satisfaction that ultimately results in teacher retention (Fenn & Mixon, 2011; Lazzaro, 

2009; Nguni, Sleegers, & Denessen, 2006).  Leithwood (2005) found that transformational 
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leadership had an impact on a range of school conditions, including teacher commitment and job 

satisfaction.  Building relationships, developing people, and developing a shared vision were 

critical components of transformational leadership found to increase job satisfaction and teacher 

commitment (Leithwood, 2005).  Transformational leadership also involves characteristics such 

as charisma, inspiration, individualized consideration, and individual stimulation (Bass, 1985; 

1998a; Griffith, 2004).  These characteristics address the administrative neglect described by 

Jacob, Vidyarthi, and Carroll (2012).  Moreover, a strong correlation was found to exist between 

transformational leadership and teacher job satisfaction, a positive personnel support culture 

(Mota, 2010). 

 

Personal Interest 

I have a personal and professional interest in this study.  I currently serve as deputy 

superintendent in a public school district with nearly 7,300 students and served in the capacity of 

executive director of human resources and interim superintendent prior to serving as deputy 

superintendent. During the course of this doctoral program I was serving as a human resources 

director in a large suburban district prior to joining the district, currently serving as deputy 

superintendent for educational services. 

I have 14 years of experience in education, beginning a teaching career at age 21, and 

attained an assistant principal position at age 24.  As a young administrator, I values those who 

choose to enter the profession at young age.  My experience as a first-year teacher in an urban 

Title I middle school provided a solid teaching foundation due to a strong level of support 

systems in place from day-one, which varied from a collaborative department and grade-level as 

well as an administrative team that provided support and opportunities to grow as an instructional 

leader on the campus.  My first educational experience at the Texas Education Agency 

“Recognized” Title I campus influenced the interest to become a campus leader where a larger 

impact on teaching and learning could be made.  As a novice teacher, I was connected to a mentor 
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who was seasoned, connected with the district’s professional learning specialist, had time during 

the day allotted to meet with the grade-level team and department chair, and had regular check-

ins with the principal and assistant principals.  In addition to the aforementioned support systems, 

the academic dean conducted frequent walkthroughs and provided immediate feedback. I gained 

knowledge from these support systems and the three years of teaching experience and utilized 

them to build a positive personnel support culture as an assistant principal, principal, and later as 

a central office administrator. 

A strong interest in personnel support culture was triggered after two administrative 

experiences on two separate campuses.  Each campus made significant academic gains in a short 

period of time.  The elementary campus moved from TEA “Acceptable” to “Recognized” and the 

secondary campus from “Recognized” to “Exemplary,” each within a period of only two years.  

In addition to the experiences moving campuses to a higher performing status, my human 

resource experience providing support to 33 elementary school principals allowed me to observe 

the vast differences between each campus principal’s leadership styles.  It was evident who was 

not serving in an academic role at the time and to see how the personnel support culture impacted 

the outcome – school effectiveness. 

 

Purpose of the Study 

The purpose of this research study was to identify challenges (inhibiting factors, 

roadblocks, obstacles) that elementary and secondary school principals face and the creative 

strategies principals and their colleagues utilize to nurture and sustain positive personnel support 

cultures on their campuses that can support teaching and learning effectiveness.  The current 

research study involves surveying elementary and secondary school principals in a number of 

school districts regarding their perceptions of the leadership challenges (inhibiting factors, 

roadblocks, obstacles) associated with nurturing and sustaining positive personnel support 

cultures on their campuses that effectively support teachers.  The study also included follow-up 
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qualitative interviews of principals and randomly selected teachers in sets of comparison pair and 

outlier schools identified from the total sample of participating schools.  A visual inspection of 

principal survey responses in conjunction with a review of individual school State of Texas 

Assessments of Academic Readiness (STAAR) and Texas Academic Performance Report 

(TAPR) accountability index data were utilized as the basis for identifying comparison pair and 

outlier schools of particular interest for the qualitative interviews. 

 

Significance of the Study 

Socioeconomic factors such as increasing poverty, increasing student populations, 

increasing retirements, and fewer interested in entering the teaching profession will impact the 

pool of teachers.  However, the question comes to mind regarding what schools are doing to 

improve attrition (Hebert & Ramsay, 2004).  Teacher retention is increasingly becoming a bigger 

challenge for public schools.  Reports indicate the teacher shortage crisis will continue to be 

problematic.  Nearly 3 in 10 teachers either leave to a different school or leave the teaching 

profession after just the first year (Ingersoll, 2001).  Thirty-two percent of teachers leave the 

profession due to poor administrative support, which poses an obstacle for achieving success in 

the classroom (Hebert & Ramsay, 2004).  A research study investigating the challenges that 

principals face and the creative best practices they may employ in nurturing and sustaining 

positive personnel support cultures on their campuses to enhance teacher retention and school 

effectiveness will assist current and future administrators in focusing on transformational and 

participative leadership styles as their schools continue to undergo organizational change.  By 

recognizing their own leadership styles, leaders can determine how to effectively implement 

effective personnel support cultures on their campuses utilizing transformational and participative 

leadership approaches. 
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Conceptual Model 

 

A conceptual model depicting the relationship between campus-level personnel support 

culture (PSE) and school effectiveness (SE) was developed for the current research study.  The 

conceptual model developed is presented in Figure 1.1.  
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Figure 1.1 PSC–SE conceptual model. 

 

 
The PSC–SE conceptual model depicts the multiple relationships existing within and 

between elements and dimensions of campus-level personnel support culture (PSC) and school 

effectiveness (SE) on individual campuses.  The PSC–SE conceptual model suggests that a 

variety of macro- and micro-structural elements as well as unseen elements may be present within 

the PSC existing at any given time on a school campus.  Macro-structural elements might include 

site-based decision making (SBDM) teams, new teacher academies, professional learning 

community (PLC) groups, as well as multiple faculty committees.  Micro-structural elements will 

typically involve smaller aspects of larger macro-structures such as teacher peer planning and 

coaching, principal-teacher supervisory meetings, and teacher-parent conferences.  These kinds of 

macro-structural and micro-structural organizational elements may also contain unseen elements.  

Such unseen or latent structures might include principal leadership style, school professional 

norms, and social beliefs.  The conceptual model highlights the central importance of a number of 

PSC process dimensions (mentoring / peer coaching, participative decision making, distributed 

leadership, organizational reculturing, school climate) within and through which administrators 

and teachers interact, which collectively serve to influence and impact the overall quality of the 

PSC existing at any given time on a school campus.  The PSC–SE conceptual model predicts that 

collectively, teachers and administrators’ day-to-day behaviors and interactions within this 

campus-level PSC will affect the overall quality of school outcomes (i.e., the multiple school 

effectiveness indices depicted in the model) on individual campuses. 

 

Hypothesized School Scenarios 

The usefulness of the conceptual model rests in its ability to describe, explain, and predict 

school effectiveness based on a set of characteristics.  The PSC model hypothesizes the 
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relationship between PSC and school effectiveness in different school settings.  A positive 

personnel school culture is broadly defined in the model and encompasses five PSC dimensions, 

micro-structural elements, and macro-structural element that result in varying levels of school 

effectiveness.  Personnel School Culture and school effectiveness are predicted to be highly 

correlated. 

Comparison pair campuses - named School A and School B - with almost identical 

student demographics and structural dimension have vast personnel support culture process 

differences.  The schools are very different in regards to school outcomes (school effectiveness, 

student achievement, and number of novice teachers).  Both schools are of similar size in addition 

to having similar demographics.  Both schools have similar overall teacher experience, but 

School A has a higher number of novice teachers.  The principal in this school has a more 

transactional and directive leadership style in this school.  PLCs in School A exist, however the 

administration does not participate or monitor PLCs.  Teacher collaboration within School A is 

high, but little coaching and guidance is provided by administration.  There is a higher level of 

autonomy and teachers are not fully aware of what other teachers are teaching, particularly in 

their own grade levels. 

The PLCs in School B are strong and administrative engagement within them is high, 

resulting in atmosphere of trust, willingness to take risks, and teachers knowing how other 

teachers are teaching and how well their students are performing.  Collaboration is strong among 

teachers because it is modeled and encouraged by administrators.  The principal allows many 

opportunities for teachers to provide input in all aspects of decision-making, encourages teachers 

to observe each other’s teaching, and builds in time for teachers to meet as a PLC during the 

instructional day. 
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Research Questions 

 The following research questions derived from the above PSC–SE conceptual model 

were utilized to guide the current research study: 

1. In what ways does a transformational and participative leadership style influence teacher 

retention? 

2. What are the transformational and participative leadership qualities as identified by teachers? 

3. How do teachers describe their principal’s leadership style? 

4. In what ways do principals apply transformational and participative styles to retain teachers 

on their campus? 

5. In what ways do qualitative findings reveal the leadership styles of principals in low-turnover 

schools versus high-turnover schools?  

6. How do transformational and participative leadership styles influence school climate? 

 

Assumptions 

The current study includes several assumptions.  The first assumption is that all 

participants are familiar with some variation of transformational and participative leadership 

styles or their opposites.  A second assumption is that all participants in this study were honest 

and truthful in their responses and feedback.  A final assumption is that the researcher remained 

free from bias and predetermined perceptions in the analyses of data collected. 

 

Study Limitations 

 This study was specifically focused on the nature and quality of Personnel Support 

Cultures (PSC) and school effectiveness (SE) of elementary and secondary school campuses in 

Texas.  Therefore, the study’s generalizability was limited to Texas elementary and secondary 

campuses only. 

 Administrative leadership and teacher instructional capacity were contributing factors in 
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investigating campus-level PSC and SE. 

 

Summary 

Chapter one presented an overview of the current study.  The chapter included a 

statement of the research problem and an articulation of the purpose and significance of the study.  

A conceptual model depicting variable relationships between and among multiple 

dimensions/elements of campus-level personnel support culture and multiple indices of school 

effectiveness was presented and discussed.  Research questions derived from the conceptual 

model were delineated.  The chapter concluded with the assumptions and limitations of the study. 
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CHAPTER II 

LITERATURE REVIEW 

Introduction 

This chapter explores principal transformational and participative leadership practices 

through organizational change and reculturing efforts and its impact on school effectiveness. The 

chapter contributes to the limited body of knowledge that directly connects personnel support 

culture (PSC) to school effectiveness. This study provides additional knowledge on 

transformational and participative leadership styles and to the related research found on a positive 

personnel support culture. 

 

Leadership Theory 

If you take a glance into a successful school you would likely find a great principal. If 

you take a look into a failing school you would likely find a poor leader.  Leaders are essential for 

quality education; however, a strong leader can lead a school to success.  In an era where high 

stakes testing has led to stronger accountability systems, school principals are being held 

accountable for student achievement. Principals of today must adapt to the changing role of the 

school principal that is increasingly demanding. Today’s principal encounters tougher 

accountability standards, rigorous curriculum, changing demographics, demands from 

stakeholders, technological advancements, and unique student needs that require a principal who 

can respond to the challenges by effectively creating a vision and goals (Fullan, 2007; Leithwood 

& Riehl, 2003; Razik & Swanson, 2010). 

Today’s schools seek principals who are leaders, not managers.  A leader is aware of the 

essential needs and values of others, and as a result they mutually agree on changes (Burns, 1978; 

Razik & Swanson, 2010). Although Burns (1978) did not center his leadership studies on 

educational leadership theory, many researchers grounded their research on educational 
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leadership (Leithwood & Riehl, 2003) on his theory of leadership. Burns (1978) describes 

leadership as an aspect of power where leaders have the same desire to achieve the goals of their 

followers equally to theirs; leaders distribute leadership and power to a wide range of constituents 

rather than to just a few.  “We must see power – and leadership – as not things but as 

relationships” (Burns, 1978, p. 11). Various fundamentals of leadership styles must be learned 

and used in different and complex circumstances. Leadership is vital within an organization 

seeking to find solutions for problems that are not simple and not likely to have been encountered 

previously and likely will not be encountered again. A leader can make a complex problem 

simple because it involves the purpose of both the person who holds power and the constituent; 

hence it is a collective effort (Burns, 1978; Fullan, 2001). 

Leadership is one’s ability to “pursue moral purpose, understand the change process, 

develop relationships, foster knowledge building, and strive for coherence – with energy, 

enthusiasm, and hopefulness” (Fullan, 2001, p.11). Fullan (2001) identified the five components 

of effective leadership as (a) moral purpose; (b) understanding change; (c) relationship building; 

(d) knowledge creation and sharing; (e) coherence making. Leaders who continuously work on 

the five components of leadership have the ability to attain commitment from both internal and 

external members of the organization. The attainment of commitment ensures “more good things 

to happen” and “fewer bad things to happen” (Fullan, 2007, p. 10).  

Northouse (2013, p. 5) defined leadership as a process whereby an individual influences a 

group of individuals to achieve a common goal.” Similarly to Burns (1978), Fullan (2001) and 

Northouse (2013) shared that leadership involves influence for a common task to be 

accomplished. Leadership involves attention to common goals and targeted energy that leads 

individuals towards achieving together, a task not conducted alone by school principals 

(Northouse, 2013; Spillane & Camburn, 2006). 

Gardner (1990) described leadership as someone along with his or her group who all 

work towards a common goal or vision. A leader is not alone; a leader is part of a group. A leader 
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and their constituents cannot be thought of as separate entities. Gardner (1990) explains that there 

must be two-way communication between leaders and their constituents. Constituents and leaders 

learn from one another and help to shape both each other and the organization. A leader 

represents the organization and the constituents. A true leader does not assume the role of a 

power figure with followers, but acts as the facilitator of a team. Leaders who seek to fulfill their 

personal ambitions go against the group’s values; therefore the leader cannot succeed (Gardner, 

1990). 

 

Transformational Leadership 

Transformational leadership is a process that enhances the motivation, morale, and 

performance of followers utilizing interactive and collaborative approaches to situations (Bass 

1985; Burns 1978; Northouse, 2013).   

Burns (1978) outlined two unique styles of leadership in his work to describe distinctions 

among power: transformational and transactional. Transactional leadership involves the bulk of 

leadership models that focus on the dealings that occur between leaders and their followers for 

the purpose of exchanging valued things.  In the transformative form, both the leader and 

follower are cognizant of each other’s power and pursue their personal goals. A transformational 

leader is armed with the ability to improve a constituent’s motivation and performance through 

transforming their self-confidence.  Transformational leadership involves a leader’s ability to 

engage with others to increase motivation and raise morality that creates a fused purpose. 

Transformational leaders have the ability to increase productivity by developing capacity and 

attaining commitment among their followers (Burns, 1978; Fullan, 2001; Leithwood, 2005; Razik 

& Swanson, 2010).  “The role of the leader is to help followers transcend the levels of need and 

stages of moral development to achieve mutually held higher purposes” (Razik & Swanson, 2010, 

p. 91). 
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Since the 1980’s, transformational leadership has been the focus of much research and is 

described as the “new leadership” paradigm as we shift towards an emphasis on intrinsic 

motivation and constituent development to fit in today’s postindustrial world of collaboration 

(Northouse, 2013; Razik & Swanson, 2010). Few managers today depend on their legitimate or 

coercive power, rather they engage in transactions with their followers. Today’s leaders 

concentrate on the work at hand and show consideration for those who are doing great work (Bass, 

1998b; Rost, 1993). Rost (1993) defined leadership as “the influence relationship among leaders 

and followers who intend to make real changes that reflect their mutual purposes" (p. 101).  

Flawless transformational leadership attributes and behaviors are characterized by (a) 

establishing a vision and mission; (b) instilling confidence and pride in the vision and mission; (c) 

acquiring trust; (d) establishing mutual respect; (e) exciting self-confidence (Pounder, 2008). 

Leaders have charismatic effects on their followers through serving as strong role models; leaders 

exhibit the characteristics they seek followers to have. Charismatic leaders are (a) strong role 

models; (b) appear confident; (c) articulate ideological goals with moral overtones; (d) 

communicate high expectations and increase followers’ self-confidence; (e) arouse motives. 

Leaders eliminate or cease to implement extrinsic rewards through influencing followers to be 

intrinsically motivated by allowing them to view their work as valuable and a reflective of 

themselves (Northouse, 2013). 

Bass (1985; 1998a) described transformational leadership as a leader’s ability to inspire, 

motivate, excite, and encourage followers to look beyond their personal self-interests. The 

transformational leadership style is concerned with improving performance of followers and 

supporting them to perform to their maximum potential. A transformational leader behaves in a 

way that is perceived by teachers to be motivating and challenging, thus creating an atmosphere 

of enthusiasm (Northouse, 2013). Transformational leadership consists of four factors (a) 

charisma; (b) individual consideration; (c) intellectual stimulation; (d) inspiration (Bass 1985; 

1998a; Burns, 1978).  
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A transformational leader’s ability to meet the emotional needs of their followers and 

excite their employees to accomplish goals is described as charisma (Bass, 1985; 1998a).  

Charismatic leader serve as role models for their followers by setting high standards of moral and 

ethical conduct for themselves and in return are imitated by followers (Northouse, 2013). 

Idealized attributes include instilling pride, gaining respect through actions, emphasizing looking 

beyond self-interests, and exhibiting confidence (Bass & Avolio, 2004). Communicating and 

establishing a common purpose, influencing others to seek to accomplish the mission, considering 

moral and ethical consequences of decisions are also characteristics of a charismatic leader (Bass 

& Aviolo, 2004; Northouse, 2013). 

A transformational leader’s ability to see and identify the differences between employees, 

while also working to grow those who need assistance is considered the individual consideration 

factor (Bass, 1998a). Individual consideration is characterized by a leader who provides a caring 

climate where individuals are listened to carefully, creates a supportive climate where individual 

differences are valued, and fosters mentoring and coaching opportunities for professional 

development (Bass & Avolio, 2004; Northouse, 2013).  

The intellectual stimulation factor is characterized by a leader who can instill pride in 

employees through identifying new innovative ways to solve problems and viewing difficult 

situations as learning opportunities (Bass, 1985; 1998a). An intellectual stimulating leader has the 

ability to encourage followers to pursue creative ways of doing things, challenge their own beliefs, 

and to think independently. The transformational leader identifies followers’ areas of skill and 

encourages individuals to be leaders in the area of strength. Intellectual stimulation involves 

promoting individual efforts to problem solve in areas that are negatively interfering with the 

organization’s productivity (Northouse, 2013). 

While intellectual stimulation is characterized by empowerment, inspirational motivation 

is characterized by a leader’s ability to express important purposes and expectations in simplistic 

ways (Bass, 1998a). A transformational leader who inspirationally motivates followers fosters a 
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team climate by sharing high expectations, motivating through instilling confidence, and 

collaboratively establishing shared-vision where followers seek to attain it (Northouse, 2013; 

Pounder, 2008). 

Research has indicated that a positive correlation exists between transformational 

leadership style and sought-after leadership outcomes (Pounder, 2008). Employees tend to 

perceive transformational leaders as effective and rewarding (Bass, 1998b). Transformational 

leadership produces greater outcomes compared to transactional leadership. An organization has 

the capacity to reach its goals through transactional leadership, however an organization can 

exceed its goals through transformational leadership (Northouse, 2013). 

 

Participative Leadership 

Participative leadership involves a process by which the leader establishes a democratic 

network where influence and power are shared when making decisions are aligned with a 

common vision; the organization’s members support one another and learn from one another 

(Claudet, 1999; Leech & Fulton, 2008; Somech & Wenderow, 2006). 

Participative leaders view the organization as a democratic network having as its goal 

establishment an environment that addresses needs and desires of its stakeholders. A healthy 

organization is created through the leader being supportive, implementing group decision-making, 

and maintaining open communication and information flow (Lorsch & Trooboof, 1989). 

“According to participative designers, change should start by altering the most influential causal 

variables affecting what needs to be changed. Then there should be systematic plans prepared to 

modify for all other affected parts of the organization” (Lorsch & Trooboof, 1989, p. 74). 

Authority may be present, but there shared power exists; both group decision-making and group 

problem solving align with the participative leadership style (Lorsch & Trooboof, 1989). 

Schools today operate in a competitive, global, and complicated environment that 

necessitates principals needing to have the capacity to maneuver between the school’s external 



Texas Tech University, Matthew Gutierrez, August 2016 
 

17 

and internal demands in order to ensure professional and student development needs are met 

(Razik & Swanson, 2010; Somech & Wenderow, 2006). In schools today, principals are 

increasingly moving toward a leadership style that involves participative decision-making. The 

increasing emergence of the participative leadership we are witnessing in our schools is crucial as 

schools must put forth great efforts to reinvent the public school image. This reinvention of the 

public school image comes in response to the growing demands and the high level of 

commitment that is required of educators to effectively do their work. The traditional relationship 

between teachers and principals continues to evolve into a collaborative one, which is fostered by 

all members of the school community to create a healthy school environment (Somech, 2010; 

Razik & Swanson, 2010; Pepper, & Thomas, 2002).  Schools will continue to emerge into 

organizations where teachers are provided the opportunity to attain results by supporting and 

learning from one another. The participative leader encourages risk taking and shared leadership 

responsibilities that stems from fostered collaboration (Claudet, 1999; Leech & Fulton, 2008). 

Participative decision-making involves shared influence in the decision-making process, 

which involves both the principal and his or her teachers. Unlike the participative approach, a 

directive approach to leadership involves the principal providing a framework for the decision-

making process, which includes action that directly aligns with his or her vision. A participative 

leader allows teachers to align the decision making with a common vision that is developed 

collaboratively (Somech & Wenderow, 2006). Researchers often find that the problems facing 

schools are too great for one leader to face and solve alone, therefore involving teachers allows 

for improving the quality of the decision-making process (Somech, 2010). 

Graham and Haidt (2010) compared the phenomena of shared decision-making with a 

beehive.  Bees work towards the common purpose to protect, nurture, and reproduce the ovary of 

the hive. For bees the coordination of efforts towards the common goal is automatic, however for 

humans it is learned. Events such as college football games and church services are activities that 

bind humans together in ways that create a sense of community (Graham & Haidt, 2010). The 
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study of Graham and Haidt’s (2010) phenomenon is similar to the process of participative 

decision-making in schools where common goals have the potential to bring teachers and 

principals together (Somech, 2010). 

Somech and Wenderow (2006) argued that both directive and participative approaches 

are equally effective as they both serve to nurture workers productivity. Somech and Wenderow 

(2006) argued that participative leadership was positive but only in a small amount whereas a 

directive approach encouraged teachers to rise to challenging and high expectations. Directive 

leaders provide benchmark goals and provide clear directions and guidance to teachers that 

enable teachers to reach the expectations set forth, therefore providing an argument for the need 

of a directive leadership approach (Somech & Wenderow, 2006).   

Both the participative and directive leadership styles are associated with high outcomes; 

however the important piece to understand as a principal is to know when it is appropriate to 

utilize each of the leadership styles. The overall belief is that participative leadership has an 

advantage over the contrasting directive leadership style approach (Somech & Wenderow, 2006).  

Previous literature also indicates that either style cannot be studied unless a broader lens is used 

to consider conditional factors within each circumstance.  

 

School Climate 

School climate is the experience that is greater than the individual within a school; a 

principal’s ability to engage and connect has a positive or negative impact on the overall attitude 

and effectiveness of the organization (Cohen, McCabe, Michelli, & Pickeral, 2009; Pepper & 

Thomas, 2002; Razik & Swanson 2010). 

Litwin and Stringer (1968) defined climate as a set of measureable properties of the 

organization’s environment that is either directly or indirectly perceived by the employees who 

work within the organizational environment that influences or motivates their behavior. The 

climate of an organization is the sum of perceptions of those who work in the organization. 
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Organizational climate can arouse motivation, causing emergent behavior that results in 

consequences such as satisfaction, productivity or performance, and retention. Through their 

research, Litwin & Stringer (1968) identified nine characteristics or dimensions of climate 

defined as: (1) Structure: feelings employees have about constraints, rules, regulations, and 

procedures; (2) Responsibility: feeling of being your own boss; (3) Reward: feeling of being 

rewarded for a job well done, perception of fairness; (4) Risk: feeling that it is acceptable to be a 

risk-taker; (5) Warmth: feeling of being well-liked and prevalence of friendly social and informal 

social groups; (6) Support: feeling of mutual support from all levels; (7) Standards: feeling 

represented in decision making and valued for performance; (8) Conflict: feeling of wanting to 

hear different opinions and recognizing problems publicly; (9) Identity: feeling you are a valued 

team member (Litwin & Stringer, 1968). 

Educators have recognized the importance of school climate for over 100 years, however 

it was not until 60 years ago that the topic of school climate began to be a focus of research 

studies. There is no shared definition for school climate that exists; in fact a range of terminology 

is used for climate such as atmosphere, feelings, tone, setting, and many other terms. The 

environment in which one works and learns has an impact on their production (Pepper & Thomas, 

2002).  Cohen et al. (2009) described school climate to be the “quality and character of school life. 

School climate is based on patterns of people’s experiences of school life and reflects norms, 

goals, values, interpersonal relationships, teaching and learning practices, and organizational 

structures” (p. 182). Pepper and Thomas (2002) described climate to be the overall feeling of the 

school where collaboration between teachers, development of common goals, mutual support and 

constructive feedback exists. Razik and Swanson (2010) described an organization’s overall 

attitude as climate; the attitude of members of the organization is a result of climate.  

The common thread within the various definitions involve building community and 

fostering teacher development. The environment in which educators work and students learn has 

an important effect on productivity and performance. The school environment, or school climate, 
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is a critical element in our democracy and has an impact on our democracy’s future. School 

environment can have a positive or negative effect on the people who work there, directly having 

an impact on student learning (Pepper & Thomas, 2002). The school leader’s means of 

communication should be one that is defined by the school’s values, and one of which decision 

making is open for stakeholders. Effective leaders know how to respond to the many complex 

decisions that have potential to drive stakeholders in many directions through ensuring decisions 

are rooted in the school’s core values (Razik & Swanson, 2010). 

Teachers working within a positive school climate are engaged and respected by the 

principal and as a result gain satisfaction from the learning that is fostered. Teachers contribute to 

the organizational and physical operations of the school. The climate experience goes beyond 

one’s individual experience to describe the collective phenomenon, which is greater than an 

individual experience (Cohen et al., 2009). The phenomenon of a greater individual experience 

can be compared to a study conducted by Graham and Haidt (2010) that found individuals 

involved in religious communities to be happier due to the sense of community and belonging 

that exists within religious organization. The establishment of a sense of community within an 

organization can improve climate (Graham & Haidt’s, 2010; Wahlstrom & Louis, 2008). 

Principals were found to play critical roles in developing high achieving schools, 

however only a small amount of research attributes student success directly to the principal. A 

significant amount of research links the effects principals have on school operations specifically. 

Principals successfully conduct school operations through (a) motivating teachers and students; 

(b) sharing the common vision; (c) developing high expectations; (d) providing effective 

communication; (e) providing professional development; (f) ensuring a sense of mutual respect 

and trust (Horng, Klasik, and Loeb, 2010; Miller, 1981). The preceding actions ease the stress of 

teachers and have a significant contribution to the climate within the school (Grayson & Alvarez, 

2008). Schools described to have a positive school climate operate with minimal rules and benefit 

from a committed faculty, versus a negative school climate where teachers are hampered with 
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paperwork, restrictive policies and procedures, a confining work atmosphere, and experience 

micromanagement (Miller, 1981; Taylor & Tashakkori, 1995).  

Friedman, Galligan, Albano, and O’Connor (2009) wrote an article entitled Teacher 

Subcultures of Democratic Practice Amidst the Oppression of Educational Reform. In this article, 

the authors describe democratic leadership as the union of individuals within an organization 

where unity is accomplished rather than uniformity. A school where all stakeholders share 

responsibility in decision-making calls for a democratic working environment for teachers. The 

authors argued that No Child Left Behind (NCLB,(2001) has created a system where many 

students are left behind as a result of increased autocratic leadership styles, corporate influenced 

reform, and high stakes standardized assessments. Schools are beginning to cater to policy 

makers, thus moving away from democracy. The authors also argue teachers are the most 

influential; therefore responsible in creating a democratic working environment. Teachers must 

be active participants in reforming the educational system.  

Research by Friedman et al. (2009) determined what was at stake when teachers were left 

out or removed from the decision making process in public schools and how teacher subcultures 

arise. They study teacher subculture’s evolvement by attempting to answer the following 

question: “How do teachers negotiate the philosophical rift between mandated pedagogy and their 

personal beliefs about teaching and learning (p. 252)?” Friedman et al. (2009) discussed their 

findings on the teacher subcultures that exist within a school based on the subcultures that exist in 

a democracy. The four subcultures existing within a democracy are a subculture of compliance, a 

subculture of noncompliance, a subculture of subversion, and a subculture of democratic inquiry 

and practice. A qualitative study was conducted in a suburban and urban school setting. Their 

data from the study included field notes and transcripts of discussions and interviews from each 

school. The urban school participants included (a) nine Grades 1-5 teachers, with a variety of 

years of experience; (b) participants with 2-25 years of teaching experience, and their ages ranged 

from 24-54 years old; (c) a student population consisting of 82% minority, 90% free and reduced 
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lunch, and 8% bilingual students. The suburban school participants included (a) eight Grades, 1-5 

teachers and two student teachers with a variety of years of experience; (b) participants with 10-

32 years of teaching experience, and their ages ranged from 22-57 years old; (c) a student 

population consisting of 11% minority, 22% free and reduced lunch, and 22% bilingual students. 

An analysis of each subculture was presented and the authors focused on identifying how 

each subculture has an effect on teachers, student-teachers, students, and society. The study 

revealed that their teacher participants fit into one of the four subcultures based on a variety of 

behaviors even though the campus environments were different. In a subculture of compliance it 

was described that teachers fear questioning initiatives and pedagogy, therefore they comply. 

Teachers within the compliance subculture comply even if the program or initiative is not in the 

best interest of their students (Friedman et al., 2009).  

In a subculture of noncompliance, teachers still have a feeling of fear, but they also feel 

unappreciated and helpless. Students within the noncompliance teachers’ classrooms suffer as a 

result of teachers choosing to not implement administrative initiatives that are best practices 

based on research. These teachers perceive their roles negatively and also negatively impact and 

influence their colleagues who practice a more democratic role. This subculture has the most 

significant effect on learners, especially struggling learners. Noncompliance teachers shut the 

door and do their own thing, ignoring those initiatives that are researched based and costly 

(Friedman et al., 2009). 

Teachers complying within their classroom exhibit a subculture of subversion through 

making changes to mandated initiatives and programs to meet the specific needs of their students. 

These students within these classrooms benefit greatly, however the ideas are not shared with 

fellow teachers and thus results in their students missing out on the creative changes made 

(Friedman et al., 2009).  

Teachers within the subculture of democratic inquiry and practice model democracy for 

students and stakeholders. These teachers model through self-reflecting, investigating initiatives 
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with colleagues, and based on their findings make the necessary adjustments (Friedman et al., 

2009). 

The four subcultures make up a school’s climate and it is the principal who is at the 

center of creating an environment that is conducive to collaboration, risk-taking, and motivation 

to cause embracement of change. Teacher behaviors within a school environment could positively 

or negatively affect a school’s climate (Friedman et al., 2009). 

 

Organizational Change 

Organizational change is an organization’s shift from state-maintaining forces towards 

change forces cognitive restructuring that involves personal vision-building, inquiry, mastery, and 

collaboration (Fullan, 1993; Razik & Swanson, 2010; Wheatley, 1999).  Fullan (2002) explained:  

The role of the principal as instructional leader has taken us only so far in the quest for 

continual school improvement. We now must raise our sights and focus on principals as 

leaders in a culture of change. School improvement depends on principals who can foster 

the conditions necessary for sustained education reform in a complex, rapidly changing 

society. Never has the time been riper for change leaders than right now. (p. 16) 

 

Fullan (2007) explained “remembering that a culture of change consists of great rapidity 

and non-linearity on the one hand and equally great potential for creative breakthroughs on the 

other, the paradox is that transformation would not be possible without accompanying messiness” 

(p. 169). Society expects people to deal with change both individually and interdependently in a 

society that is global and culturally diverse. In order to prepare society to proactively deal with 

change, leaders and teachers must both be agents of change. Schools today encounter challenges 

such as population changes, societal demands, demographic funding shifts, and technological 

advances that teacher or administrators cannot tackle alone (Fullan, 2007; Razik & Swanson, 

2010). Organizational change can either be supported or resisted by networks of people within the 

organization itself (Fullan, 1993; Razik & Swanson, 2010). “The individual educator is a critical 

starting point because the leverage for change can be greater through the efforts of individuals, 

and each educator has some control over what he or she does” (Fullan, 1993, p. 12). “Making a 
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difference in the lives of students requires care, commitment, and passion as well as the 

intellectual know-how to do something about it. Moral purpose and knowledge are the two main 

change forces that drive success” (Fullan, 2007, pp. 20-21). 

Wheatley (1999) explained, the majority of change efforts fail due the thinking that is 

aligned with engineering; replace the defective part and start over aiming toward the prearranged 

performance levels. Organizational change efforts must begin with looking at the whole system 

rather than the parts within the system. Because of this linear approach we tend to mask the 

complexity of a dynamic organizational system rather than searching for forces within the 

organization and responding to the environment to set change into motion (Razik & Swanson, 

2010; Wheatley, 1999). Equilibrium is maintained by two sets of forces, (1) maintaining the 

status quo, and (2) pushing for change. Both forces are maintained equally when equilibrium to 

initiate change.  However, in order for change to occur tension must shift from state-maintaining 

forces towards change forces (Razik & Swanson, 2010; Wheatley, 1999).  

Organizational equilibrium is a sure path to institutional death, a road to zero trafficked 

by fearful people. Equilibrium is the end state in the evolution of closed systems, the 

point at which the system has exhausted of its capacity for change. (Wheatley, 1999, p. 

76). 

 

Razik and Swanson (2010) refer to Lewin’s (1951) framework instituting three steps: 

unfreezing, changing, and refreezing. Lewin’s work remains central to the theory of change 

because his idea assumes equilibrium as the impediment to change (Weick & Quinn, 1999). 

Equilibrium has the capacity to change when personal defenses, group norms, and culture are 

unfrozen through disconfirmation of expectations, inducting learning anxiety, and converting 

anxiety into motivation to change. Change then occurs through cognitive restructuring in which 

words are defined to have meaning and new standards of conclusions and evaluations are learned. 

When unfreezing occurs people tend to become attentive to new ideas referred to as “translation” 

(Weick & Quinn, 1999) 
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Fullan (1993) described four core capacities considered to be the foundation for 

constructing change (1) personal vision-building, (2) inquiry, (3) mastery, and (4) collaboration. 

The four core capacities are interrelated, reinforcing one another, and intersecting. Personal 

vision-building is closely related to moral purpose and shared vision. Personal vision-building 

forces those within the institution to take a stand for the desired future, establish meaning for 

work that is done, and creates positive images that are the driving forces. Personal vision-building 

makes change purposeful and is considered the route to change (Fullan, 1993). 

 “The relationship between the first two capacities – personal vision and inquiry – 

involves the ability to simultaneously express and extend what you value” (Fullan, 1993, p. 15).  

Continuous learning must take place within a complex organization where the environment 

continues to evolve. A personal purpose is a part of the evolution as one seeks information to 

improve and achieve a purpose. Teachers in successful schools recognize that they need help at 

times and felt more confident when their peers communicated ways to support them (Fullan, 

1993). 

 While personal vision and inquiry require one to think, the next capacity requires one to 

put their thinking into practice through behaviors and actions. Mastery involves more than one-

time in-service; it should be a continuous skill-building opportunity that is centered on everything 

we do. The learning enriched habits such as risk taking, diving into the unknown, and suspending 

belief must become part of a school’s character because it improves teaching (Fullan, 1993). 

Fullan (1993) explained “in order to be effective at change, mastery is essential, both in relation 

to specific innovations and as a personal habit” (Fullan, 1993, p. 17).  

Leaders must understand the change process along with the complexities it entails. The 

most important factor in successful change is relationships. Through relationships people share 

information and knowledge. Moral purpose drives change and leaders seek to make a difference 

in the lives of stakeholders. A change agent leader understands: (1) The goal is not to innovate the 

most, but to innovate selectively with coherence; (2) Having the best ideas is not enough; they 
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assist others, assess and find collective meaning; (3) The depreciation dip in the early stages of 

change; (4) Resistance should be redefined by listening and addressing concerns; (5) 

Transforming culture leads to deep sustaining change (Fullan, 2002). 

There is a limit to the amount we can learn if we keep it to ourselves; however, through 

collaboration we feed on each other and rely on others to accomplish things. Collaboration is the 

fourth capacity and it involves both personal mastery and group mastery. It is impossible to 

become a change agent without collaboration and relationships. Collaboration is essential within 

schools, between schools and the community, and between schools given the variety of 

challenges schools encounter today (Fullan, 1993; Razik & Swanson, 2010). In effective schools, 

improvement in teaching is collective rather than individual; teachers trust one another and share 

each other’s expertise to grow in the profession (Fullan, 1993). Fullan (1993) states, “time and 

time again we find that seeking external support and training is a sign of vitality” (p. 86). 

Successful schools look for expertise both internally and externally when seeking to improve 

(Fullan, 1993). 

 

Teacher Turnover 

A growing problem in public schools that has a significant impact on student 

achievement and the school budget is the inability to retain teachers. Teacher turnover is defined 

by Boe, Cook, and Sunderland (2008) as major changes in a teacher’s assignment from one 

school year to the next. Teachers experience burnout and leave the profession when (a) the sense 

of community is nonexistent; (b) professional growth is not nurtured; (c) and participative or 

shared leadership is not practiced – all critical components of a positive school climate 

(Watlington et al., 2010; Pepper & Thomas, 2002). Teacher retention has become a national crisis, 

primarily not due to due the insufficient supply but the excessive rate of turnover. The shortage is 

described to be a myth, the availability of teachers is adequate. The research showed school 

climate to have a positive relationship with teacher job satisfaction. Teachers feel valued and 
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respected when they are empowered and are free of being forced to follow taxing routines.  

Teachers, when provided the opportunity to contribute to important decisions impacting the 

school feel compelled to pursue innovative teaching methods, exhibit enthusiastic behavior, input 

more time and energy into teaching, and feel confident in their role as teachers (Boe et al., 2008; 

Taylor & Tashakkori, 1995). An aspect of a positive school climate includes job satisfaction that 

results in improved teacher productivity that in turn results in student productivity (Miller, 1981).  

Teacher turnover was described to have three components in one study. The most studied 

was attrition, which describes teachers leaving the profession. The second component is teacher 

transfers from one school to another, commonly described as teacher migration. The third 

component that is rarely considered is teaching area transfers, teachers transferred from one 

assignment to another within the same building (Boe et al., 2008). Boe et al.  (2008) report that an 

estimated 46% of teachers leave during the first five years.  

Weiss (1999) found the most important factor in turnover with first-year teachers was 

school leadership and culture. The study was based upon data from the teacher surveys of the 

schools and staffing surveys (SASS) in 1987-1988 and 1993-1994, which were sponsored by the 

U.S. Department of Education. The survey comprised of 2,676 and 2,412 first-year teachers 

respectively. New teachers who feel they have a voice in the selection of curriculum, instructional 

strategies, and discipline methods experience autonomy and discretion. Teachers experiencing 

autonomy and discretion feel confident about their work and plan to stay in teaching due to their 

supportive school leadership. New teachers have a need of being involved in the teacher 

evaluation process and in campus decision-making. The higher the level of involvement teachers 

have, the more positive their perception of the administration. The study found that leadership 

that incorporates teacher participation influences teacher job satisfaction (Weiss, 1999).  

Principals must meet the demands of the community, district administrators, and policy 

makers while at the same time fostering a positive climate resulting in teacher job satisfaction. 

Effective principals today participate in leadership development opportunities that provide 



Texas Tech University, Matthew Gutierrez, August 2016 
 

28 

guidance on implementing participative decision-making that involves all stakeholders. 

Participative decision-making ensures all have an opportunity to directly impact student 

achievement. Participative practices that result in high achievement outcomes provide teachers 

with the sense of belonging and success needed to feel satisfied with their role as a teacher 

(Bogler, 2001). Policy makers continue to increase the demands on principals by implementing 

increased accountability measures. It is extremely critical for today’s principals to rely on 

teachers through participative leadership. Participative leadership enables principals to meet the 

many demands one cannot meet alone. School principals juggle a multitude of tasks as they run 

the day-to-day operations of a school. Principals cannot afford to disregard the importance of 

creating a positive school climate through participative decision-making where research has 

proven to improve overall teacher job satisfaction (Somech, 2010; Taylor & Tashakkori, 1995). 

 

Leadership and a Positive Personnel Support Culture 

Empirical research indicating that participative decision-making results in organizational 

improvement has been shown to be inclusive. Some research has shown a positive relationship 

between participative decision-making and job performance, job satisfaction, and teacher 

turnover (Somech, 2010). Studies on participative leadership have typically focused on the 

relationship between participation and job satisfaction. Job satisfaction is defined as: positive 

teacher attitudes and beliefs regarding various aspects of their role, job, or profession. 

There were four major areas described by Cohen et al. (2009) that shaped the overall 

school climate. The four areas identified by Cohen et al. (2009) were: safety, relationships, 

teaching and learning, and the external environment. The two areas most closely aligned to 

participative leadership were two components of teaching and learning that included professional 

development and leadership, and relationship building that included respect for diversity, school 

collaboration, and connectedness. Professional development involves data driven decision-

making where teachers feel their input is significant and beneficial to the overall success of the 
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school. Leadership is critical to school climate; principals are accessible and supportive, but also 

honor their teachers. Relationship building also involved shared decision-making, mutual support, 

and a place where teachers feel enthusiastic about their work (Cohen et al., 2009). Pepper and 

Thomas (2002) also found promoting teacher development and school collaboration are essential 

to support a positive school climate. 

A principal’s leadership has an intense effect on a school’s climate; Pepper and Thomas 

(2002) expressed that those teachers who identified their principals as supportive found work to 

be more rewarding, more enjoyable, and less stressful. Principals had the capacity to bring about 

change through participative leadership and nurturing relationships with the school. Uniting the 

staff through a “we” approach rather than an “I” approach was found to help teachers feel their 

work was valued and respected (Pepper & Thomas, 2002). Teacher commitment was considered 

crucial for change to occur within a school and working to reduce teacher turnover must be at the 

forefront of a principal’s priorities. Teachers’ commitment is nurtured by increasing teachers’ 

decision-making power within the school, which will naturally impact the schools climate 

(Pepper & Thomas, 2002). Similar to the study conducted by Pepper & Thomas (2002), Claudet’s 

(1999) study that included 162 schools, 3074 school professionals, and 304 school administrators 

found  principal leadership affected staffs’ perceptions of school climate and effectiveness. 

Schools with a high Organizational Structure (OS) had a principal who exhibited high 

encouragement and support,  an open and participative view of decision-making, and created 

opportunities for teachers to be involved in collaborative planning and supervisory decision-

making. 

Evidence of the impact of shared-decision making, or participative leadership was 

outlined in a case study conducted by Pepper and Thomas (2002) where a new principal brought 

about change to the campus climate. The previous administrators utilized an authoritarian 

approach and as a result 11 of the 18 teachers were new to the school. After a short time on the 

job, the new principal realized the traditional leadership style of governing was not going to be 
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effective. The new principal conducted research on effective leadership practices. The research 

conducted by the principal lead to seeking input from teachers and deciding that collaboration and 

shared decision-making was needed and desired by teachers. The principal described his fourth 

and final year to be one where celebrations occurred frequently, student achievement and parental 

involvement improved, but most importantly 11 of the new teachers hired moved into leadership 

positions within the school and district. This case study provides evidence that a participative 

environment, which allows teachers to provide input and empowers them to become teacher-

leaders, enhances job satisfaction (Role et al., 2002).  

Leech and Fulton (2008) conducted a review of literature, which revealed successful 

schools had a principal who has (a) a clear mission, (b) well-defined goals, (c) self-confidence, 

(d) a commitment to high standards, (e) a participative style, and (f) actively involved in change. 

Effective schools have principals who empower teachers with responsibilities, establish shared 

decision-making processes aligned with the common vision, and provide professional 

development for teachers. Following their literature review Leech and Fulton (2008) discussed 

their study in which 646 secondary school teachers participated in a survey. Leech and Fulton’s 

(2008) survey found that teachers appeared to be more involved in school decisions if the 

relationship with the principal was perceived to be collaborative and supportive. Teachers were 

found to be less involved in decision-making if the relationship with the principal was described 

to be restricted or controlling. Other factors identified to build shared decision-making included 

the support structures in place within the school that included communication and professional 

development. A collaborative principal was found to share important information rather than 

withholding or filtering information (Leech & Fulton, 2008).  

The study conducted by Mendel, Watson, and MacGregor (2002) sought to answer how 

principal leadership styles are perceived by teachers, whether there was a difference between 

teachers’ perceptions of school climate based on the principal’s leadership style, and which 

leadership style was found in schools with the most positive school climate. Mendel et al. (2002) 
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utilized a questionnaire based on the San Diego County Office of education effective schools 

survey that contained two sections: leadership style component and the school climate component. 

Thirty-four random elementary schools in Missouri participated, of which 169 questionnaires 

were returned.   

The majority of elementary teachers perceived their principal as having a collaborative 

leadership style. Approximately one third identified their principals as using a non-directive style, 

while a small fraction indicated their principals used a directive style. The overall finding from 

this study showed that a collaborative leadership style contributed the most to a positive school 

climate (Mendel et al., 2002). The study conducted by Mendel et al. (2002), supports the idea that 

a transformational and participative leadership style (collaborative) has a correlation to a positive 

school climate; however, it does not link a positive school climate to teacher turnover. 

Griffith (2004) examined whether transformational leadership had a direct effect on staff 

turnover, and used a structural equation model (SEM) to examine the direct effect of principal 

transformational leadership where surveys were mailed to staff in the elementary schools of a 

large metropolitan area, suburban school district. Of the 8,535 school-based employees, 3,291 

employees completed the questionnaire. The principal transformational leadership showed a 

strong correlation to employee job satisfaction, which in turn resulted in less staff turnover. 

Griffith’s (2004) study also had its limitations; high levels of student achievement may have 

resulted in staff evaluating their principal and school environment higher. The study did indicate 

a link between leadership style and teacher turnover, however it failed to address the 

organizational change process (Griffith, 2004). 

Research indicated a positive relation between teachers’ participation in decision-making 

and their commitment to the school (Hulpia & Devos, 2010). Sharing leadership is critical in 

reducing teacher isolation and increasing a commitment towards a common goal. Principals who 

(a) provided opportunities for teachers to collaborate, (b) reminded them of their ability to meet 

the needs of their students and handle challenging situations, (c) and foster the teacher-teacher 
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relationship improved teachers sense of self-worth increase teacher collaboration and 

commitment towards a common goal (Wahlstrom & Louis, 2008). The more teachers viewed 

their role as a profession and as a focal point to their lives, the more likely they were to be 

satisfied with it. Through participative leadership, principals have the ability to develop and 

nurture positive feelings of teachers regarding their profession. Teachers’ satisfaction with their 

job is a critical link between the teacher and student relationship. Teachers who are happy with 

their job are enthusiastic in the classroom and are committed to the time and effort that is 

involved in the management of a classroom (Bogler, 2001). A study revealed a positive 

relationship between the ideals of teaching and job satisfaction. Teachers who participated in the 

study reported feeling satisfied with their profession when they (a) had a sense of self-esteem, (b) 

were provided with professional development opportunities, (c) felt successful, and (d) were 

allowed to participate in decision-making (Bogler, 2001). Committed teachers have greater job 

satisfaction and are less likely to leave the teaching field or display other behaviors that 

negatively impact job performance (Hulpia & Devos, 2010). 

A transformational leader has the ability to increase the aptitude, commitment and 

effectiveness of his or her organizational members; therefore this leadership plays a fundamental 

role in job satisfaction that ultimately results in teacher retention (Fenn & Mixon, 2011; Lazzaro, 

2009; Nguni, Sleegers, & Denessen, 2006). Leithwood (2005) found that transformational 

leadership had an impact on a range of school conditions, including teacher commitment and job 

satisfaction. Building relationships, developing people, and developing a shared vision where 

critical components of transformational leadership found to increase job satisfaction and teacher 

commitment (Leithwood, 2005). Transformational leadership also involves characteristics such as 

charisma, inspiration, individualized consideration, and individual stimulation (Griffith, 2004); 

these characteristics address the administrative neglect described by Jacob, Vidyarthi, and Carroll 

(2012). A strong correlation was found to exist between transformational leadership and the 

satisfaction of teachers (Mota, 2010). 
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Summary of Findings 

“The key to the speed of quality change is embedded in the power of the principal 

helping to lead organization and system transformation” (Fullan, 2010).  This common approach 

to leadership has the highest impact on student performance.  The research discussed the need to 

change the climate of the school to be aligned with a democracy that can result in high student 

performance.  Administrators must recognize the need for organizational reculturing. 

Transforming culture – changing what people in the organization value and how they work 

together to accomplish it – leads to deep, lasting change (Fullan, 2002).  Organizational 

reculturing develops accountability that is spread through all stakeholders; something that should 

not have to be measured.  A principal’s ability to empower the teacher to take part in the decision 

making process has a significant impact on the success or failure of a program (Fullan, 2002). A 

study shared by Spillane (2005) outlined Camburn, Rowan and Taylor’s (2003) study of more 

than 100 U.S. elementary schools and found that leadership was typically distributed between 

three to seven designated leaders across the elementary schools to include principals, coordinators, 

master teachers, teachers, and other staff.  In the study by Camburn et al. (2003) study concluded 

that leadership was defined as a set of an organization’s functions; leadership is not directly tied 

to a position or administrator (Spillane, 2005). 

 “An organization cannot flourish – at least, not for long – on the actions of the top leader 

alone.  Schools and districts need many leaders at many levels” (Fullan, 2002).  Sharing 

responsibilities evenly distributes accountability and empowers teachers throughout the 

organization to make the organization whole, and more productive.  The center of the leader’s 

attention must move past focusing on high standards and towards building relationships to 

establish a sense of strong self-worth among stakeholders.  “The cultural change principal must 

be attuned to the big picture, a sophisticated conceptual thinker who transforms the organization 

through people and teams” (Fullan, 2002).  
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Jacob et al.  (2012) described successful teachers who are impossible to replace as 

“irreplaceables;” these teachers disappear as a result of negligence and inattentiveness by 

administrators. Teacher retention is a risk to public schools and is a concern facing administrators 

today, yet little research has been conducted to determine the core causes of increased attrition of 

teachers (Mota, 2010; Sass, Seal, & Martin, 2011). Teacher retention is a chronic issue for 

schools across the nation, and although some reasons for teachers leaving are beyond the control 

of a school district. One area of teacher retention control is the level of administrative support; 

administrative support is the single most influential (Cross, 2011). Two of the most important of 

several factors found to be a problem in retaining teachers were identified as a lack of personnel 

support from administration (McLaurin, Smith, & Smillie, 2009). Studies have shown teacher 

quality is one of the single most important influences on student achievement. However, the 

recruiting of quality teachers is not enough; retention and leverage of quality teachers through a 

network of personnel support, especially from administration, is essential (Gujaratie, 2012). 
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CHAPTER III 

METHODS AND PROCEDURES 

Introduction 

 Chapter three outlines the methods and procedures utilized in the current study.  This 

study focused on identifying challenges (inhibiting factors, roadblocks, obstacles) that school 

leaders face and the creative strategies principals and their colleagues utilize to nurture and 

sustain positive personnel support cultures on their campuses that can support teaching and 

learning effectiveness.  A phenomenological lens was employed to guide a focused investigation 

into the context-specific leadership challenges and opportunities associated with implementing 

positive personnel support cultures for professional staff (certificated personnel and 

paraprofessionals) in elementary and secondary school communities. 

 

Research Design 

  This study employed a multiple school district, mixed methods phenomenological case 

study design.  Phenomenology is defined as the study of “evolving patterns of meaning making 

that people develop as they experience a phenomenon over time” (Schreiber & Ansel-Self, 2011, 

p. 11).  Phenomenology requires the researcher to engage participants in prolonged and cautious 

descriptions of their lived experiences in order to grasp essence or meaning by conducting a 

narrative or thematic analysis.  Through a phenomenological study, the researcher is intimately 

connected with the phenomena being studied (Lichtman, 20123; Screiber & Asner-Self, 2011). 

The study design included two research phases.  Phase 1 involved administering a 

quantitative survey questionnaire to elementary and secondary principals and assistant principals 

of central city suburban school districts agreeing to participate in the study.  The survey 

questionnaire utilized for Phase 1 was developed by the researcher and was based on personnel 

support culture conceptual dimensions identified in the literature review.  The researcher 
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conducted a visual analysis of campus administrator perceptions of the quality of the personnel 

support cultures on their campuses reflected in administrators’ survey questionnaire responses.  

Campus administrators’ survey responses were analyzed in comparison with 2013 and 2014 

available State of Texas Assessments of Academic Readiness (STAAR) scores and 2014 Texas 

Education Agency (TEA) Texas Academic Performance Report (TAPR) accountability index 

summaries to identify a series of comparison pair campuses and outlier campuses emerging from 

the overall school sample that warrant further in-depth qualitative investigation.  Comparison pair 

campuses consisted of sets of two schools identified in the overall school sample that shared 

similar demographic profiles (SES, student populations, etc.) but varied substantively on one or 

more school effectiveness indices (e.g., student achievement, TEA TAPR accountability index 

scores, administrator survey perceptions regarding the overall quality of campus personnel 

support cultures).  Outlier campuses were identified as those schools in the overall school sample 

exhibiting the most extreme scores in both school performance and personnel support culture 

survey results.  These identified comparison pair and outlier campuses were the focus of Phase 2 

of the current study, the phenomenological case study investigation. 

In-depth, semi-structured interviews of all administrators (principals, assistant principals) 

and a random sampling of teachers in the identified comparison pair and outlier campuses were 

conducted at these schools to further explore administrator perspectives of personnel support 

culture (PSC) nurturance and sustainability practices and challenges in their respective school 

situations.  Of particular interest in this qualitative phase of the study was gleaning additional 

insights through inquiry-based conversations with these administrators on context-specific 

“inhibiting and nurturance factors” and “sustainability strategies and best practices” (such as 

those articulated in the Personnel Support Culture and School Effectiveness conceptual model [p. 

5]) that may help to explain educators’ relative progress and overall success levels in nurturing 

and sustaining an effective personnel support culture (PSC) on their campuses.  Analysis of 

qualitative interview data collected enabled the researcher (in collaboration with the educators at 
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these schools) to construct deeper understandings of possible “links” or “connections” that may 

exist between campus-level PSC nurturance challenges and sustainability strategies and best 

practices (including educators’ own in-depth perceptions of their school’s PSC nurturance and 

sustainability progress) and school effectiveness as measured by STAAR standardized test scores 

and Texas Education Agency campus accountability summaries for the 2013 and 2014 school 

years. 

The following research questions emanating from the Personnel Support Culture and 

School Effectiveness conceptual model (p. 5) guided this study: 

1. In what ways does a transformational and participative leadership style influence 

teacher retention? 

2. What are the transformational and participative leadership qualities as identified by 

teachers? 

3. How do teachers describe their principal’s leadership style? 

4. In what ways do principals apply transformational and participative styles to retain 

teachers on their campus? 

5. In what ways do qualitative findings reveal the leadership styles of principals in low-

turnover schools versus high-turnover schools?  

6. How do transformational and participative leadership styles influence school climate? 

 

Population and Sample 

 The school sample for the current study consisted of a number of central city suburban 

school districts in Texas invited by the researcher to participate in the study.  The researcher 

surveyed all administrators (principals, assistant principals) within school districts agreeing to 

participate in the study.  A sub-sample of target campuses was then identified for further 

participation in the qualitative interview phase of this study based on analysis of perceptual data 

collected from the survey and available school-level performance / accountability data. 
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Data Collection Procedures 

An invitation to participate in the study was sent to the superintendents of identified 

school districts of interest (see Appendix A).  Once approved through all university channels and 

by the participating district superintendents, informed consent was sent to each individual 

participant to ensure all parties were aware of pertinent information such as the purpose of the 

study, the sponsoring institution, identification of risks and benefits, protocol for withdrawing, as 

well as an assurance of confidentiality and a detailed description of his/her level of involvement.  

When comparison pair and outlier campuses were selected for interviews, the survey protocol 

process was followed with administrators prior to being sent the survey. 

 Survey participants were notified by email of the upcoming survey they would receive.  

This email outlined the timeline for receiving the survey, a deadline for submission, and dates for 

potential follow-up interviews.  An additional letter was sent to the focus campuses selected for 

this study to request administrator and teacher participation in additional in-depth interviews.  

Interview participants were notified via email to set up interview sessions. Participants were 

notified in advance of all data collected, which remained confidential and in a secure location 

during the research process.  Pseudonyms were utilized when discussing participants to ensure 

anonymity. 

 

Instrumentation and Measurement 

Quantitative Measures 

A Personnel Support Culture Nurturance and Sustainability (PSC/NS) Survey was 

developed/refined for the current study as an operational means to tap into campus administrator 

perceptions of the “personnel support culture” nurturance and sustainability challenges they face 

at the elementary and secondary campuses participating in the study.  A quantitative one-shot, 

cross-sectional survey created in SurveyMonkey© (www.surveymonkey.com) was utilized to ask 
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administrators to dig into the human element and perspective of personnel support culture 

nurturance and sustainability (see Appendix B).  Process dimensions associated with nurturing 

and sustaining campus-level personnel support cultures identified in the review of literature were 

used to guide the researcher in writing survey questionnaire subscales and items eflective of 

known PSC nurturance and sustainability factors and strategies.  The survey began by collecting 

information regarding years of experience as a campus administrator, years of experience as an 

administrator on the current campus, and organizational structures (e.g., personnel supervisory 

protocols, teacher mentoring and peer coaching programs, grade- and school-level 

academic/interdisciplinary teams, PLCs) that may be associated with the personnel support 

culture on the campus.  The survey questionnaire included items soliciting principal respondents’ 

understandings regarding the purpose and intent of campus personnel cultures.  Additional 

questions tapped into administrator perceptions of the importance and relevance of such things as 

shared vision, collaborative work norms, and mentor-mentee relationships in conjunction with 

nurturing and sustaining positive personnel support cultures on their campuses.  A response scale 

was used that allowed participants to rate their perceptions on a scale of 1 to 5, 1 being strongly 

disagree to 5 being strongly agree, was utilized for the first section of the survey.  The last 

section contained open-ended questions pertaining to administrators’ overall perceptions of their 

experiences in working to develop positive personnel support cultures on their campuses. 

Survey questionnaire items included both favorable and unfavorable worded items to 

avoid respondents’ blanket answering based on overall attitude, and unfavorable worded 

statements were reverse-scored to accurately account for answers.  Open-ended questions were 

analyzed and coded to look for patterns and disparities among participants and comparison 

campuses. 

The survey questionnaire was given to all principals and assistant principals of 

elementary and secondary schools in school districts participating in the study.  All participants 

were provided informal consent including information regarding the purpose and benefits of the 
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research study, potential risks, confidentiality measures, and ways to contact me during the study 

process. 

 Following approval from the university Institutional Review Board (IRB) to conduct the 

study, a number of practicing school district administrators (principals, district human resource 

directors, and superintendents) and university researchers were invited to conduct a face validity 

check of the survey questionnaire to ensure that survey items were viewed as reasonably valid 

indicators/dimensions of campus-level personnel support culture.  The researcher made 

refinements based on recommendations from the expert panel to ensure that the final survey 

questionnaire items and questions were perceived to be valid indicators/dimensions and written in 

the most straightforward and understandable manner. 

Campus-level 2013 and 2014 available STAAR scores and 2014 TAPR accountability 

index summaries for each of the schools participating in the study constituted additional 

quantitative measures that were also accessed and examined in the quantitative phase of the study. 

 

Qualitative Measures  

Following a comprehensive visual analysis of PSC/NS survey responses and campus 

school performance/accountability data, the researcher conducted in-depth, semi-structured 

interviews with the administrators and randomly selected teachers at identified comparison pair 

and outlier campuses.  For the purpose of this study, in-depth interviews were conducted to gain 

information that cannot be seen and to develop a deeper understanding of what can be seen.  In-

depth interviews are described as a conversation between the researcher and the participant.  

These conversations allowed the researcher to hear the principals’ perspective in their own words.  

Interviews have an advantage over questionnaires due to their adaptability, which established a 

connection with the respondent.  The adaptability and conversation reveal dimensions a 

questionnaire or highly structured interview cannot reveal.  In-depth interviews are described to 

be a process, not just a set of preset questions (Gall, Gall, & Bor, 2007; Glesne, 2006; Lichtman, 
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2012).  A carefully constructed semi-structured interview protocol was developed to guide face-

to-face interviews with principals and randomly selected teachers in the identified comparison 

pair and outlier campuses for the qualitative phase of the study.  A sample interview protocol for 

the semi-structured interview questions is provided in Appendix C. 

 

Data Analysis Procedures 

A comprehensive visual analysis of administrator perceptions of PSC nurturance and 

sustainability practices was conducted and the participants’ survey responses in comparison with 

selected school performance/accountability data (i.e., 2013 and 2014 available STAAR scores 

and 2014 Texas Academic Performance Report ([TAPR] Accountability Index Summaries) are 

reflected in their survey responses.  A series of comparison pair campuses and outlier campuses 

was identified that emerged as the most intriguing personnel support culture campuses in the 

overall school sample that warrant further investigation via qualitative interviews. 

In-depth interviews were conducted with campus administrators and a sampling of 

randomly selected teachers at each identified comparison pair and outlier school to gather 

educators’ further perspectives of personnel support culture nurturance and sustainability factors 

and practices at specific campuses.  The in-depth interviews were semi-structured so that 

questions kept the interviewees on-track and focused on answering research questions, but open 

enough that perceptual data was representative of individual campuses and the educators working 

within these settings.  Interviews were recorded and transcribed.  Coding was used with 

predefined codes for expected categories and themes, and other codes were created as unexpected 

data emerged.  Based on the literature reviewed and the subsequent development of the Personnel 

Support Culture and School Effectiveness conceptual model used for this study, the codes were 

initially defined for identified PSC inhibiting factors and nurturance and sustainability challenges.  

The researcher then looked for any deviations and/or patterns between and among campus 

responses from teachers and administrators.  Also of interest in the analysis was any insights 
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potentially emerging from the interview data indicative of similarities or dissimilarities in 

educators’ perceptions of the nature of effective personnel support cultures in elementary versus 

secondary campus setting.  

Finally, the collective surveys and interview results were analyzed by individual item and 

category.  By utilizing this comprehensive analysis approach, all perceptual data and state 

assessment and accountability data was analyzed to identify commonalities among successful 

personnel support cultures to best inform the study’s overall objective of identifying challenges, 

strategies, and best practices administrators should be conscious of in attempting to nurture and 

sustain personnel support cultures on their campuses that can positively impact school teaching 

and learning effectiveness. 

 

Generation of PSC/NS–SE Summary Data Profiles for Participating Campuses 

A Personnel Support Culture Nurturance and Sustainability – School Effectiveness 

(PSC/NS–SE) summary data profile for each campus in the school districts participating in the 

current study was created.  The PSC/NS–SE profile includes a data summary of mean scores 

reflective of administrators’ overall survey questionnaire responses.  The PSC/NS–SE profile also 

includes campus-level summary information on STAAR performance data and the four TAPR 

accountability Indices.  The campus-level PSC/NS–SE summary data profile was shared with 

campus administrators of each elementary and secondary campus participating in the study.  

These campus-level PSC/NS–SE summary data profiles were also used as a “data-informed 

starting point” to guide the qualitative interviews at identified comparison pair and outlier 

campuses.  Following the completion of the study, the participating school districts received an 

executive summary report (see Appendix F) of results, findings, and conclusions of the overall 

study. 
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Chapter Summary 

 Chapter three presented a detailed description of the methods and procedures for this 

study.  The chapter began with an overview of the study’s research design.  The proposed 

population and sample and data collection procedures were then described.  An overview of the 

study’s PSC/NS–SE survey instrument and measurement was included.  Procedures used in phase 

one of the study for collecting and analyzing questionnaire response data in conjunction with 

campus-level STAAR performance scores and TAPR accountability indices for the purpose of 

identifying comparison pair and outlier campuses for follow-up qualitative interviews were 

provided.  A description of qualitative interview methods and procedures used in Phase 2 of the 

study were also included.  The chapter concluded with a description of the PSC/NS–SE summary 

data profiles created and provided to participating campuses and districts as a resource to further 

inform educators’ personnel support culture nurturance and sustainability efforts within their 

respective campuses. 
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CHAPTER IV 

RESULTS 

Introduction 

Chapter four presents the results of this qualitative study.  The purpose of the current 

study was to identify challenges (inhibiting factors, roadblocks, obstacles) elementary and 

secondary school principals’ face in implementing and nurturing positive personnel support 

cultures (PSCs) in their schools to support school effectiveness.  The background survey, 

questionnaire, and interviews were used in data collection from sixteen elementary and secondary 

schools from across Texas.  These data explored how Personnel Support Culture (PSC) impacts 

school effectiveness. 

Positive PSCs are nurtured and sustained through research and creative strategies 

deployed by principals to support effective teaching and learning.  For the purpose of the current 

study, every principal utilized her/his own personal leadership style in directing a campus towards 

a specific vision and mission committed to academic achievement.  Through analyzing 

participant qualitative data, this study revealed methods effective school principals implement to 

conquer obstacles to ensure school effectiveness. 

This qualitative research study sought to answer the following questions to discover 

leadership styles of principals: 

1. In what ways does a transformational and participative leadership style influence 

teacher retention? 

2. What are the transformational and participative leadership qualities as identified by 

teachers? 

3. How do teachers describe their principal’s leadership style? 

4. In what ways do principals apply transformational and participative styles to retain 

teachers on their campus? 
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5. In what ways do qualitative findings reveal the leadership styles of principals in low-

turnover schools versus high-turnover schools?  

6. How do transformational and participative leadership styles influence school climate? 

By using these research questions as a guide, the researcher was able to discover the leadership 

styles of principals most effective in promoting a positive PSC that result in school effectiveness. 

Chapter four is divided into three primary sections. The first section of the chapter 

provides a general overview of the qualitative design of the phenomenological study.  The second 

section presents the data and results from the questionnaire and interviews.  The data elements 

were closely examined to reveal common themes among the leadership styles in comparison pair 

schools as well as distinguish the effective leadership styles between highly effective and 

ineffective schools.  An effective school was identified as the school within an identified school 

pair that has significantly higher academic achievement based on STAAR performance supported 

by numerous effective PSC characteristics.  A marginally effective school was identified as the 

school within an identified school pair that did not perform well on STAAR, and PSC 

characteristics were not as evident in this comparison pair school.  A brief overview of each 

principal selected to participate in the study, as well as summarized data from each campus based 

on the questionnaire and interview data is provided.  Finally, a summary of the interview data 

from each principal is shared that identify and support emerging leadership themes that reflect 

positive personnel support culture (PSC) principal leadership in schools. 

This study investigated the challenges principals face and the creative best practices they 

employ in nurturing and sustaining positive PSC on their campuses to enhance teacher retention 

and school effectiveness.  By recognizing their own leadership styles, leaders can determine how 

to effectively implement effective PSC on their campuses utilizing transformational and 

participative leadership approaches.  Through the analysis of the data collected, themes were 

identified that align with current research and supported the research questions.  The themes 

emerging reflected principals’ leadership styles and established the importance of the close 
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relationships that must exist between a positive personnel support culture and school 

effectiveness.  Several themes that aligned with the PSC–SE model were discovered during the 

research investigation and are discussed in the final chapter of this study. 

 

Collecting Data on Sixteen Participants 

There was a 50% response rate (n=50) from the 50 school districts invited to participate 

in the study, equating to 25 school districts granting the permission to study in their district.  In an 

effort to conduct an extreme qualitative sampling for a deeper understanding of the problem, 9 

school districts were selected, from which 18 schools (or 9 school pairs) were included in the 

study.  One school within each pair of the 18 selected schools was considered a study outlier, 

having extreme characteristics.  The remaining 8 school districts were excluded due to the 

inability to attain participation from selected campus principals or the inability to attain two 

extreme case samplings within the school district.  The school districts represent various locations 

of Texas including Central Texas, North Texas, Southeast Texas, and West Texas. 

 As stated in the research methods and procedures, an initial questionnaire (Appendix B) 

was sent to the 16 selected schools across Texas where there was at least one pair of campuses to 

compare.  The campus pairs reported similar demographics, but varying academic performance.  

Table 4.1 provides an overview of the total years of administrative experience for each principal, 

total years of administrative experience on the campus in the study, campus demographic data, 

and overall school effectiveness as designated by performance.  School effectiveness was 

measured and determined by identifying the percentage of students passing all STAAR tests and 

the number of TEA distinctions attained by each campus.  The measurements were based on the 

information provided within the 2014 Texas Academic Performance Report (TAPR).  As 

indicated in Table 4.1, the largest gap between a comparison pair was 14% for economically 

disadvantaged and 5% for minority enrollment.  Campus pairs were almost identical 

demographically, a requirement for the study.
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Table 4.1 

 

PS/NS Questionnaire Summary 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Campus 
Total Admin 

Experience 

Years Admin 

Experience at 

Current Campus 

Economically 

Disadvantaged 
Minority 

Highly Effective, Average, or 

Below by All Tests Passed 

A1 7-9 7-9 60% 25% 76% 

A2 10+ 10+ 48% 24% 83% 

B1 10+ 10+ 68% 52% 77% 

B2 10+ 4-6 58% 49% 84% - Four Distinctions 

C1 10+ 10+ 24% 30% 87% 

C2 7-9 1-3 38% 32% 77% 

D1 10+ 1-3 38% 54% 89% - Two Distinctions 

D2 7-9 1-3 48% 59% 77% 

E1 4-6 1-3 80% 80% 58% 

E2 10+ 7-9 72% 82% 80% - Four Distinctions 

F1 10+ 1-3 69% 33% 66% 

F2 10+ 1-3 61% 28% 76% - One Distinction 

G1 1-3 1-3 58% 72% 75% 

G2 10+ 1-3 67% 67% 82% - Two Distinctions 

H1 10+ 1-3 78% 99% 56% 

H2 7-9 1-3 70% 93% 81% - Two Distinctions 
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The Questionnaire 

Eighteen principals were provided with the questionnaire after analyzing the campus 

performance and narrowing the participants down to extreme case sampling for an effective study, 

and it was determined there was only enough data provided by 17 of the 18 schools, thus 

removing one school pair.  The final number of schools selected for the study was 16. 

The questionnaire (Appendix B) was crucial for measuring the leadership style of each 

individual principal and to assess the PSC based on his or her perception.  The first portion of the 

questionnaire sought background information such as years of administrative experience and 

included questions with yes or no responses to determine whether new teacher mentoring, 

professional learning communities, site-based decision-making, vertical teaming, and peer 

coaching was present on the campus. 

The second section of the questionnaire was divided into five categories: a) mentoring 

and peer coaching; b) participative decision-making; c) distributed leadership; d) organizational 

reculturing; and e) school climate.  Each category contained five to seven statements.  Principals 

responded to Likert scale statements to measure their attitudes or behaviors.  The Likert scale 

measures attitudes and behaviors using answer choices that range from one extreme to another 

such as strongly disagree to strongly agree.  Unlike using a “yes” or “no”, the Likert scale 

provides the ability to uncover degrees of opinion to understand PSC and leadership.  Section 1 

measured mentoring and peer coaching for both new and veteran teachers.  Section 2 measured 

the level of participative decision-making.  Section 3 measured the distributed leadership 

practices of each principal.  Section 4 measured organizational reculturing.  Section 5 measured 

school climate.  The results of the questionnaire submitted by each principal are discussed later in 

this chapter.  The table below identifies the responses from each principal, which were used to 

identify characteristics to describe the principal’s leadership style.  The data in Table 4.2 

identifies leadership qualities and school characteristics as rated by the 16 campus principals.  
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The majority of the principals either agreed or strongly agreed with the statements corresponding 

to each category. 

 

The Interviews 

 Interviews were conducted with the 16 principals selected from 8 school districts.  The 

interviews were structured and were conducted to further investigate the data retrieved from the 

questionnaire.  Open-ended questions were asked that led to the discovery of common themes 

between the principals.  The questionnaire and interview data are presented in this chapter. 

 The interviews focused on the following questions:  

 How would you describe your leadership style? 

 How does your leadership style impact your school’s climate? 

 Describe the inhibiting factors, roadblocks or obstacles you encounter as a leader. 

 Describe how decision-making looks on your campus. 

 Describe the level of support new teachers receive from administrators and peers. 

Describe how peer-coaching looks on your campus. 
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Table 4.2 

 

Principal Profiles 

 

Campus Teachers 

Meet as PLCs 

Mentoring Peer 

Coaching Exists 

Participative 

Decision 

Making Exists 

Distributed 

Leadership Style 

Organization 

Undergoing 

Reculturing 

Positive School 

Climate Exists 

A1 Yes Agree Agree Agree Agree Agree 

A2 Yes Strongly Agree Strongly Agree Strongly Agree Strongly Agree Strongly Agree 

B1 No Agree Strongly Agree Strongly Agree Agree Agree 

B2 Yes Agree Agree Strongly Agree Strongly Agree Strongly Agree 

C1 Yes Strongly Agree Agree Strongly Agree Agree Agree 

C2 Yes Strongly Agree Agree Agree Neither Agree 

D1 Yes Strongly Agree Strongly Agree Strongly Agree Strongly Agree Strongly Agree 

D2 No Agree Agree Agree Agree Disagree 

E1 Yes Agree Neither Neither Disagree Disagree 

E2 Yes Strongly Agree Strongly Agree Strongly Agree Strongly Agree Strongly Agree 

F1 No Strongly Agree Agree Strongly Agree Neither Agree 

F2 Yes Agree Agree Agree Neither Agree 

G1 No Agree Disagree Agree Agree Neither 

G2 Yes Strongly Agree Agree Agree Agree Strongly Agree 

H1 Yes Strongly Agree Strongly Agree Strongly Agree  Strongly Agree Strongly Agree 

H2 Yes Strongly Agree Strongly Agree Strongly Agree Strongly Agree Strongly Agree 
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Interviews were conducted at each principal’s location of choice or by phone depending 

on the school’s geographic location in Texas and preference on the respondent.  Each principal 

participant was provided five scripted questions to review during or prior to the interview in order 

to elicit views and opinions.  Principals were informed of their consent to participate, right to 

terminate at any time, and assured confidentiality.  Information was collected through a digital 

recording device and was later transcribed word-for-word using Microsoft Excel™ 

(www.microsoft.com).  The researcher became thoroughly familiar with the data in order to gain 

a greater depth of knowledge through reading and listening to the interview data several times, 

and hand coding the information, detailed notes, and organized data to identify emerging themes 

and ideas. 

 

The Schools and Principals 

The campus principals selected for the study consisted of both elementary and secondary 

school principals from across Texas.  Of the campuses selected, 24-80% of students were 

identified as economically disadvantaged.  In addition, the population composition of the 

campuses ranged from twenty-four to ninety-nine percent minority subpopulations.  Ten of the 

sixteen principals have been in administration for at least ten years, four of sixteen for at least 

seven years, one of sixteen for at least four years, and one of sixteen for one to three years.  Ten 

of the sixteen principals have been on the current campus for only one to three years, while six 

have been on the current campus for four or more years.  Principals provided time for a brief 

face-to-face or phone interview.  The participants shared their perceptions on their school’s PSC, 

their leadership style, and described the inhibiting factors, roadblocks, or obstacles they 

encountered as a leader. 

Table 4.1 provides an overview of each campus pair by describing the amount of 

administrative experience for each principal, experience as an administrator on the current 
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campus, demographic make-up of the school, and the campus performance based on the 2014 

TAPR. 

 

Campus Pairs 

Campus-Pair One 

The first pair of comparison schools is located in Central Texas outside of the Austin area. 

The two schools have similar demographics, but vary when it comes to academic achievement. 

The two campus principals have extensive administrative experience, both with at least seven 

years in the role. The schools almost mirror each other with the overall minority population with 

A1 having 25% and A2 24%. The schools have a difference of 12 percentage points of 

economically disadvantaged students, 60% and 48% respectively. A1 had 80% of students pass 

all STAAR tests while A2 had 76%. Preliminary 2015 TEA Accountability Ratings indicate A2 

received one of five distinctions, in the area of Science.  

Although both campuses are very similar with administrative experience and student 

demographics, the collaborative practices differ. While Principal A2 supported PLCs with fidelity, 

Principal A1 demonstrated transactional leadership and indicated PLCs were in place, but 

teachers did not meet as vertical teams nor did they have an opportunity to participate in 

interdisciplinary activities. Principal A1 agreed on all sections of the questionnaire, where 

Principal A2 strongly agreed. Principal A1 tended to describe their leadership style as 

collaborative, but did not elaborate any more than beyond the general term. A positive school 

climate is established by, “planning social events, hosting meals, and providing door prizes for 

incentives.” Principal A1 shared, “planning social events, having meals on campus, doing secret 

pals for various holidays, and providing door prizes for incentives impacts the school’s climate.” 

An important aspect to leadership includes overcoming inhibiting obstacles and roadblocks to 

achieve success. Principal A1 shared their approach, noting: 
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Time constraints – letting all of the minutia of day-to-day issues get in the way of getting 

deeper with staff. Sometimes we do not have the time to accomplish and do everything 

that is expected. A lack of additional resources are also an obstacle. 

 

An important aspect to a principal’s job is decision-making. Decisions are made constantly and 

effective leaders must understand how to include as many people as possible when making 

decisions. Principal A1 was a little more direct compared to Principal A2 and shared:  

Some decisions are made directly by me.  Some decisions have been made based upon 

site-based meeting input. Some decisions are made based upon direction from above. 

Some things are just not negotiable, but teachers have the freedom to speak about how 

they feel during team meetings. We do implement suggestions when we can.  

 

Support for teachers, both novice and veteran, is essential in building a positive PSC where 

teachers growth is nurtured and they are empowered to coach one another.  Principal A1 

described the support for new teachers on their campus as, “formal mentoring opportunities are 

available for new teachers, provide grade level mentors, and I have an open door policy where 

teachers can come visit with me anytime – we are very accessible.”  

The second principal indicated PLCs existed, but vertical teaming did not. Principal A2 

strongly agreed with all of the questions within the questionnaire, thus revealing the questionnaire 

responses were aligned to the information shared during the interview where an effective PSC 

existed. Principal A2 also described their leadership as collaborative and it was evident through 

the description of leadership and school climate. A positive school climate is essential in ensuring 

effective outcomes and leadership has a critical contribution. Principal A2 noted the correlation 

between effective leadership and a positive school climate by sharing, “Collaboration creates a 

positive environment. Working as a team towards our common vision rather than individually – 

we make sure teachers have a voice. We stay positive and involve everyone.” The inhibiting 

factors, roadblocks, or obstacles encountered by Principal A2 are overcome by finding the time to 

invest in each individual. Principal A2 noted, “But it is done by making the time no matter 

whether it is 6:00 am or 7:00 pm – we must show we care for our staff because public education 

is scrutinized.” 
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Campus-Pair Two 

The next pair of comparison schools is located in Central Texas outside of San Angelo. 

The two campus principals have extensive principal experience, each with over ten years and at 

least 4 years on the current campus. The schools have similar minority and economically 

disadvantaged populations. School B1 has 52% minority while B2 has 48% and B1 has 68% 

economically disadvantaged and B2 has 48% economically disadvantaged. School B1 had 77% 

of students passing all STAAR tests and did not attain any TEA distinctions. School B2 had 84% 

of students pass all STAAR tests as well as attain TEA distinctions for English Language Arts, 

Math, Science, Closing the Achievement Gap.  

Principal B1 “mostly agreed” with the statements within the questionnaire and indicated 

that PLCs were not present, but vertical teams do meet on the campus. Unlike, Principal B1, 

Principal B2 fully implements both PLCs and vertical/department meetings and “strongly agreed” 

with all of the statements within the questionnaire. Implementation of PLCs and vertical/or 

department meetings is a collaborative strategy utilized to enhance teaching and learning. 

Principal B1 trusts teachers are doing the best for kids and leadership is, “One that is 

collaborative, very personal beyond professional, and I am not a micromanager – there is trust 

teachers are doing what is best for kids.” The impact leadership style has on school climate was 

noted as,  

Relationships are key. Don't underestimate the power of doing "little things" for the 

teachers and showing a true personal interest in their lives outside of school. The staff 

appears to be more relaxed, happy, and willing to take risks, knowing I will support them 

in trying new things and taking risks. 

 

The leadership styles between the two principals were similar; however, they address 

roadblocks and obstacles differently. Principal B1 explained the biggest roadblock to be: 

Some teachers' unwillingness to get out of the rut they have been in for years, thinking 

that they do not need any training or support because they already quote unquote "know 
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everything." Time constraints and letting all of the minutia of day-to-day issues get in the 

way of getting deeper with staff. 

 

While Principal B1 stated the challenge not to be negative attitude and time, Principal B2 

described something that he/she can have a positive effect on, a positive school climate and 

community engagement.  Principal B2 overcomes obstacles by noting that,  

Keeping and maintaining a positive atmosphere that fosters growth is the most 

challenging. As a principal you juggle the campus, community and political challenges. 

The second biggest challenge is attaining support from the community because society is 

changing where parents are not as supportive and this bleeds into the community. As a 

leader I must be transparent and consistent, they are my biggest ally and resource when 

they are limited. 

 

Due to their obstacles, Principal B1 is strategic in the decision-making process and provides 

teachers ownership of implementing programs. Principal B1 “Shows data, asks reflective 

questions, and brainstorms ideas to find a solution; this puts teachers in charge of implementation.” 

The level of support new and veteran teachers receive from administration at School B1 is 

evident, but there is a lack of creativity in allowing peers to coach others due to limited substitute 

teacher availability. Principal B2 shared, 

I assign a mentor teacher to work with new/novice teachers. The mentors go into the new 

teacher's room and vice versa for observations; they plan together as a grade level team; 

go to mentor/mentee trainings offered at the ESC; and collaborate before and after school 

when needed. The administrators and instructional coaches observe, model, help with 

instructional planning, etc. Peers do not coach as often due to lack of substitutes available 

to cover classrooms, which would free up teachers to observe during instructional time – 

the exception is with new teachers and their mentors. 

 

Principal B2, who implements both PLCs and departmental meetings on the campus, provides 

evidence of working towards a common vision by describing his/her leadership traits noting, 

At times being passive aggressive, but I recognize my weakness. I work to give teachers 

ownership in many of the things that happen at B2. The best description would be that 

my leadership is transformational. An example would be making sure everything I model 

is aligned to the mission and I place others needs before my own. 

 

Effective PSC leaders understand they must be selfless and create a sense of value in staff in 

order to create a positive school climate. While Principal B1 expressed the importance of 
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knowing your teachers, Principal B2 goes beyond that by placing the needs of others first. 

Principal B2 stated his/her leadership impacts climate because, 

I spend every minute of the day in all aspects of school culture placing other’s needs 

before my own. I allow staff to experience situations from a different perspective to 

establish a clear understanding of situations – this makes teachers feel valued and more at 

ease when stressed.”  

 

Decision-making also contributes to a positive school climate at School B2 where, “Committees 

are strategically formed to brainstorm and to analyze how the campus will move forward. 

Decisions are also made in a collaborative fashion during faculty meetings, mentoring 

opportunities, small groups, department meetings, and through parent involvement.” 

 

Campus-Pair Three 

Comparison schools C1 and C2 are located in located in Southeast Texas, just outside of 

Houston. The two campus principals have extensive principal experience, each with at least seven 

years of experience. The schools have similar minority and economically disadvantaged 

populations, but largest gap in economically disadvantaged compared to all other campus pairs – 

fourteen percent. School C1 has 30% minority while C2 has 32% and C1 has 24% economically 

disadvantaged and C2 has 38% economically disadvantaged. School C1 had 87% of students pass 

all STAAR tests and did not attain any TEA distinctions. School C2 had 77% of students pass all 

STAAR tests. Neither campus attained any TEA distinctions, but a 10% differential between the 

number of students passing all STAAR tests was of interest to the researcher.  

The C1 principal indicated teachers met as PLCs, but did not meet as vertical or 

departmental teams. The leadership style was described as one that was centered on relationships 

by sharing, “I am relational by building relationships with teachers, providing direction to staff 

through modeling and clarifying the direction. I have an open-door policy and teachers feel safe 

visiting because the relationship is present.”  

Teachers gain satisfaction and learning is enhanced in an environment that is positive; therefore  
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focusing on making the teaching experience great through effective leadership. Principal C1 

believes his/her teachers are happy to be at school and encourages collaboration and participation. 

“My leadership creates a positive environment where staff is engaged and happy to be at school,” 

stated Principal C1. While Principal C1 encourages collaboration and makes a concerted effort to 

create and maintain a positive school climate, Principal C2 only stated the climate on his/her 

campus was positive. 

 Effective PSC principals not only recognize that they encounter roadblocks, obstacles, 

and inhibiting factors every day, but they overcome them by finding resources in spite of 

challenges. Principal C1 demonstrates effective organization reculturing through recognizing and 

overcoming the demands that come with the role of an educator. Principal C1 noted,  

Constant demands that come with the profession such as limited resources and 

disengaged parents. The administrative team struggles to assist with improving teaching 

due to the mandates and paperwork that get in the way. However, we mandate parents to 

attend conferences and creatively build the master schedule to allow for PLCs. 

 

Principals who are successful understand that decision-making involves a shared influence that 

involves the leader and his/her staff and attaining results by fostering the learning between 

teachers. The decision-making process described by Principal C1 demonstrates an awareness of 

participative decision-making by sharing, “Provide various committee opportunities and maintain 

an open door policy. I ensure wide participation within committees among staff and make sure to 

engage parents who typically would not be.” Additional evidence of participative leadership was 

provided when Principal C1 shared,  

New teachers are paired up with a veteran teacher from day one.  They are there to assist 

them with just about anything they need. I ask questions of the veterans to see how the 

novice teachers are performing and if there are things I can do to assist. The goal is to 

improve teaching and to grow and develop teacher leaders. The administrative team is in 

new teacher classrooms often. 

 

Teachers at C2 meet as PLCs and as a department. Interestingly, Principal C2 strongly 

agreed that mentoring and peer coaching existed on the campus, but chose agreed on the 

following three sections: participative decision-making, distributive leadership and a positive 
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school climate. However, Principal C2 rated the organization undergoing reculturing as neutral. 

Extensive feedback was not provided when responding to the questions. Principal C2 seemed to 

focus on high expectations, but did not identify ways to provide the support for staff to reach 

them. Principal C1 described their leadership as, “Collaborative, instructional coach, and high 

expectations.” “There is a culture of high expectations on the campus and the climate is very 

positive,” shared the principal when describing leadership style and school climate. While 

Principal C1 discussed specific actions to overcoming obstacles, Principal C2 explained, “Staff 

did not have an understanding of the value of PLCs and instructional planning.” Decision-making 

was described to take place through committees of different types that addressed various 

operational and instructional functions. Additionally, Principal C2 lacked specificity when 

identifying support for new and veteran teachers by sharing, “Administrators do daily 

walkthroughs and give productive feedback.” 

 

Campus-Pair Four 

Pair D included two schools located in the Dallas-Fort Worth area serving almost 

identical student populations. The principals have at least seven years of administrative 

experience with D1 having more than ten on the current campus and D2 having two. School D1 

has 54% minority and 38% economically disadvantaged versus D2 serving 59% minority and 

48% economically disadvantaged. School D1 had 89% of students pass all portions of the 

STAAR and attained two TEA distinctions for Student Progress and Closing the Achievement 

Gap. School D2 had 77% of students pass all portions of the STAAR and did not attain any TEA 

distinctions.  

School D1 has PLCs in place and teachers meet as vertical teams. The principal “strongly 

agreed” with the five sections of the questionnaire. Unlike School D1, School D2 shared that 

neither PLCs nor department meetings were in place at the campus. The principal “agreed” with 
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all sections except for a positive climate existing – the principal “disagreed.”  

Principal D1 exhibited characteristics of transformational leadership where deliberate 

actions are taken to enhance climate and performance through collaborative efforts. Principal D1 

shared, 

I believe my leadership style is well rounded. I believe it is very important to create and 

maintain a positive culture and to build positive relationships on your campus and have 

high expectations with students and teachers. When planning, I take in the information 

and consider the plan for completing the goal. I am very proactive in decision making and 

thinking. I communicate the goals to the staff and/or make goals with the staff. I usually 

see the goal very clearly and see the different steps to get there.  I love motivating 

students and teachers to be their very best.  Here are some of the attributes in which my 

staff has described me.  Identifies strengths in others, builds positive relationships, goal 

oriented, develops leadership by giving opportunities, instructional leader with ideas, 

patient, calm visionary, organized, great work ethic, inspired, committed, confident, 

empowering, leader, good decision maker. 

 

Principal D2 described their leadership style as progressive and one that is instructionally focused. 

However, there was no evidence of leadership that was aligned with transformation and vision. 

Principal D2 noted, “I aim to be innovative and progressive with my leadership by seeking to be 

the leader of learning. By being the leaders of learning I make sure we have the latest best 

practices occurring in the classroom…” 

 Leadership style has a direct impact on a school’s climate and effective leaders have 

learned to master interweaving of the two major components. Principal D1 ensures teachers are 

safe and students are loved. Principal D1 shared, “By creating an environment in which the 

teachers feel safe, confident and nurtured… A campus that students and teachers love to come to 

and have pride in and one that parents trust with their most prized possessions.” 

Principal D2 sets high expectations, focuses on instruction, and makes tough decisions and 

articulates that it impacts climate by sharing, “The high level of expectations to be innovative and 

implement best practices in every classroom has had an impact on the school climate. Many 

teachers have been resistant to change and tough decisions have been made...  
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 Transformation or reculturing cannot take place without chaos, or obstacles. Principals 

must be agents of change and in order to accomplish change they must tackle problems as a team 

and not individually. Principal D1 approaches obstacles with enthusiasm, remains goal-focused, 

and overcomes challenges, Principal D1 explained,  

For me at D1, throughout the year, roadblocks arose when decisions that seemed so 

simple were made difficult for the staff such as the politics… Sometimes, it was difficult 

for them to understand, but they quickly remembered our ultimate goal of making the 

final year the best year ever and one that the students never felt like anything had 

changed. We more than reached our goal. 

 

The roadblocks, inhibiting factors, and obstacles encountered at School D2 were, unlike 

Principal D1, Principal D2 described challenges but failed to provide solutions. Principal D2 

stated, “Mediocre instruction, low expectations for learning, and low parental involvement. Many 

of the obstacles we face are changing the culture where low expectations are acceptable for 

teachers.”  

Effective decision-making is critical for organizational reculturing, especially when 

working with diverse populations with limited resources. Principals cannot go about making 

decisions in isolation when the outcome will affect so many. Principal D2 explained the process 

for decision-making to be one where teachers have the opportunity to be elected to be on the site-

based team; this opportunity allows for teachers to be listened to and their feedback is taken into 

consideration by the principal when making decisions. Unfortunately, the opportunity to be 

involved in decision-making at School D2 is limited and teachers must rely on being elected into 

a committee. While Principal D2 limits opportunities, Principal D1 utilizes the decision-making 

process to build trust.  

Principal D1 demonstrates knowledge of participative decision-making by affording 

teachers many opportunities to be engaged in decision-making. Principal D1 shared, 

Along with committees, I engage teachers at D1 in decision-making by giving them 

opportunities to share ideas or opinions on important topics that arose during the year.  I 

imposed the question or guidelines and then we came up with a grade-level or school-

wide solution.  Sometimes, we did this during a small group and/or a large group.  This 
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built trust with the entire campus. Many teachers stepped up as leaders that had not 

before. 

 

Schools that achieve high outcomes have systems in place where teacher growth is 

nurtured through mentoring, peer-coaching, and receiving ongoing and timely feedback from 

administration. In addition to support from administration, effective PSC principals put systems 

in place where teachers learn from one another. While Principal D2 relies on department chairs 

and district summer training to support new teachers, Principal D1 immediately takes action when 

support is needed. Principal D1 stated, 

As the principal, I observed possible concerns and put plans into place to assist the 

teacher with being successful. The level of support depends on the need and level of 

mentor’s ability to communicate, build relationships and share ideas and the level of the 

teacher. We did not have a peer coaching per say, but many of our staff members shared 

staff development in meetings and through alignment meetings.  If I or someone else saw 

a possible concern, I discussed it with the teacher and put a plan into place. Sometimes, it 

was without them knowing and was as simple as the math specialist having a 

conversation with the teacher about a process or strategy. 

 

 

Campus-Pair Five 

Pair E is located in Central Texas and the two campuses nearly mirror one another as far 

as enrollment and demographics. School E1 comprises of 80% minority and 80% economically 

disadvantaged students while School E2 comprises of 82% minority and 72% economically 

disadvantaged students. School E1’s principal has six years of administrative experience with 

three on the study campus. School E2’s principal has over 10 years of administrative experience 

with at least 7 years on the current campus. School E1 had 58% of students pass all portions of 

the STAAR and attained no TEA distinctions. School E2 had 80% of students pass all portions of 

the STAAR and attained four TEA Distinctions for Science, Social Studies, Closing the 

Achievement Gap and Postsecondary Readiness.  

School E1 has PLCs in place but teachers do not meet as vertical teams. Principal E1 

only “agreed” to one statement, mentoring and peer coaching exists. Principal E1 was either 

“neutral” or “disagreed” with the remaining four statements within the questionnaire. Unlike 
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School E1, School E2 has both PLCs and vertical teaming in place. Principal E2 “strongly agreed” 

with all statements within the questionnaire provided. 

The leadership between the two campuses was described significantly different with Principal E2 

sharing examples of leadership closely aligned with distributed leadership where decisions are 

made collaboratively, teachers are encouraged, and parents are engaged. Principal E2 described 

their leadership style by stating,  

I would say I am participative and innovative. I make sure to involve as many 

stakeholders in critical school-wide decision where appropriate. I encourage collaboration, 

especially through PLCs and engage parents at every opportunity so they have a strong 

sense of what is happening – this gets their support.  

 

Principal E1 did not elaborate on their description of being a participant type of leader; however, 

did explain, “…I believe in being involved and having other’s input.” 

 School principals can deeply influence their school’s climate when staff is united and 

committed as a result of a leadership style, which is focused on a common mission. Principal E1 

described the climate on their campus to be one where the teachers clashed with the principal and 

the morale seemed to be low and negative. While teachers at School E1 clashed with the principal, 

the staff at School E2 felt valued. Principal E2 described the climate as one where, “Teachers 

know I listen to their concerns because they see changes happen. Teachers feel valued because 

they are involved in decision-making. Teachers feel as if they have a sense of purpose every day 

because of the individualized support they receive…” 

Schools undergoing organizational reculturing confront inhibiting factors, roadblocks, 

and obstacles as leaders work to lead stakeholders in one direction, a common mission, with 

limited resources. Principal E2 shared concern with responses to decision begin negative and the 

feeling that the staff needed to refocus on a new mission. While Principal E2 is concerned with 

negative reception towards decisions, Principal E2 is concerned with the limited resources 

available to his/her economically disadvantaged students and noted,  
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The biggest obstacles in establishing a positive personnel support culture involve time 

constraints and a mix-match between expectations and actions.  Many times the best 

mentors are often highly sought out by others for other responsibilities.  It's imperative 

that there is accountability and fidelity for following through with the needed support, on-

going communication and confidentiality.  Trust is vital for a positive support culture. As 

a Title I campus we have many needs, but we have limited resources due to inequities in 

school funding. Additional dollars would result in providing stronger staff development 

to grow teachers and provide additional staff to meet diverse needs. We have to be 

creative with our most valuable resource, our people. 

 

High achieving schools have policies, procedures, and practices in place that foster 

collaborative and participative decision-making.  It is evident Principal E2 has systems in place to 

solicit feedback and engage stakeholders in making decisions. Collaboration is deep rooted into 

the E2 School culture and Principal E2 stated, “We have no issue getting input and teachers seem 

to keep student needs at the center and for this I am grateful. Decision-making is a team effort 

and it is done with people around the table.” While decision-making is collaborative at E2 School, 

the principal in isolation at E1 School makes decisions. Principal E1’s belief is the school is not at 

a place where decisions can be made collaboratively and stated, “Most decisions need to be made 

by the principal due to where we are on academic achievement; we are not at a place where we 

can get a lot of input before decision.”  

Teachers are faced with many challenges in today’s schools such as increasing standards, 

limited resources, larger class sizes, unfunded mandates, societal shifts, etc. The role of the 

principal has also evolved into one, which requires strong instructional coaching background to 

support growing teachers due to their limited time to participate in professional learning. A 

requirement for E2 School is walkthrough feedback, which contributes to teacher development. 

Principal E2 explained the administration, “… models learning for our teachers. Our Campus 

Instructional Specialist is aware of teachers’, both novice and veteran, needs and takes immediate 

action to assist in improving instruction. Ongoing evaluative and non-evaluative walkthroughs are 

conducted and feedback is nonnegotiable.” Unlike the support in place for both novice and 
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veteran teachers at E2 School, E1 School’s teachers receive limited support from administration; 

there is currently no form of mentoring or peer teaching in place. 

 

Campus-Pair Six 

Pair F comprises of two schools located in East Texas outside of the Tyler, Texas area 

serving almost matching student demographics. The principals have more than 10 years of 

administrative experience each with F1 having more than four years on the current campus and 

F2 having more than 10. School F1 has 33% minority and 69% economically disadvantaged 

versus F2 having 28% minority and 61% economically disadvantaged. School F1 had 66% of 

students pass all portions of the STAAR did not attain any TEA distinctions. School F2 had 76% 

of students pass all portions of the STAAR and attained one TEA distinction for science.  

School F1 does not meet as PLCs, but teachers do meet in vertical teams. F1 responded 

with “strongly agreed” or “agreed” in four of the five sections. The principal responded with 

neutral to the statements pertaining to the organization undergoing reculturing. Principal F2 

indicated PLCs and vertical teams do meet. The principal also responded to the statements with 

“agree.”  

Principal F1 described their leadership style as a combination of affiliative and 

democratic. Principal F2 was very brief with responses, especially pertaining to describing 

leadership style and how it impacts school climate by stating the leadership is “varied” depending 

on circumstances. Principal F1 did provide details on how the leadership style influences school 

climate and explained,  

Being a good listener and taking others input helps in promoting a positive climate. I try 

to always build relationships with students, staff, and parents from the beginning.  When 

you create an environment that is welcoming, friendly, and overall a happy place to be, 

the school climate typically will be positive. 

  

Effective PSC principals can navigate through the inhibiting factors, roadblocks, or obstacles they 

encounter every day. The primary obstacle Principal F1 identified was summed up as the adults 
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and noted, 

Solving everyone’s problems can sometimes be a roadblock. The changing world of 

education makes it difficult to always keep things positive.  Society has changed so much 

over the years and student expectations have increased.  We all work very hard to remain 

positive and be cheerleaders for each other.” 

 

Principal F2 is also challenged with negative teachers; however, the principal has tapped into the 

positive coalition to keep one another positive. Principal F2 stated,  

It’s the negative teachers. They are constantly trying to be negative about things that are 

best for kids. I try to keep everybody positive and include them in positive conversations. 

Getting the positive teachers to put pressure on them to stay positive has assisted. 

 

Principal F2 described decision-making to be collaborative where input is sought to hear 

what staff has to say and to allow them to feel valued. Similarly, Principal F1 has collaborative 

systems in place but did indicate the need to make decisions in isolation. Principal F1 shared,  

Some decisions are made directly by me.  Some decisions have been made based upon 

site based meeting input. Some decisions are made based upon direction from above. We 

have a site-based committee that meets to discuss topics of concern on our campus.  

These people are the voice of the campus.  I allow teachers to send in areas of concern 

prior to our meetings and we use that as our topics for discussion.  I also seek input from 

teachers on professional development, discipline strategies, and other key areas as well. 

 

Principal F1 provided detailed information on how the administration provides support to 

teachers by describing,  

New teachers are paired up with a veteran teacher from day one.  They are there to assist 

them with just about anything they need.  I ask questions of the veterans to see how the 

novice teachers are performing and if there are things I can do to assist.  They are also 

able to do peer assisting with teaching lessons and modeling for each other.  New 

teachers are paired with a novice teacher during the summer.  They meet during new 

teacher orientation and from that point forward, they are the go to for the new teacher.  I 

try to always check on the new teacher and if I see issues, I will speak to the novice 

teacher.  Communication is the key to success. 

 

The level of support for teacher from administration is also similar at F2 School where ongoing 

communication exists between administration and teachers. The effective PSC principal stated, 

Each new teacher is assigned a mentor teacher to help with day-to-day questions and 

concerns.  I also keep in constant contact with the new teachers and check how things are 

going. Mentor teachers and administration really helps the new teachers. 
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Campus-Pair Seven 

The next campus pair is located in a school district in the Dallas-Fort Worth, Texas area 

and the two campuses were of interest to the researcher due to the similar demographics and 

varying performance. The principals at each school have more than 10 years of administrative 

experience with each having at least two years of experience on the current campus. School G1 

has a minority make-up of 72% and a 58% economically disadvantaged students. School G2 has 

67% of its students who are minority and 67% economically disadvantaged students. Seventy-

five percent of students at G1 passed all STAAR tests while 82% of students at G2 passed all 

STAAR tests. School G1 did not attain any TEA distinctions, but G2 attained two TEA 

distinctions for English Language Arts (ELA) and Closing the Achievement Gap. 

School G1does not practice PLCs nor do the teachers meet as vertical teams. G1 

Principal indicated being in agreement with mentoring, leadership and organizational reculturing 

being in existence. However, indicated a disagreement with a participative decision-making 

existing and was neutral with the existence of a positive school climate. The second campus in 

the pair, G2, indicated teachers participate in both PLCs and vertical teaming. Principal G2 either 

“agreed” or “strongly agreed” with the statements within the questionnaire. 

Transformation involves the ability to increase motivation and create a strong sense of 

purpose. Principal G2 thoroughly described their leadership style and stated, “I would describe 

my leadership style as collaborative and transformational. I put systems in place so change can 

occur and goals can be achieved guided by our district's vision and mission.  I set high 

expectations and foster collaboration every day.” It is evident Principal G2 has adopted practices 

that foster collaboration and a sense of purpose. While Principal G2 fosters collaboration, 

Principal G1 seeks to serve others. Principal G2 described the leadership role as to, “Seek to serve 

others and lead by example through encouraging new ideas, demonstrating high expectations, and 

building a sense of community.”  
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 One component of a positive school climate is a feeling of being valued and supported 

and this can easily be achieved through transformational leadership practices. Principal G1 

described the climate at G1 School as one where teachers are happy and confident because there 

is mutual respect and courtesy. However, Principal G2 goes a further by connecting the 

leadership style and school climate and demonstrates evidence of valuing and supporting teachers 

by noting, 

This style creates an environment where every person is empowered to fulfill his or her 

highest needs and goals as well as become strong members of the school community 

which inspires and brings forth top performance. It is important to develop positive 

relationships among staff, students and administrators focusing together on the district's 

shared vision, mission and core values. Through collaboration, communication and 

celebrations, staff will feel confident to tackle any challenge. 

 

The biggest obstacle the administration at G1 School encountered was determined to be 

the lack of time to collaborate and the fact that collaboration was not a priority – the expectations 

for collaboration need to be defined. The inhibiting factors, roadblocks, or obstacle encountered 

by Principal G2 were identified as, “Sometimes a leader will encounter a staff member whose 

vision is not aligned with the district's vision and mission as well as lacks a growth mindset.” 

 As individuals working in silos we are limited in what we can accomplish if we keep all 

information to ourselves and disregard the opinions of others. Through collaboration we can feed 

off one another, create great ideas, and nurture relationships. 

G1 decision-making was determined to take place with those few who are vocal and who up, 

participate in the site-based team, or serve as team leaders. The non-collaborative practice at G1 

School is a disservice to teachers who have so much to offer, but ultimately the students are 

impacted the most and lose out on possible opportunities that could result in collaboration. 

Principal G2 painted a vivid picture of decision-making that included a variety of opportunities 

for teachers to provide input and generate ideas to meet the campus goals. Clear descriptions of 

decision-making at G2 School were explained,  
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Staff engages in decision-making through our campus leadership team, PLC's, as well as 

campus committees such as the design team, vertical teams, grade level teams, or any 

committee specific to a topic or activity such as attendance, reading counts, and anything 

impacting academics. I believe it is important for principals to notice, nurture and use the 

talents and knowledge of every staff member in formal and informal ways.  Most 

decision-making should be shared through campus-based decision-making teams but 

there are times when a principal must make a sole or final decision. It is important that 

principals give on-going feedback to the school teams.  They must provide support and 

recognize their work.  It is also imperative that principals hold individuals and teams 

accountable for reaching their goals as well as ensuring they know that the team's results 

matter and when a team reaches its goals, the whole school moves forward.  

  

Teacher growth and development is essential to achieve positive student outcomes; 

therefore, principals must serve as instructional coaches and incorporate systems to support both 

novice and veteran teachers. Principal G1 explained, “We could have in place more regular 

check-ins from admin, team support, guidance towards appropriate professional development, 

regular feedback on performance. We did not have a great deal of peer coaching.” Unlike the lack 

of opportunities for teacher development at G1 School, teacher at G2 School received extensive 

support from administration through “established and organized structured campus mentoring for 

0-2 year teachers as well as veteran teachers new to the district,” stated Principal G2. 

Additionally, Principal G2 explained, 

There is also a time for collaboration, observations and communication.  Monthly 

activities are scheduled so that there is an on-going accountability for their success. 

Feedback is encouraged to ensure the fidelity of our campus-mentoring program. Our 

novice and veteran teachers receive support through campus and district professional 

development opportunities, observations from their peers as well as collaboration through 

PLCs. I have a weekly feedback form that is sent to me as well as an "open-door" policy 

for all staff members.  I consistently communicate with staff on a daily or weekly basis to 

ensure their needs are met. 

 

 

Campus-Pair Eight 

Pair H is located in the Houston, Texas area and these campuses were of very particular 

interest to the researcher due to the extreme difference in academic performance. The two campus 

principals have at least seven years of administrative experience and at least two years of 

experience at the current campus. Each campus has over 90% minority enrollment and over 70% 
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students from economically disadvantaged backgrounds. School H1 had 52% of students pass all 

STAAR tests and attained no TEA distinctions. School H2 had 81% of students pass all STAAR 

tests and attained two TEA distinctions for math and science.  

Teachers meet as PLCs and vertical teams at School H1. The principal at H1 “strongly 

agreed” with all statements within the questionnaire. School H2 practices PLCs and vertical 

teaming. The principal at H2 also “strongly agreed” with all sections of the questionnaire.  

Principal H1 identified as a transformational leader, as did Principal H2.  

Principal H2 stated, 

I am a transformational, charismatic, and servant leader who seeks to understand. 

Through transformational leadership a clear direction can be set without being punitive 

when mistakes happen. It’s about developing people, or attempting to before holding 

them accountable. 

 

Principal H2 did not provide extensive feedback to describe their leadership style; however, it 

was made clear from the responses that follow. The principal simply described the leadership 

style as that of a servant leader. 

School climate is critical on campuses such as the H pair, which serve high poverty and 

high minority student populations. Teachers serving Title I campuses have additional challenges 

compared to their counterparts serving at non-Title I campuses. Principals serving Title I campus 

have to work harder to retain teachers due to the additional challenges. Principal H1 has social 

functions and incentives in place to support a positive school climate; however, it is important 

invest by providing time and resources. Principal H1 described the contributions their leadership 

style has on a positive school by explaining,  

Transformational leadership makes it stronger. My staff knows there is a time to work 

hard but then there is also a time to celebrate. If we work hard we can play hard. Every 

month I plan something special for them.   Bowling, thanks for staying afloat (floats), 

Frito-pie Friday, Thanksgiving luncheon, Christmas luncheon, nothing-but-sweets, chips 

and dips Fridays, affirmation bags, and paws for praise. The work that goes into planning 

special events for teachers is time consuming, but a great investment in the school 

climate. 
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Principal H2 made it very clear that the servant leadership style influences the school climate by 

creating a trusting environment where collaboration and support are in place. Principal H2 goes 

beyond special events through servant leadership and explained, 

It creates an atmosphere of trust in which staff members feel comfortable taking risks. 

They know without question that I will seek first to understand and then to be understood. 

There is a strong desire to experiment and learn. Through constant communication, 

feedback, and a deliberate focus on the inevitable emotional ups and downs of school 

climate. We collaborate to develop expectations and then develop a social contract at the 

beginning of every year that is then posted in every classroom and in the main foyer to 

remind us of our commitment. We have highly structured common areas where students 

gather during for non-instructional time that contributes to the environment of the 

classrooms. 

  

Schools such as H1 School and H2 School must overcome additional obstacles due to the 

populations they serve. Both principals identified critical obstacles, but only one campus 

indicated a solution that requires no additional dollars – reaching the heart of students. Principal 

H1 shared the major roadblock encountered was the lack of district support when it came to 

needing additional resources, dealing with discipline, and employee relation issues. While 

Principal H1 only identified the obstacles, Principal H2 discussed how to overcome one of the 

biggest obstacles educators face, standardized testing and the principal further explained, 

The constant and abiding presence of fear in a high stakes testing environment as teacher 

wrestle daily with the challenges and sometimes disheartening realities of dealing with 

children of generational poverty. The research is clear that fear damages the spirit and the 

STAAR test is always the wolf at the door. It is the responsibility of the leader to set the 

tone and energy level of the building. In such an environment, the impact of a single 

individual on the steady and healthy heartbeat of a building is staggering. Working within 

a high stakes testing environment that is punitive rather than formative despite the efforts 

of the State to make it appear otherwise.”  

 

Principal H1 described their actions for decision-making by sharing, “I get input from my 

teachers, staff, and leadership team then I make a decision based on what's best for kids. I take 

unofficial surveys, formal surveys, Campus Based Decision Making (CBLT), and I ask team 

leaders for their input.” Decision-making at H2 School was described as a process and the 

principal discussed three types of decision-making by sharing,  
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The teachers are very clear that there are three types of decisions: advisory, consensus, 

and command. We have thorough and consistent systems of decision making and 

teachers know their role. The Campus Leadership Team (CLT), for instance, is in both an 

advisory and consensus role. However, the goals, vision, and social contract of the school 

were developed using an involved consensus building process that took time and patience. 

We have a series of meeting every other week. On Tuesday afternoon, the CLT meets. 

This is a committee made up of a representative from each departments and area. A 

Google© (www.google.com) doc has been shared the list the following categories: 

calendar, curriculum and instruction, policies and procedures, campus culture, and 

building. CLT member and department heads record items in the Google© doc 

(www.google.com) they would like discussed at the meetings. We also have a campus 

improvement committee that meets twice a semester. 

 

Teachers receive support from administrators by the following actions described by 

Principal H1,  

I meet with them on Wednesdays after school to talk about and share ideas with one 

another. I assign them a mentor, they go observe others; I give them feedback, my 

specialists plan with them weekly, and model for them. New teachers meet with the 

principal every Wednesday and get more assistance from the specialists. Novice teachers 

observe veteran teachers. 

 

Principal H2 has a clear plan to support both novice and veteran teachers that comes from peers 

and administration where the culture is to have a servant and growth mindset. Teachers at H2 

School receive extensive support from the administrative team and the principal detailed,  

Because our location and challenges encourage a high turnover rate, our new teacher 

training program is important. Our daily PLC time is founded both on DeFour's research 

as well as that of Lead4ward© (www.lead4ward.com). We have meetings between new 

teachers and administration. We have established a strong servant and growth mindset 

that allows for failure and constant vigilance for those in need. Teachers frequently seek 

out other teachers for advice and assistance even outside of PLCs. New teachers are 

required to perform learning walks in experienced teacher's classrooms. A video-taping 

process is also part of our daily walkthroughs. These videos are uploaded along with a 

narrative, no checklist, into a Google© Drive (www.google.com) folder shared only with 

that teacher. We have also purchased a Swivl© (www.swivl.com) that follows teachers 

around the room and will allow new teachers to film themselves with more clarity of 

sound and which accommodates for movement. All of this is done for veteran teachers, as 

well. Teachers will then view this videotape with their mentor teachers using information 

gathered from our narrative walkthroughs. 

 
 

 

 

http://www.google.com/
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Emerging Themes 

Chapter four depicted the leadership thoughts, perceptions, and desires of each of the 16 

principals who represented diverse school populations serving various regions of Texas.  Each of 

the principals participating in this study shared how they perceived and practiced leadership, 

creating a positive school climate, decision-making, overcoming obstacles, and providing teacher 

support.  The questionnaire, semi-structured interviews, and campus Texas Academic 

Performance Reports (TAPR) data allowed the researcher to better understand how the campus-

personnel support culture is related to school effectiveness in the individual schools participating 

in the study.  As the principals reflected on their personnel support culture and shared data, 

practices were revealed on how administrators to implement effective personnel support cultures 

to attain higher levels of student achievement.  The data also revealed the barriers school 

principals must overcome to create or sustain a positive personnel support culture. 

During the qualitative interview data analysis process, the following themes were 

revealed: 

1. Effective PSC principals leverage distributed leadership strategies to realize positive 

change and nurture a positive PSC CULTURE. 

2. Effective PSC principals consistently employ an OPEN and RESPONSIVE 

TEACHER LEADERSHIP STYLE. 

3. Effective PSC principals CREATIVELY TAP INTO SCHOOL COMMUNITY 

RESOURCES (e.g., people, time, and intangible resources – such as parent and 

community involvement, spirit, etc.) to enhance school organizational effectiveness. 

 

Distributed Leadership 

First EMERGING THEME: Effective PSC principals leverage distributed leadership 

strategies to realize positive change and nurture a positive PSC culture.  Effective PSC 
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principals described their leadership characteristics as transformational, collaborative, listeners, 

relational, and vision-focused.  Seven of the eight principals either directly stated or described 

being collaborative.  Effective PSC principals describing a distributive approach to leadership 

stated they encourage teachers, foster opportunities for growth, communicate a common purpose, 

and create a sense of purpose.  While most of the principals tended to support distributive 

leadership style, recall how Principal A2 discussed creating a positive climate by explaining, 

“Collaboration creates a positive environment.  Working as a team towards our common vision 

rather than individually—we make sure teachers have a voice.”  Principal B2 also knows 

collaboration was key in decision-making by stating, “Committees are strategically formed to 

brainstorm and to analyze how the campus will move forward. Decisions are also made in a 

collaborative fashion…”  Principal G2 summed distributive leadership well by stating, “It is 

important to develop positive relationships among staff, students and administrators focusing 

together on the district's shared vision, mission and core values.  Through collaboration, 

communication and celebrations staff will feel confident to tackle any challenge.” 

Another common theme among the effective PSC principals practicing distributive 

leadership was the existence of participative decision-making practices on their campuses.  

Principal B2 shared, “An example would be making sure everything I model is aligned to the 

mission and I place others needs before my own.”  Similarly Principal H2 leads through modeling 

and stated, “We collaborate to develop expectations and then develop a social contract at the 

beginning of every year that is then posted in every classroom and in the main foyer to remind us 

of our commitment.”  It was evident that people consistently surrounded effective PSC principals. 

“Decision-making is a team effort and it is done with people around the table," stated principal E2. 
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Open and Responsive Leadership 

Second EMERGING THEME: Effective PSC principals consistently employ an open 

and responsive teacher leadership style. The second emerging theme from the collection of 

qualitative data was a common language used by the effective PSC principals throughout the 

interviews where they consistently identified practices correlated to an open and responsive 

leadership style.  The key terms tightly aligned to open and responsive leadership were: team, 

goals, support, time, collaboration, feedback, opportunities, communication, and relationships. 

Effective PSC principals discussed methods utilized to foster an open and trusting 

environment that fosters growth.  For example, Principal G2 stated,  

Feedback is encouraged to ensure the fidelity of our campus-mentoring program. I have a 

weekly feedback form that is sent to me as well as an "open-door" policy for all staff 

members. I consistently communicate with staff on a daily or weekly basis to ensure their 

needs are met. I believe it is important for principals to notice, nurture and use the talents 

and knowledge of every staff member in formal and informal ways. 

 

Principal D1 described that a positive PSC is created, “By creating an environment in 

which the teachers feel safe, confident and nurtured.  One in which students and teachers thrive 

and become leaders, ideas are shared and everyone works for a common goal.”  Just as principals 

G2 and D1 indicated the value of nurturing growth, principal C1 stated, “I ask questions of the 

veterans to see how the novice teachers are performing and if there are things I can do to assist.  

The goal is to improve teaching and to grow and develop teacher leaders.”  Comparably, principal 

E2 stated, “Our Campus Instructional Specialist is aware of teachers’, both novice and veteran, 

needs and takes immediate action to assist in improving instruction.  Ongoing evaluative and non-

evaluative walkthroughs are conducted and feedback is nonnegotiable.” 

The effective PSC principals, through distributed leadership, contributed to adding value 
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to their teachers in a variety of ways.  Principal B2 stated, “I spend every minute of the day in all 

aspects of school culture placing other’s needs before my own... I work to give teachers 

ownership in many of the things that happen at B2 School.” 

Similar to Principal B2, Principal H2 is self-described as a selfless leader seeking to place 

the needs of others first by noting, “They know without question that I will seek first to 

understand and then to be understood… Through constant communication, feedback, and a 

deliberate focus on the inevitable emotional ups and downs of school climate.” 

The effective PSC principals also respond in a variety of ways to meet the needs of both 

novice and veteran teachers to ensure their success.  Responsiveness to teachers’ needs is 

evidence of organizational reculturing where the principal seeks to develop teachers’ skills to 

enhance what can be accomplished in the classroom.  Principal D1 exhibited responsive 

behaviors and stated, “I observed possible concerns and put plans into place to assist the teacher 

in being successful.  The level of support depends on the need and level of mentor’s ability to 

communicate, build relationships and share ideas…” 

Principal H2 also gauges support for teachers based on need and has established a culture 

where teachers depend on one another for support and growth.  Principal H2 explained,  

Because our location and challenges encourage a high turnover rate, our new teacher-

training program is important. We have meetings between new teachers and 

administration. We have established a strong servant and growth mindset that allows for 

failure and constant vigilance for those in need. Teachers frequently seek out other 

teachers for advice and assistance. 

 

School Community Resources 

Third EMERGING THEME: Effective PSC principals creatively tap into school 

community resources (e.g., people, time, and intangible resources – such as parent and 
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community involvement, spirit, etc.) to enhance school organizational effectiveness.  It was 

evident that effective PSC principals identify inhibiting factors, obstacles, and roadblocks and 

overcome the challenges through tapping into school and community resources.  The effective 

PSC principals took ownership and did not look out the figurative window to place blame, but 

rather look within themselves or their school to overcome challenges.  Principals identified time, 

limited resources, state and federal mandates, generational poverty, disengaged parents, 

community support, and failure to align with vision as the obstacles.  However, the principals 

followed up with specific ways to address the problems and redefined resistance as by seeking 

solutions.  Time does not interfere at A2 School, “But it is done by making the time no matter 

whether it is 6:00 am or 7:00 pm – we must show we care because public education is scrutinized,” 

stated Principal A2. 

For example, Principal C1 shared with the researcher many challenges are beyond the 

control of the staff due to challenges; however, the roadblocks do not interfere with reaching the 

goal. Principal C1 stated, 

Constant demands that come with the profession such as limited resources and 

disengaged parents. The administrative team struggles to assist with improving teaching 

due to the mandates and paperwork that get in the way. However, we mandate parents to 

attend conferences and creatively build the master schedule to allow for PLCs. 

 

Principal B2 strives to reach out to parents who were identified as an ally, especially as 

parental involvement is becoming more of a challenge. Principal B2 shared, 

As a principal you juggle the campus, community and political challenges. The second 

biggest challenge is attaining support from the community because society is changing 

where parents are not as supportive and this bleeds into the community. As a leader I 
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must be transparent and consistent, they are my biggest ally and resource when they are 

limited. 

 

Principal H2 discussed generational poverty and testing as two obstacles.  However, this 

effective PSC principal’s school overcomes the challenges through the leadership that sets the 

tone in spite of the inhibiting factors.  Principal H2 stated, 

The constant and abiding presence of fear in a high stakes testing environment as teacher 

wrestle daily with the challenges and sometimes disheartening realities of dealing with 

children of generational poverty. It is the responsibility of the leader to set the tone and 

energy level of the building. In such an environment, the impact of a single individual on 

the steady and healthy heartbeat of a building is staggering. 

 

Campus E2, a Title I campus, engages parents through various opportunities to attain 

their support.  The effective PSC principal said, I encourage collaboration, especially through 

PLCs and engage parents at every opportunity so they have a strong sense of what is happening – 

this gets their support. 

In addition to reaching out to parents to attain their support and utilize them as a resource, 

campus E2 recognizes they have no control over state and federal funding. Principal E2 explained, 

As a Title I campus we have many needs, but we have limited resources due to inequities 

in school funding. Additional dollars would result in providing stronger staff 

development to grow teachers and provide additional staff to meet diverse needs. We 

have to be creative with our most valuable resource, our people. 

 

Principal G2 recognizes the environment must be considered a resource and utilizes the 

leadership style to ensure the community is inspired and stated, “This style creates an 
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environment where every person is empowered to fulfill his or her highest needs and goals as 

well as become strong members of the school community which inspires and brings forth top 

performance.” 

 

Collectively, the emerging themes of this study provide new insights to researchers and to 

current and future administrators on the advantages of focusing on transformational and 

participative leadership styles as schools continue to undergo organizational change and 

improvement in their quest for optimal school learning effectiveness. 

 

Summary 

In Chapter four presented the results of the study.  The chapter highlighted connections 

between the qualitative data and the body of relevant research literature identified to better 

understand how PSC (Personnel Support Culture) is influenced by leadership style and has an 

impact on school effectiveness.  Three emerging themes identified from qualitative data analyses 

were presented along with interview support for each emerging theme. 
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CHAPTER V 

 

CONCLUSIONS, DISCUSSION, AND IMPLICATIONS 

 

Introduction 

Chapter five provides a summary overview of the structure and purpose of the study.  

Next, major findings and conclusions of the qualitative study are presented.  A discussion of the 

study’s overall findings and conclusions are included.  The chapter concludes with implications 

of study findings and recommendations for further research. 

 

Overview of the Study 

This study emerged as a direct response to a literature-supported need to examine 

potential inhibiting factors, obstacles, and roadblocks encountered by principals when undergoing 

the organizational reculturing process.  The study also sought to identify strategies utilized by 

principals and their colleagues utilize in schools to nurture and sustain positive personnel support 

cultures (PSC) on their campuses that can support teaching and learning effectiveness and can 

yield effective outcomes such as student achievement and teacher holding power. 

 

Study Research Design 

The Personnel Support Culture (PSC) and School Effectiveness (SE) conceptual model 

developed in this study from elements existing in the literature guided the development of the 

PSC Nurturance and Sustainability Questionnaire.  In the first phase of the study, the 

questionnaire was distributed to principals within participating school districts.  Fifty school 

districts across Texas were initially identified to participate through purposeful sampling.  There 

was a 50% response rate (n=50) from the school districts invited to participate in the study.  In an 

effort to conduct an extreme qualitative sampling for a deeper understanding of the problem, 



Texas Tech University, Matthew Gutierrez, August 2016 
 

80 

 

 

eight pairs of schools in the school districts agreeing to participate in the study were selected for 

analysis.  One school within each pair of the 16 selected elementary and secondary schools was 

considered a study outlier, having extreme characteristics.  The schools were then identified as 

effective PSC schools and non-effective PSC schools.  The survey included sections to gain 

insight into administrator profiles, school micro-and macro-organizational structures, and 

administrator perceptions of personnel support culture (PSC) in individual schools. 

Phase II of the study involved in-depth, semi-structured interviews using the Personnel 

Support Culture (PSC) and School Effectiveness (SE) conceptual model as a guiding framework 

for analyzing data collected from the questionnaire and interviews.  The data allowed the 

researcher to gain insight into the practical connections between a positive personnel support 

culture (PSC) and school effectiveness (SE) in individual schools, as well as identify 

commonalities among effective PSC schools based on the data collected from the participants of 

the study. 

 

Findings and Conclusions of the Qualitative Study 

 A synthesis of major findings and conclusions derived from the study’s three qualitative 

emerging themes are presented in this section.  Each sub-section below presents individual 

finding and conclusion statements relating to each emerging theme. 

 

First EMERGING THEME: Effective PSC principals leverage distributed leadership 

strategies to realize positive change and nurture a positive PSC CULTURE. 

 

Finding: Effective PSC principals utilize leveraging power to creatively plan, enhance, 

and expand campus-level resources by tapping into the engagement power of parents and 

community members. Fullan (2002) explained the importance of creating conditions for change 
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by emphasizing the need to raise our sights and focus on principals as leaders in a culture of 

change.  School improvement is contingent on principals who can foster the conditions necessary 

for sustained education reform in a complex, rapidly changing society.  Fullan (2000) described 

the walls of the school becoming more transparent and operating under a microscope; educators 

must shift their focus to the outside of the school.  Forces, once outside the school walls are now 

inside—in a threatening way.  However, the outside forces are necessary for school success.  

Educators today must adopt a mindset of “moving toward the danger” where they are willing to 

confront and be proactive towards those once nonexistent factors. (Fullan, 2000, 2007) 

Principal G2 demonstrates how schools establish conditions to foster relationships with 

the community by reaching out and sharing the school’s needs.  Principal G2 shared, 

 

We worked to network and find those in the community who are willing to provide 

resources in terms of time or funds.  We educate them on the needs in person or in 

writing and request that they partner with us to help us reach common goals.  When the 

community member hears of the needs first-hand they have been more likely to assist. 

Thankfully, we have received many monetary donations to be able to provide grants for 

teachers and incentives for students. Most valuable is the donation of time for student 

mentoring. 

 

Similarly, Principal E2 involved the community in supporting initiatives to engage learners by 

providing bicycles for perfect attendance and gift certificates for positive behavior.  Principal E2 

shared, “If we did not have the support from our community we could not afford to have 

incentives for students and the few we could have without partnerships would have to come from 

our pockets.”  In relation to this, Fullan (1993) noted that “working in collaboration with partners 

can provide coherence, coordination, and persistence essential to teacher and school development” 
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(p. 96) in school and community.  Successful collaborators use outsiders for insights and 

information, solicit outside assistance, and are continuously on the lookout for people who can 

help the school achieve the mission (Fullan, 1993). 

 Principal C1 identified disengaged parents and limited resources as obstacles.  In turn, 

Principal C1 mandated parental involvement by communicating that parent conferences are 

mandatory.  Teachers make phone calls, send emails, and conduct home visits and reschedule 

until the parents can meet.  Due to this expectation, this practice has become part of the school 

culture and, as a result, parent attendance is high.   “Parent-mandated conferences have resulted in 

a significant increase in volunteers, as parents understand our school’s needs and have a real 

relationship with the school,” stated Principal C1.  Like Principal C1, Principal B2 views parents 

as valuable and stated, “As a leader I must be transparent and consistent, they are my biggest ally 

and resource when they are limited.”  To continue with the community involvement theme, 

Principal E2 recently held an event to get families on the campus.  The fall festival idea was 

presented by paraprofessionals.  Principal E2 stated, 

 

Just recently our campus held a fall festival the last two hours of the day. The campus and 

activities were open to parents and all family members. The best thing about the festival 

is that it was their idea—planned, organized, and put forth by the instructional assistants 

at our campus. They planned and successfully orchestrated the festival within two weeks. 

They came to me with the idea, which we needed to do something fun for our students, 

but also get parents involved while all staff was here. The event was a huge success! 

 

Parents who have children in the classrooms of teachers who consistently build parental 

involvement opportunities in their classroom establish a positive influence on the school program 

and are found to be more effective than general school-to-home communication.  There is a 
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strong correlation between parents’ school engagement, encouragement to be involved, and 

participation in school activities at home and higher academic achievement despite social 

economic status (Fullan, 1993; Razik & Swanson, 2010).  The practices of effective PSC 

principals have a client orientation, and they demonstrate this through intentionally aiming to 

strengthen involvement of parents and enhancing ties with the community (Fullan, 2007).  

Purposeful partnerships are critical in a positive PSC.  Collaboration is essential within schools, 

between schools and the community, and between schools given the variety of challenges schools 

encounter today (Fullan, 1993; Razik & Swanson, 2010).  This collaboration is critical in the age 

of social media and increased opportunities for misunderstanding.  The days of regarding 

classrooms or schools as isolated units are over, and no case can be made for schools to continue 

to work in isolation.  Working with parents and the community at-large is essential (Fullan, 1993).  

Leaders must provide directions and create conditions for collaboration so all stakeholders rally 

around a higher purpose (Fullan, 2011).  The importance of the “school and community 

partnership” is made evident through powerful statements by participating principals and 

prominent researchers. 

 

CONCLUSION: The above “finding” generated from the study’s First Emerging Theme 

supports the following study conclusion: The organizational leadership challenge of nurturing 

and sustaining effective Personnel Support Cultures in elementary and secondary schools 

requires that campus principals utilize proactive distributed leadership strategies to tap into and 

leverage on an ongoing basis the talents, resources, and teaching and learning support capacities 

of a broad spectrum of education stakeholders both within the school itself and throughout the 

broader school community. 
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Second EMERGING THEME:  Effective PSC principals consistently employ an OPEN and 

RESPONSIVE TEACHER LEADERSHIP STYLE. 

 

Finding 1: Effective PSC principals have a moral purpose and take leadership actions to 

energize people towards a desired goal.  “Managing moral purpose and change agentry is at the 

heart of productive educational change” (Fullan, 1993, p. 8).  These principals believe the vast 

majority of people want to do something of value, find satisfaction in helping people believe that 

they are improving and growing.  These principals also understand connectedness in pursuit of 

goals, and that camaraderie is crucial for intense and sustainable success (Fullan, 2011).  

Principal G2, stated, “…I put systems in place so change can occur and goals can be achieved 

guided by our district's vision and mission.  I set high expectations and foster collaboration every 

day.”  Strong PSC principals learn how to effectively motivate others through leadership and 

empowerment over extrinsic motivators, which have limited effectiveness.  Fullan (2011) 

explained that change agent leaders create experiences that are emotionally meaningful; therefore, 

people tend to take ownership deriving from intrinsic motivation, as opposed to extrinsic rewards. 

Transformational leaders have the ability to increase productivity by developing capacity 

and attaining commitment among their followers (Burns, 1978; Fullan, 2001; Leithwood, 2005; 

Razik & Swanson, 2010).  By developing capacity among those you are leading, effective change 

can occur at a more rapid and rigorous pace.  As acknowledged by Razik and Swanson (2010), 

“the role of the leader is to help followers transcend the levels of need and stages of moral 

development to achieve mutually held higher purposes” (p. 91).  The mutually held purpose can 

only be developed as a direct reflection of intrinsic desire and building capacity in those you are 

leading.  Fullan (2007) asserts that “making a difference in the lives of students requires care, 

commitment, and passion as well as the intellectual know-how to do something about it.  Moral 

purpose and knowledge are the two main change forces that drive success” (p. 20-21).  Principal 
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E2 works through the levels of moral development by ensuring teachers have a sense of purpose 

every day.  Principal E2 shared, “Teachers feel as if they have a sense of purpose every day 

because of the individualized support they receive…”  Comparably, Principal B2 makes teachers 

feel more comfortable throughout the organizational reculturing process and described, “…I 

allow staff to experience situations from a different perspective to establish a clear understanding 

of situations—this makes teachers feel valued and more at ease when stressed.” 

There are four components to moral purpose that principals must foster because “each 

and every educator must strive to be an effective change agent” (Fullan, 1993, p. 13).  The first 

component is personal vision-building in which teachers examine and reexamine their purpose for 

teaching and helping teachers find their vision which is possibly stagnant or underdeveloped.  

Secondly, personal vision in teaching is often expressed negatively and leaders must help them 

see they are in a strategic position.  Third, personal purpose is no longer private due to the leader 

fostering conditions of communication and collaboration.  Fourth, personal purpose in teaching is 

connected to societal improvement (Fullan, 1993).  Fullan (1993) also emphasizes “personal 

purpose is the route to organizational change” (p. 14).  The individualized attention effective PSC 

principals provide to their teachers fosters the four moral purpose components through mentoring, 

communication, and encouraging risk-taking.  Principal A2 noted, “…But it is done by making 

the time whether it is 6:00 a.m. or 7:00 p.m., we must show we care because public education is 

scrutinized.” 

 

Finding 2: Effective PSC principals utilize relationships to motivate, energize, and 

connect people within the school to implement change.  Leadership resulting in a positive 

movement is described as motion leadership and is most remarkable when this positive 

movement affects those who were initially skeptical.  Motion leaders understands that giving 

people new experiences in nonthreatening circumstances is essential prior to changing beliefs—
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behaviors change before beliefs (Fullan, 2011).  Organizational change can either be supported or 

resisted by networks of people within the organization itself (Fullan, 1993; Razik & Swanson, 

2010).  The affective domain within an organization is critical for change.  Both leaders and 

teammates must have the freedom to share ideas resulting in intrinsic motivation and inspiration. 

“The individual educator is a critical starting point because the leverage for change can 

be greater through the efforts of individuals, and each educator has some control over what one 

does” (Fullan, 1993, p. 12).  Principal D1 stated, “…I love motivating students and teachers to be 

their very best.”  Effective PSC principals understand leverage can be built through individual 

efforts.  Principal B1 shared, “Relationships are key.  Don't underestimate the power of doing 

"little things" for the teachers and showing a true personal interest… The staff appears to be more 

relaxed, happy, and willing to take risks, knowing I will support them…”  Another example of 

individual efforts was shared by principal E2 where paraprofessionals felt comfortable sharing the 

fall festival idea with the principal, resulting in them being motivated and energized to get 

families involved on the campus, trusting the individuals within the school context to make a 

positive impact. 

Leaders must understand the change process along with the complexities it entails, and 

the most important factor is relationships.  Through relationships, people share information and 

knowledge (Fullan, 2002).  In turnaround schools there is high anxiety, poor relationships, and 

limited control; however, the best strategy to address the problems is improving relationships to 

increase trust and unity.  School leaders must establish systems to support teachers working 

collaboratively; professional learning and teaming are not sufficient to reach goals.  Strong 

collaborative relationships focused on the right things are powerful (Fullan, 2006, 2011).  

Effective PSC principals utilize relationships to reculture and foster the willingness to take 

ownership of initiatives and encourage risk-taking by providing individualized support.  “I am 

relational by building relationships with teachers, providing direction to staff through modeling 
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and clarifying the direction.  I have an open-door policy and teachers feel safe visiting because 

the relationship is present," noted Principal C1.  Principal C1 demonstrates his knowledge of the 

value of relationships and uses the open-door policy as an avenue to have teachers share 

information and knowledge.  Similarly, Principal G2 builds relationships to create a safe and 

positive environment with the principal but within the school as well. He stated, 

 

I build connections. When staff feels connected they often are more positive and willing 

to follow, try new things and stay committed to tasks that are difficult. On a small scale, 

praise the good things personally and within the group; on a larger scale, staff functions 

that encourage staff getting to know one another. Have functions that meet a variety of 

needs—gatherings with children, without children, events on campus and off campus. 

 

The principal’s leadership style is critical in ensuring the school develops, maintains, and nurtures 

relationships that generate desirable results (Fullan, 2001).  The center of the leader’s attention 

should shift from focusing on high standards and towards intentionally building relationships to 

establishing a sense of strong self-worth among stakeholders.  Fullan (2002) confirms that “the 

cultural change principal must be attuned to the big picture, a sophisticated conceptual thinker 

who transforms the organization through people and teams.” 

 

Finding 3: Effective PSC principals enhance teaching and learning by fostering an 

environment to promote lifelong learning.  Socially based strategies assist with one of the biggest 

problems facing schools, which is the variation in student achievement in classrooms within 

schools rather than between schools.  The more a leader develops active professional learning 

communities, the more consistent the quality of teaching will be within the school (Fullan, 2006).  

Principal G2 exudes a leadership style to foster lifelong learning in a variety of fashions.  
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“Keeping a focus on learning and growing in a variety of formats—lunch and learn seminars, 

book or article studies, chances to shadow and mentor and engage in PLC discussions about areas 

of strength that can be learned from.”  Additionally Principal G2 stated, “It is important that 

principals give on-going… provide support and recognize their work… ensuring they know that 

the team's results matter and when a team reaches its goals, the whole school moves forward.”  

Effective PSC principals establish a collaborative culture, which promotes learning from one 

another as evidenced by the highly effective schools implementing PLCs (2007).  Principal H2 

noted, “We have established a strong servant and growth mindset that allows for failure and 

constant vigilance for those in need.  Teachers frequently seek out other teachers for advice and 

assistance even outside of PLCs.” 

The findings of this study provide affirmatory support for Fullan’s (2007) assertion that 

there is a need for teachers to learn from one another through professional learning communities. 

Teachers of today and tomorrow need to do much more learning on the job, or in parallel 

with it—where they constantly can test out, refine, and get feedback on the improvements 

they make. They need to access their colleagues so they can learn from them. Schools are 

poorly designed for integrating learning and teaching on the job. The teaching profession 

must become a better learning profession. (p. 297) 

 

Similarly, Principal E2 exhibited effective PSC leadership and explained, “I encourage 

collaboration, especially through PLCs… Ongoing evaluative and non-evaluative walkthroughs 

are conducted and feedback is nonnegotiable.”  Principal C1 nurtures lifelong learning through 

timely feedback and stated, “Administrators do daily walkthroughs and give productive feedback.” 

 

CONCLUSION: Based on the above-mentioned “findings” generated from the study’s 

Second Emerging Theme, the following conclusion is evident in the research: The organizational 
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leadership challenge of nurturing and sustaining effective Personnel Support Cultures in 

elementary and secondary schools requires that campus principals possess the disposition to 

build relational trust and understand the fundamental need for relational capacity throughout the 

school in order to attain the common vision. 

 

 

Third EMERGING THEME: Effective PSC principals CREATIVELY TAP INTO 

SCHOOL COMMUNITY RESOURCES (e.g., people, time, and intangible resources – such 

as parent and community involvement, spirit, etc.) to enhance school organizational 

effectiveness. 

Finding 1: Effective PSC principals leverage leadership by developing leaders and 

establishing a positive coalition.  Individual capacity building occurs within collaborative efforts 

and through teacher training and leadership development.  A resolute leader who is “change 

savvy” fosters a nonthreatening environment where the group develops ownership.  A school is 

able to sustain positive change because of the peer culture and collective ownership (Fullan, 

2011).  Research has indicated a positive relation between teachers’ participation in decision-

making and their commitment to the school (Hulpia & Devos, 2010).  Sharing leadership is 

critical in reducing teacher isolation and increasing a commitment towards a common goal.  The 

present study provides confirmatory evidence that leadership development is critical.  Principal 

B2 works to leverage leadership as follows, “…I work to give teachers ownership in many of the 

things that happen at B2…”.  Equally, Principal C1 stated, “…The goal is to improve teaching 

and to grow and develop teacher leaders….” 

Effective schools have principals who empower teachers with responsibilities, establish 

shared decision-making processes aligned with the common vision, and provide professional 
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development for teachers (Leech & Fulton, 2008).  Principal D1 demonstrates the ability to grow 

leaders through participative decision-making and is evidenced by the principal explaining, 

 

I engaged teachers at D1 in decision-making by giving them opportunities to share ideas 

or opinions on important topics that arose during the year. I imposed the question or 

guidelines and then we came up with a grade-level or school-wide solution… This built 

trust with the entire campus. Many teachers stepped up as leaders that had not before. 

 

The principal cannot work in isolation and be successful with the important work of 

developing our future.  “An organization cannot flourish—at least, not for long—on the actions of 

the top leader alone.  Schools and districts need many leaders at many levels” (Fullan, 2002).  

Sharing responsibilities evenly distributes accountability and empowers teachers throughout the 

organization to make the organization as a whole, a more productive one (Fullan, 2002).  Leaders 

must develop trust, nurture growth, and establish a positive coalition in order to outlive the day-

to-day minutia that prevents principals and their teams from reaching their goals.  “School 

improvement will never occur on a wide scale until the majority of teachers become contributors 

to and beneficiaries of the professional learning community” (Fullan, 2000).  The present study 

provides some affirmatory evidence to support the fact that a guiding coalition leads to school 

effectiveness.  Principal F2 described working through negative pressure by creating a guiding 

coalition. 

  

It’s the negative teachers. They are constantly trying to be negative about things that are 

best for kids. I try to keep everybody positive and include them in positive conversations. 

Getting the positive teachers to put pressure on them to stay positive has assisted. 
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It is imperative to have a small courageous group at the center of reform.  This group 

must have a clear goal, and over time must expand. The small group of leaders becomes a guiding 

coalition, exuding positive pressure on peers to work towards positive student outcomes; positive 

pressure becomes organically part of the system (Hargreaves, Lieberman, Fullan, & Hopkins, 

2010).  Principal G2 stated, “Sometimes a leader will encounter a staff member whose vision is 

not aligned with the district's vision and mission… It is important for principals to notice, nurture 

and use the talents and knowledge of every staff member.”  Effective PSC principals create 

positive pressure through, 

Taking all excuses off the table. As we add resources, new capacities, and examples of 

other (similar) schools that are being more successful, reducing the distractors (obstacles), 

eventually being judgmental relative to a situation of persistent bad or mediocre 

performance is justified. (Fullan, 2006, p. 64) 

 

Finding 2: Effective PSC principals recognize that successful strategies and initiatives 

are socially based.  Kanter (2006) identified key actions in establishing confidence and winning 

streaks as: a) getting connected through conversation; b) jointly carrying out important work; c) 

communicating respect; and d) demonstrating inclusion.  Socially based approaches shift the 

focus from elaborate planning to doing—implementation and execution.  The present study 

provided evidence that effective PSC leaders are aware of the need to implement distributed 

leadership where an inclusive environment is fostered and necessary. 

Participative leadership involves a process by which the leader establishes a democratic 

network.  Influence and power are shared when making decisions is aligned with a common 

vision; the organization’s members support one another and learn from one another (Claudet, 

1999; Leech & Fulton, 2008; Somech & Wenderow, 2006).  Principal C1 stated, “I provide 

various committee opportunities and maintain an open door policy.  I ensure wide participation 
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within committees among staff.”  This structure demonstrates the ability to build a democratic 

network. 

Attaining meaning of the common goal is “an individual act, but its real value for student 

learning is when shared meaning is achieved across a group of people working in concert” 

(Fullan, 2007, p. 37).  School E2’s principal exhibits the ability to work in partnership with 

teachers.  Principal E2 explained, “We have no issue getting input and teachers seem to keep 

student needs at the center and for this I am grateful.  Decision-making is a team effort and it is 

done with people around the table.”  Principal F, like Principal E2, seeks input from teachers in a 

collaborative manner.  Principal F noted, 

 

… We have a site-based committee that meets to discuss topics of concern on our campus.  

These people are the voice of the campus.  I allow teachers to send in areas of concern 

prior to our meetings and we use those as our topics for discussion.  I also seek input 

from teachers on professional development, discipline strategies, and other key areas as 

well. 

 

Principal G2’s philosophy is aligned to the literature supporting a socially based network 

of people working collaboratively to achieve a common goal.  Principal G2 indicated, 

 

 “I would describe my leadership style as collaborative and transformational. I put 

systems in place so change can occur and goals can be achieved guided by our district's 

vision and mission. I set high expectations and foster collaboration every day” and that 

their leadership “Seeks to serve others and lead by example through encouraging new 

ideas, demonstrating high expectations, and building a sense of community.” 
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Researchers often find the problems facing schools are too great for one leader to face 

and solve alone, therefore involving teachers allows for improving the quality of the decision-

making process (Somech, 2010).  In effective schools, improvement in teaching is collective 

rather than individual; teachers trust one another and share each other’s expertise to grow in the 

profession with the support from the leader (Fullan, 1993). 

 

Finding 3: Effective PSC principals understand and recognize the importance of 

organizational reculturing to nurture a positive PSC.  The data provides verification to support 

Fullan’s (2002) assertion, 

We now must raise our sights and focus on principals as leaders in a culture of change. 

School improvement depends on principals who can foster the conditions necessary for 

sustained education reform in a complex, rapidly changing society. Never has the time 

been riper for change leaders than right now. 

 

Effective PSC principals can navigate through the internal and external complexities and initiate 

and sustain change.  Principal G2 exhibits effective organizational reculturing and noted, 

 

By serving the needs of others, get to know people on a personal level so you can relate. 

When I see a need I try to fill it whether it be wiping down a table, helping in a classroom 

with a struggling learner, offering to call a parent for conference for the teacher, running 

to make a copy, offering a snack or just being a safe person that staff trust they can be 

open and honest with. I want teachers to know I truly care and that I will support them 

along our journey. 
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A principal’s leadership has an intense effect on a school’s climate.  Pepper and Thomas 

(2002) expressed that those teachers who identified their principals as supportive found work to 

be more rewarding, more enjoyable, and less stressful.  Teacher commitment was considered 

crucial for change to occur within a school and working to reduce teacher turnover must be at the 

forefront of a principal’s priorities.  Teachers’ commitment is nurtured through increasing 

teachers’ decision-making power within the school and will naturally impact the schools climate.  

The data collected from effective PSC principals supports the assertion teachers were committed 

due to supportive principals.  Principal B2 shared, “If you show you care and that they matter, 

they will move heaven and earth to do the same for their students.”  Similarly, Principal E2 

explained, 

 

I listen to the faculty and staff at the campus I am at. Sometimes all they want is for you 

to listen. Listening doesn’t require a solution, just an understanding heart and ear. They 

feel comfortable coming to see me, although they know I do not make the last decision; 

they know, if I agree with their ideas, I will take a step further in supporting them and 

finding ways to get them the resources they need, whether it be time or materials. After 

all, the ideas support the vision. 

 

Building relationships, developing people, and developing a shared vision were critical 

components found to increase job satisfaction and teacher commitment (Leithwood, 2005).  

Throughout the research conducted, relationships are a common emerging theme. “Collaboration 

creates a positive environment.  Working as a team towards our common vision rather than 

individually—we make sure teachers have a voice.  We stay positive and involve everyone,” 

stated Principal A2.  Kanter (2006) stated, “The ultimate work of leaders lies in the connection 

between their groups and the wider network that provides support, loyalty, revenuers, or capital.  
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Leaders must prove to those in the wider circle that their investments are warranted” (p. 341). 

 

CONCLUSION: The aforementioned “findings” generated from the study’s Third 

Emerging Theme support the following study conclusion: The organizational leadership 

challenge of nurturing and sustaining effective Personnel Support Cultures in elementary and 

secondary schools requires that campus principals not stand alone to attain academic 

achievement, but rather exhibit transformational leadership and work as a change agent 

throughout the reculturing process in which they serve as active learners, provide opportunities 

for shared decision-making to develop leaders and create a sense of ownership, and heavily 

depend on teachers to establish and sustain a positive school climate. 

 

 

Discussion 

The above study conclusion statements were derived from the seven findings derived 

from the three qualitative emerging themes, and support the need for personnel support culture 

(PSC) sensitive administrators who have the ability to lead in today’s complex and increasingly 

challenging public schools.  The following section provides a detailed discussion of the study’s 

three conclusion statements, linking the findings and conclusions to existing literature. 

 

Conclusion Statement One 

The organizational leadership challenge for nurturing and sustaining effective Personnel 

Support Cultures in elementary and secondary schools requires that campus principals utilize 

proactive distributed leadership strategies to identify and leverage talent, capitalize on available 

resources, and teaching and learning support capacities are built on a strong foundation of 
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committed stakeholders both within the school itself and throughout the broader school 

community. 

 

Through qualitative research, principals are increasingly moving toward a leadership 

style that involves participative decision-making.  The increasing emergence of the participative 

leadership we are witnessing in our schools is crucial, as stakeholders must put forth great efforts 

to reinvent the public school image.  This public school image makeover comes in response to the 

growing achievement demands and the high level of commitment required of educators to 

effectively accomplish their multifaceted work.  The traditional relationship between teachers and 

principals continues to evolve into a collaborative one, which is fostered by all members of the 

school community to create a healthy school environment (Somech, 2010; Razik & Swanson, 

2010; Pepper & Thomas, 2002).  

If one takes a glance into a successful school there will likely be a great principal who 

has been able to overcome the many obstacles, challenges, and inhibiting factors encountered 

day-to-day.  A glimpse into a failing school, however, will likely reveal a poor leader who does 

not demonstrate transformational leadership that leverages talents and resources from 

stakeholders.  Leaders are essential for quality education, but only a strong leader can lead a 

school to success (Fullan, 2007; Leithwood & Riehl, 2003).  In an era where high stakes testing 

has led to stronger accountability systems, school principals are being held accountable for 

student achievement.  Principals of today must adapt to the changing role of leading a campus 

that is increasingly demanding, ironically, even outside of the school’s four walls.  According to 

Fullan (2007), aprincipal encounters tougher accountability standards, rigorous curriculum, 

changing demographics, demands from stakeholders, technological advancements, and unique 

student needs that require a principal who can respond to the challenges by effectively creating a 

vision and goals (Fullan, 2007; Leithwood & Riehl, 2003; Razik & Swanson, 2010). 
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Strong PSC principals were found to proactively and effectively engage internal and 

external stakeholders through recognizing their contributions.  This recognition, when genuine, 

can be the catalyst for change in reculturing.  Transforming culture—changing what people in the 

organization value and how they work together to accomplish it—leads to deep, lasting change 

(Fullan, 2002).  Organizational reculturing develops accountability spread through all 

stakeholders; an element that should not have to be measured for implementation.  A principal’s 

ability to empower a stakeholder to take part in the decision making process has a significant 

impact on the success or failure of a plan (Fullan, 2002). 

The effective PSC principals identified in this study exhibited transformational leadership 

in different aspects.  A transformational leader is armed with the ability to improve a constituent’s 

motivation and performance through redefining their self-confidence in an empowering manner.  

Transformational leadership involves a leader’s ability to engage with others to increase 

motivation and raise morality to create a fused purpose (Fullan, 2001; Leithwood; 2005).  The 

leader’s intention and common purpose motivates teachers, students, and parents to take 

ownership in the reculturing process.  This increases productivity by developing capacity and 

attaining commitment among their followers (Burns, 1978; Fullan, 2001; Leithwood, 2005; Razik 

& Swanson, 2010). 

A critical component of transformational leadership is participative decision-making.  

Participative decision-making involves the principal engaging the stakeholders whose decisions 

will frequently impact outcomes, which the decision will impact as frequently as possible.  

Change leaders share power and understand the complex components of their organization.  

“According to participative designers, change should start by altering the most influential causal 

variables affecting what needs to be changed.  Then there should be systematic plans prepared to 

modify for all other affected parts of the organization” (Lorsch & Trooboof, 1989, p. 74).  

“Authority may be present, but their shared power exists; both group decision-making and group 
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problem solving align with the participative leadership style (Lorsch & Trooboof, 1989).  In 

effective schools, improvement in teaching is collective rather than individual; teachers trust one 

another and share each other’s expertise to grow in the profession (Fullan, 1993).  Fullan (1993) 

states, “time and time again we find that seeking external support and training is a sign of vitality” 

(p. 86).  Effective PSC principals rely on input from individuals inside and outside the four walls 

of their building because they value what varied experiences they have to offer.  Successful 

schools look for expertise both internally and externally when seeking to improve (Fullan, 1993).  

Teachers want their work to be valued and validated, and they crave ownership in the decisions 

that impact their classrooms.  Research indicated a meaningful relationship between teachers’ 

participation in decision-making and their commitment to the school (Hulpia & Devos, 2010). 

Principals must meet the demands of the community, district administrators, and policy 

makers while simultaneously fostering a positive climate resulting in teacher job satisfaction.  

Leadership development opportunities that provide guidance on implementing participative 

decision-making are critical.  Participative decision-making ensures all have an opportunity to 

directly impact student achievement.  These are practices that result in high achievement 

outcomes as well as provide teachers with the sense of belonging and professional satisfaction 

(Bogler, 2001). 

 

 

Conclusion Statement Two 

The organizational leadership challenge of nurturing and sustaining effective Personnel 

Support Cultures in elementary and secondary schools requires that campus principals possess 

the disposition to build relational trust and understand the fundamental need for relational 

capacity throughout the school in order to attain the common vision. 
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Strong PSC principals place others’ needs first and seek foremost to understand different 

perspectives when attempting to reach a common goal.  Burns (1978) describes leadership as an 

aspect of power where leaders have the same desire to achieve the goals of their followers equally 

to theirs; leaders distribute leadership and power to a wide range of constituents rather than to just 

a few.  Leadership is not a position, but a way of living.  “We must see power—and leadership—

as not things but as relationships” (Burns, 1978, p. 11).  These relationships are key to climate 

and reculturing. 

 Successful schools are lead by principals who cultivate relationships and encourage 

collaboration.  Leadership is one’s ability to “pursue moral purpose, understand the change 

process, develop relationships, foster knowledge building, and strive for coherence—with energy, 

enthusiasm, and hopefulness” (Fullan, 2001, p. 11).  Principals who: a) provided opportunities for 

teachers to collaborate; b) reminded them of their ability to meet the needs of their students and 

handle challenging situations; and c) and foster the teacher-teacher relationship improved 

teachers sense of self-worth increase teacher collaboration and commitment towards a common 

goal (Wahlstrom & Louis, 2008). 

Effective leaders recognize that trust and relationships encourage people to share 

information and knowledge as well as create change agents in their schools.  As Fullan (2007) 

explained, “Remembering that a culture of change consists of great rapidity and non-linearity on 

the one hand and equally great potential for creative breakthroughs on the other, the paradox is 

that transformation would not be possible without accompanying messiness” (p. 169).  Society 

expects people to deal with change both individually and interdependently in a global and 

culturally diverse society.  In order to prepare society to proactively deal with change, leaders and 

teachers must both be agents of change.  Schools today encounter challenges such as population 

changes, societal demands, demographic funding shifts, and technological advances that teacher 

or administrators cannot tackle alone (Fullan, 2007; Razik & Swanson, 2010).  Organizational 
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change can either be supported or resisted by networks of people within the organization itself 

(Fullan, 1993; Razik & Swanson, 2010).  Effective leaders realize you cannot change the bottom 

until you change the top.  “The individual educator is a critical starting point because the leverage 

for change can be greater through the efforts of individuals, and each educator has some control 

over what he or she does” (Fullan, 1993, p. 12).  This statement means an educator is defined as 

anyone who is a stakeholder in the building, both classroom and office.  “Making a difference in 

the lives of students requires care, commitment, and passion as well as the intellectual know-how 

to do something about it.  Moral purpose and knowledge are the two main change forces that 

drive success” (Fullan, 2007, pp. 20-21). 

Sustainability of a positive PSC requires sensitivity to the needs of the stakeholders and 

affording opportunities to collaborate and establish rapport.  These opportunities result in 

stakeholders understanding that they are cared for by the leader.  It is impossible to become a 

change agent without collaboration and relationships.  Collaboration is essential within schools, 

between schools and the community, and between schools given the variety of challenges schools 

encounter today (Fullan, 1993; Razik & Swanson, 2010).  Effective principals develop students, 

teachers, parents, and community members to be advocates for their school.  Building 

relationships, developing people, and cultivating a shared vision were critical components of 

transformational leadership and found to increase job satisfaction and teacher commitment 

(Leithwood, 2005).  Research shows that people and relationships are the keystone for successful 

leadership in the school community.  Moreover, a strong correlation exists between 

transformational leadership and the satisfaction of teachers, or personnel support culture (Mota, 

2010).  This type of leadership demonstrates a pathway to retain teachers deemed “irreplaceables.”  

This conclusion provides confirmatory evidence that distributed leadership must be implemented 

to create stakeholders who are agents of change who will take necessary action to ensure change 

occurs (Fullan, 1993).  Effective PSC principals achieve successful results through collaborative 
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vision building, establishing relational trust by encouraging and motivating teachers, and building 

relational capacity by creating an environment that embraces and relies on interdependency. 

 

 

Conclusion Statement Three 

The organizational leadership challenge of nurturing and sustaining effective Personnel 

Support Cultures in elementary and secondary schools requires that campus principals not stand 

alone to attain academic achievement, but rather exhibit transformational leadership and work 

as a change agent throughout the reculturing process in which they serve as active learners, 

provide opportunities for shared decision-making to develop leaders and create a sense of 

ownership, and heavily depend on teachers to establish and sustain a positive school climate. 

 

Effective principals leverage the talents of others and work interdependently in order to 

successfully undergo organizational change.  A leader can make a complex problem simple 

because it involves the purpose of both the person who holds power and the constituent; hence it 

is a collective effort (Burns, 1978; Fullan, 2001). 

Strong Personnel Support Culture (PSC) principals serve as instructional leaders and 

work alongside teachers to model collaboration and consistently involve teachers in common goal 

setting.  Northouse (2013) shared that leadership involves influence for a common task to be 

accomplished.  Successful leaders encourage risk-taking and flexibility, which allow teachers to 

collaboratively generate innovative ideas.  Leadership involves attention to common goals and 

targeted energy and leads individuals towards achieving together, a task not conducted alone by 

school principals (Northouse, 2013; Spillane & Camburn, 2006).  The participative leader 

encourages risk taking and shared leadership responsibilities that stem from fostered 

collaboration (Claudet, 1999; Leech & Fulton, 2008).  Leaders who exhibit and foster risk taking 
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and collaboration create a positive coalition where teachers take accountability for themselves, 

their teams, and the school. 

Principals face increasingly tougher challenges in their schools.  The need to effectively 

lead is critical during a time when unfunded mandates are driven from our policy makers, student 

populations continue to diversify, teachers leave for more desirable schools or professions, and 

societal shifts impact students’ home environment.  Researchers frequently compare the 

profession of education to a “revolving door” where teachers enter the profession and leave after 

a short period of time or leave failing schools for more desirable ones (Ingersoll, 2002).  Turnover 

in education is particularly high in teaching fields such as special education, mathematics, and 

science, and is dramatically evident in underserved schools (Ingersoll, 2001, 2002).  The Texas 

teacher attrition rate has increased to 10.5% as of the 2013-2014 school year from 8.4% in the 

2009-2010 school year (TEA, 2013).  As of the 2014-2015 school year, 6.5% of secondary 

teachers in Texas are not certified in the field they are teaching and the figure is higher in math 

and science classrooms (TEA, 2013).  Teachers who have mastered the art of teaching are not 

easy to replace and it takes years to attain mastery level teachers from a new teacher.  Jacob, 

Vidyarthi, and Carroll (2012) described successful teachers who are impossible to replace as 

“irreplaceables.”  Potentially, these teachers disappear from the profession as a result of 

negligence and inattentiveness by administrators.  Leithwood (2005) found that transformational 

leadership had an impact on a range of school conditions, including teacher commitment and job 

satisfaction.  It is extremely critical for today’s principals to rely on teachers through participative 

and transformational leadership.  The transformational leadership style is concerned with 

improving performance of followers and supporting them to reach their maximum potential.  A 

transformational leader behaves in a way that is perceived by teachers to be motivating and 

challenging, thus creating an atmosphere of enthusiasm (Northouse, 2013).  Participative 

leadership enables principals to meet the many demands one cannot meet alone.  School 
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principals juggle a multitude of tasks as they run the day-to-day operations of a school.  Leaders 

cannot afford to disregard the importance of creating a positive school climate through 

participative decision-making which research has proven improves overall teacher job satisfaction 

(Somech, 2010; Taylor & Tashakkori, 1995).  Teachers who feel like they are part of something 

bigger have a more vested interest in achieving the common vision.  A transformational leader 

who works interdependently with teachers can successfully attain a positive school climate.  A 

transformational leader has the ability to increase the aptitude, commitment, and effectiveness of 

his or her organizational members; therefore, this leadership plays a fundamental role in job 

satisfaction that ultimately results in teacher retention (Fenn & Mixon, 2011; Lazzaro, 2009; 

Nguni, Sleegers, & Denessen, 2006).  Effective PSC principals have the ability to serve as active 

learners alongside teachers and consistently tap into the talents of teachers by sharing leadership 

so they feel like they are part of something bigger. 

 

 

Conceptual Model Development and Refinement 

The Personnel Support Culture (PSC) and School Effectiveness (SE) conceptual model 

was developed from an in-depth review of existing literature.  The conceptual model was 

introduced in Chapter One of the current study and hypothesized multiple and reciprocal 

relationships among school inputs, identified PSC process dimensions, and school effectiveness.  

The PSC–SE conceptual model depicts the numerous relationships existing within and between 

elements and dimensions of campus-level PSC and SE on individual campuses.  Leadership plays 

a critical role within the PSC–SE conceptual model (Figure 5.1).  This model utilized in the 

current study emphasizes the central importance of a number of PSC process dimensions within 

and through administrator and teacher interaction—process dimensions that collectively serves to 

influence and impact the overall quality of the PSC existing at any given time on a school campus.  
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The PSC–SE conceptual model predicts that teachers and administrators’ collective, day-to-day 

behaviors and interactions within this campus-level PSC will affect the overall quality of school 

outcomes or school effectiveness. 

Based on the qualitative findings of this study, the PSC and SE conceptual model was 

revised to include three additional PSC process dimensions.  The revised PSC process dimension 

list now includes the following: mentoring/peer coaching, participative decision making, 

distributed leadership, organizational reculturing, school climate, PLCs, community resources, 

and open/responsive teacher leadership. 

 

 

Figure. 5.1 Revised Personnel Support Culture (PSC) and School Effectiveness (SE) 

conceptual model. 
 

 

Implications 
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  This section presents implications of the findings and conclusions of this qualitative study.  

This section is comprised of three parts, presenting implications for: 1) further investigation of 

the Personnel Support Culture (PSE) and School Effectiveness (SE) conceptual model; 2) 

Directions for further research; and 3) Directions for practice. 

 

Further Investigation of the Construct Validity of the Conceptual Model 

 The results of this study suggest several directions for further investigating the Personnel 

Support Culture (PSC) and School Effectiveness (SE) conceptual model initially developed and 

used to guide the present empirical study.  This study specifically focused on the nature and 

quality of personnel support cultures (PSCs) and school effectiveness (SE) of elementary and 

secondary school campuses in Texas.  Therefore, the study’s generalizations were limited to 

Texas elementary and secondary campuses only. This study obtained perceptual data collected 

within the eight participating school districts across Texas showing consistent results for 

inhibiting factors and effective practices between higher performing and lower performing 

schools in these particular eight school districts.  Principals exhibiting similar leadership 

commonalities led schools with positive outcomes; however, there were campuses that served 

less challenging populations where leadership style may be less impactful.  This suggests that 

further investigation of additional school districts, either in different parts of the state or in 

different states, may produce additional and/or other strategies that may be effective in other 

schools.  Additionally, other districts may offer varying levels of support due to the resources and 

programs in place—particularly in large and/or urban school districts.  Conducting further 

investigations in other schools and districts may indeed provide new insights into additional 

leadership strategies and practices that may inform a fuller, more inclusive understanding of the 

nature of effective personnel support culture (PSC) leadership in elementary and secondary 

schools—and, in doing so, provide additional construct validation support for the Personnel 
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Support Culture (PSC) and School Effectiveness (SE) conceptual model initially developed for 

use in this study. 

 

Directions for Further Research 

The qualitative findings of this study and the experiences shared by elementary and 

secondary principals provided several recommendations for further research.  Further studies on 

leadership styles and how they impact the school community and academic achievement are 

needed.  Additional research examining the impact leadership style has on new teacher turnover 

is more available compared to the limited research on leadership style and teacher turnover in 

general.  Furthermore, the research examining the demands stemming from No Child Left Behind 

(2001) and the impact on campus leadership is limited.  Rural, urban, and suburban school 

settings provide varying challenges and benefits to educators and this is an area that requires 

further investigation.  Another recommendation is to continue to research professional learning 

that effectively educates principals on strategies for effectively leading organizational change. 

 

Directions for Practice  

Superintendents and principals must have a comprehensive profile of successful and 

struggling campuses to determine: 1) What Personnel Support Culture (PSC) implication 

challenges (inhibiting factors, obstacles, and roadblocks) principals encounter; and (2) What 

leadership is necessary to overcome PSC implication challenges to achieve positive outcomes. 

 Superintendents must build relationships with principals and become familiar with the 

unique needs of their individual campuses.  Superintendents regularly meet with principals in 

whole groups, but often fail to visit with principals one-on-one, especially on the campus.  It is up 

to the superintendent to ensure that principals have the support and resources necessary to 

overcome the challenges they encounter.  District-level leaders need to appreciate the needs of 
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their campuses and encourage and support innovative ideas that will engage every principal’s 

learning community.  Superintendents must also recognize that the climate of a school reflects the 

climate of the school district.  It is imperative that superintendents are aware of every school’s 

climate through visibility, relationships, and climate surveys.  The ability to understand the pulse 

of each school will allow superintendents to provide laser focused support to principals. 

 The most important action superintendents must take is in providing leadership 

development opportunities for principals.  The qualitative data of the present study reflected a 

meaningful relationship between open and responsive teacher leadership, distributed leadership, 

and participative decision-making.  District-level administrators must provide coaching and 

support to principals engaged in reculturing their schools.  Professional learning opportunities 

focused on building relational trust and capacity must be implemented into the principal meeting 

and/or training rotation.  The most experienced principals encounter just as many challenges as 

new principals and require the same level of coaching and mentorship from superintendents—

many challenges principals face today were nonexistent five years ago. 

 

Summary 

Chapter five provided a summary overview of the study.  The chapter included sections 

delineating the specific findings of conclusions of the qualitative study, along with a detailed 

discussion of study findings and conclusions in relation to relevant literature.  The chapter 

concluded with a discussion of implications of the study for: 1) further investigation of the 

construct validity of the conceptual model; 2) for further research; and 3) for informing school 

leadership practice. 
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March 1, 2015 

 

Dear Superintendent, 

 

My name is Matthew Gutierrez and I have been serving the Little Elm Independent 

School District for the past two years, and I am working on my doctoral dissertation at 

Texas Tech University. The purpose of the research is to measure personnel school 

support dimensions and the overall impact on school effectiveness. Each sample item 

attempts to measure teacher and principal perceptions of how often a behavior occurs in 

their school.  Your participation in this study has the added benefit of contributing to the 

field’s understanding of a positive support culture. You will be provided the findings to 

further understand this area of educational leadership. 

 

I am asking to complete this research with your district because of your commitment to 

ensuring your schools have a positive support culture. I seek your consent to solicit 

principal and teacher cooperation completing a survey used to identify principal 

leadership skills and traits associated with personnel support culture to participate in a 

research study entitled: Personnel Support Culture Nurturance and Sustainability.  

 

I have provided you with a copy of my dissertation proposal, which includes copies of the 

measures and consent to be used in the research process, as well as a copy of the approval 

letter I received from Texas Tech University. 

 

Directions are provided on the top of the survey page on how to provide feedback 

concerning each of these sample items. If at all possible, please complete the survey by 

Tuesday, April 1, 2015. www.surveymonkey.com/sample 

 

If you have any questions or concerns on any aspect of this dissertation study, please feel 

for to contact my dissertation committee chair, Dr. Joseph Claudet, or myself at (XXX) 

XXX-XXXX or mgutierrez@leisd.ws any time. Our contact information is: 

 

Dr. Joseph Claudet 

College of Education 

Mail Stop 41071 

Texas Tech University 

Lubbock, Texas 79410 

806-789-6377 

joe.claudet@ttu.edu  

 

Again, thank you for your assistance in reviewing these sample items.  

 

Sincerely, 

 

Matthew Gutierrez 

mgutierrez@leisd.ws 

Superintendent:  

http://www.surveymonkey.com/sample
mailto:mgutierrez@leisd.ws
mailto:joe.claudet@ttu.edu
mailto:mgutierrez@leisd.ws
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_______ I am willing to have campuses within  _____________________ ISD 

participate in this research study. 

 

 

Name (Please Print): ______________________________________________________ 

 

 

Signature: ______________________________________  Date: ____________ 

 

 

 

___________________________ _______________________________________ 

Preferred Contact Method  Preferred Time of Day/Day of Week for Contact 
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PERSONNEL SUPPORT CULTURE NURTURANCE AND SUSTAINABILITY 

QUESTIONNAIRE 
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Personnel Support Culture Nurturance and Sustainability Personnel Support Culture Nurturance and Sustainability Personnel Support Culture Nurturance and Sustainability Personnel Support Culture Nurturance and Sustainability 

1. How many years of campus level administrative experience do you have (assistant 

principal or principal)?

2. How many years of administrative experience do you have on your current campus?

3. Does your campus have a new teacher mentoring program in place?

4. Do your teachers meet as Professional Learning Communities (PLCs)?

5. Do your teachers meet as vertical teams (elementary) or subject area departments 

(secondary)?

6. Are there opportunites for students to participate in interdisciplinary activities, either 

during the day or after school?

7. Does an active Site-Based Decision Making Committee Exist?

  

Background and Organizational Structures

1-3  years
  

4-6  years
  

7-9  years
  

10  or  more  years
  

1-3  years.
  

4-6  years.
  

7-9  years.
  

10  or  more  years.
  

Yes
  

No
  

Yes
  

No
  

Yes
  

No
  

Yes
  

No
  

Yes
  

No
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Personnel Support Culture Nurturance and Sustainability Personnel Support Culture Nurturance and Sustainability Personnel Support Culture Nurturance and Sustainability Personnel Support Culture Nurturance and Sustainability 

8. Are teachers provided an updated campus handbook annually?

9. Does your campus have an active Parent Teacher Association (PTA)?

10. Does your campus currently have a peer coaching program?

  

Yes
  

No
  

Yes
  

No
  

Yes
  

No
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Personnel Support Culture Nurturance and Sustainability Personnel Support Culture Nurturance and Sustainability Personnel Support Culture Nurturance and Sustainability Personnel Support Culture Nurturance and Sustainability 

11. Evaluate the following statements.

  

Mentoring/Peer Coaching

Strongly  Disagree Disagree
Neither  Disagree  Nor  

Agree
Agree Strongly  Agree

New  teacher  mentoring  is  

essential  to  retain  and  

develop  teachers.

Novice  teachers  should  

have  opportunities  to  

observe  veteran  teachers.

Peer  coaching  is  important  

for  teacher  development.

New  teachers on  my  

campus  have  access  to  the  

necessary  instructional  

materials  and  resources  to  

ensure  implementation  of  

programs  and  initiatives.

New  teachers  on  my  

campus  are  provided  

extensive  training  to  

develop  knowledge  and  

skills  to  grow  as  a  

professional  and  meet  the  

needs  of  learners.

New  teachers  on  my  

campus  feel  supported  by  

colleagues  and  

administration.

Teachers  are  afforded  

opportunities  to  teach  other  

teachers.
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Personnel Support Culture Nurturance and Sustainability Personnel Support Culture Nurturance and Sustainability Personnel Support Culture Nurturance and Sustainability Personnel Support Culture Nurturance and Sustainability 

12. Evaluate the following statements.

  

Participative Decision-Making

Strongly  Disagree Disagree
Neither  Disagree  Nor  

Agree
Agree Strongly  Agree

Teachers’  

recommendations  are  given  

serious  consideration  by  

administration.

Teachers  make  decisions  

about  the  implementation  

of  new  programs  and  

initiatives.

Teachers  are  informed  of  

the  problems  facing  the  

school  a

n

d  t heir  feedback  is   

sought.

The  principal’s  office  is  

often  filled  with  groups  of  

individuals  rather  than  just  

the  principal.

Teachers  drive  the  vision,  

mission,  and  direction  of  

the  school.
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Personnel Support Culture Nurturance and Sustainability Personnel Support Culture Nurturance and Sustainability Personnel Support Culture Nurturance and Sustainability Personnel Support Culture Nurturance and Sustainability 

13. Evaluate the following statements.

  

Distributed Leadership

Strongly  Disagree Disagree
Neither  Disagree  Nor  

Agree
Agree Strongly  Agree

Teachers  pursue  creative  

ways  to  do  things,  

challenge  themselves,  and  

to  think  independently.

Teachers  are  committed  

and  continuously  seek  

opportunities  to  learn.

I  instill  confidence  and  

pride  into  the  vision  and  

mission  o

f

  the  sc hool .

I  look  out  fo r  th e  personal  

welfare  of  my  staff.

I  have  the  ability  to  get  

teachers  excited  and  

motivated  about  programs  

and  initiatives.

I  encourage  teachers  to  

work  towards  the  same  goal.

I  inspire  and  empower  

teachers to  reach  goals  and  

achieve  tasks  in  a  

collaborative  manner.
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Personnel Support Culture Nurturance and Sustainability Personnel Support Culture Nurturance and Sustainability Personnel Support Culture Nurturance and Sustainability Personnel Support Culture Nurturance and Sustainability 

14. Evaluate the following statements.

  

Organizational Reculturing

Strongly  Disagree Disagree
Neither  Disagree  Nor  

Agree
Agree Strongly  Agree

Teachers  stay  afterschool  to  

tutor  and  provide  

interventions.

Teachers  take  a  stand  for  

the  desired  future  and  

establish  meaning  for  work  

that  is  done.

Teachers  recognize  that  

they  need  help  at  times  

and  feel  more  confident  

when  their  peers  

communicate  ways  to  

support  them.

The  principal  shares  

information  and  knowledge  

through  relationships.

Teachers  utilize  

professional  networks  to  

obtain  information  and  

resources  for  classroom  

instruction.

Teachers  know  what  other  

teachers  are  t

e

aching.

Teachers  exert  group  

pressure  on  nonconforming  

staff  members.
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Personnel Support Culture Nurturance and Sustainability Personnel Support Culture Nurturance and Sustainability Personnel Support Culture Nurturance and Sustainability Personnel Support Culture Nurturance and Sustainability 

15. Evaluate the following statements.

  

School Climate

Strongly  Disagree Disagree
Neither  Disagree  Nor  

Agree
Agree Strongly  Agree

Teachers  exhibit  

friendliness  t

o

ward  one  

another.

Teachers  value  student  

achievement.

Teachers celebrate  other  

teachers'  accomplishments  

and  birthdays.

Teachers  volunteer  to  

sponsor  before  or  after  

school  events.

Teachers’  instructional  and  

planning  time  is  protected.

Teachers  are  excited  to  

come  to  work.
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Personnel Support Culture Nurturance and Sustainability Personnel Support Culture Nurturance and Sustainability Personnel Support Culture Nurturance and Sustainability Personnel Support Culture Nurturance and Sustainability 

16. How do you work to establish a positive school climate?

  

17. How do you support new and novice teachers on your campus?

  

18. How do you get teachers engaged in decision-making?

  

19. What do you see as the biggest obstacles to establishing a positve personnel support 

culture?

  

  

Developing a Positive Personnel Support Culture
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APPENDIX C 

 

PERSONNEL SUPPORT CULTURE SEMI-STRUCTURED INTERVIEW 

QUESTIONS 

  



Texas Tech University, Matthew Gutierrez, August 2016 
 

126 

 

 

 

 

1. How would you describe your leadership/ your principal’s leadership style? 

 

2. How does your leadership style/ your principal’s leadership style impact your 

school’s climate? 

 

3. Describe the inhibiting factors, roadblocks or obstacles you encounter as a leader/ 

teacher. 

 

4. Describe how decision-making looks on your campus. 

 

5. Describe the level of support new teachers receive from administrators and peers? 

Describe how peer-coaching looks on your campus for novice teacher and for a 

veteran teacher. 
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PARTICIPATION ACCEPTANCE 
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Table E.1 PSC/NS-SE Summary Data Profile Campus-Pair Sample (Summary of Interviews) 

 

 Campus 1 Campus 2 

How would you describe your 

leadership style? 

Collaborative, personal, not a 

micromanager 

Provide teachers with ownership, 

transformational, align actions with the 

mission, place others’ needs before own 

How does your leadership style 

impact your school's climate? 

Allows staff to experience situations from 

a different perspective, teachers feel valued 

Staff appears more relaxed and happy, staff 

encouraged and willing to take risks 

Describe the inhibiting factors, 

roadblocks or obstacles you 

encounter as a leader/ teacher. 

Teachers' unwillingness to get out of the 

rut, teachers who already "know everything 

Keeping and maintaining a positive 

atmosphere that allows; juggle the campus, 

community and political challenges; 

attaining support from the community; 

parents not as supportive. 

Describe how decision-making 

looks on your campus? 

Shows data, asks reflective questions, and 

brainstorms ideas to find a solution; this 

puts teachers in charge of implementation 

Committees are strategically formed to 

brainstorm and to analyze how the campus 

will move forward; made in a collaborative 

fashion during faculty meetings, mentoring 

opportunities, small groups, department 

meetings, and through parent involvement 

Describe the level of support new 

teachers receive from 

administrators and peers? 

Describe how peer coaching 

looks on your campus for novice 

teacher and for a veteran teacher 

Principal serves as a mentor; conferences 

with teacher 

Mentor assigned to work with new/novice 

teachers; opportunities to observes and be 

observed; common planning; mentor/mentee 

trainings offered at the ESC; admin and 

instructional coaches observe, model, help 

with instructional planning, etc 
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Table E.2 PSC/NS-SE Summary Data Profile Campus-Pair Sample 

   

                                 

                     Demographics                                                TEA Academic Performance 

                         

Campus EcoDis Minority 

B1 68% 52% 

B2 58% 49% 

   

Campus % Pass all Tests # Distinctions 

B1 77%     0 

B2 84%     4 

                                                             Summary of Questionnaire 
 

 Campus 1 Campus 2 

Teachers Meet as PLCs No Yes 

  Mentoring/Peer Coaching Exists Agree Agree 

Participative Decision Making Exists Strongly Agree Agree 

Distributed Leadership Style Strongly Agree Strongly Agree 

Organization Undergoing Reculturing Agree Strongly Agree 

Positive School Climate Exists Agree Strongly Agree 
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APPENDIX F 

 

EXECUTIVE SUMMARY REPORT 

 



 

 

EXECUTIVE SUMMARY REPORT: An Investigation of Campus-level Personnel 

Support Cultures and School Effectiveness in Texas School Districts 
 

An Educational Leadership Dissertation 

by Matthew Gutierrez, Doctoral Candidate in the 

Educational Leadership Program at Texas Tech University 

(Joseph Claudet, Ph.D., study advisor) 

 

 

I. Introduction 

 

Focus and Purpose 

 

Jacob, Vidyarthi, and Carroll (2012) described successful teachers who are impossible to replace 

as “irreplaceables”.  These teachers disappear as a result of negligence and inattentiveness by 

administrators.  Teacher retention is a risk to public schools and is a concern facing administrators today, 

yet little research has been conducted to determine the core causes of increased attrition of teachers (Mota, 

2010; Sass, Seal, & Martin, 2011).  Teacher retention is a chronic issue for schools across the nation, and 

although some reasons for teachers leaving are beyond the control of a district, one area of control is 

administrative support, which is the single most influential (Cross, 2011).  Two of several factors found to 

be a problem in retaining teachers were a non-supportive environment and administration (McLaurin, 

Smith, & Smillie, 2009).  Studies have shown that teacher quality is one of the single most important 

factors in student achievement, however the recruiting of quality teachers is not enough; retention of 

quality teachers through a network of supports, especially administrative, is essential (Gujaratie, 2012).  

Researchers frequently compare the profession of education to a “revolving door” (Ingersoll, 2002).  

Teacher turnover in general is high, however it is particularly high in teaching fields such as special 

education, mathematics, and science (Ingersoll, 2001).  Teacher turnover can negatively impact a school’s 

efforts to implement reform because reform requires sustainability from staff.  There are also direct 

disadvantages for student achievement.  Quality teaching is a skill that is attained over time.  Experienced 

teachers leaving the profession leave fewer teachers who have been able to acquire the skill of teaching 

(Scherer, 2005). 

 

The purpose of this research study was to identify challenges (inhibiting factors, roadblocks, 

obstacles) that elementary and secondary school principals face and the creative strategies principals and 

their colleagues utilize to nurture and sustain positive personnel support cultures on their campuses that 

can support teaching and learning effectiveness.  The research study investigated the challenges that 

principals face and the creative best practices they may employ in nurturing and sustaining positive 

personnel support cultures on their campuses to enhance teacher retention and school effectiveness.  The 

study was designed assist current and future administrators in focusing on transformational and 

participative leadership styles as their schools continue to undergo organizational change.  By recognizing 

their own leadership styles, leaders can determine how to implement effective personnel support cultures 

on their campuses utilizing transformational and participative leadership approaches. 

 

Literature Review Summary 

 

The literature review completed for this study explored principal transformational and participative 

leadership practices through organizational change and reculturing efforts and its impact on school 

effectiveness.  The literature review findings contribute to the limited body of knowledge that directly 

connects personnel support culture (PSC) to school effectiveness.  The following were the four specific 

areas the literature review explored to gain further knowledge on leadership for nurturing and sustaining 

positive personnel support cultures (PSCs): 

 

 A transformational leader has the ability to increase the aptitude, commitment and effectiveness 

of his or her organizational members; therefore, this leadership plays a fundamental role in job 

satisfaction that ultimately results in teacher retention and student achievement (Fenn, Mison, 
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2011; Lazzaro, 2009; Nguni, 2006).  Leithwood and Sun (2012) found that transformational 

leadership had an impact on a range of school conditions, including teacher commitment and job 

satisfaction.  Building relationships, developing people, and developing a shared vision were 

critical components of transformational leadership found to increase job satisfaction and teacher 

commitment (Leithwood & Sun, 2012). 

 Participative leadership involves a process by which the leader establishes a democratic network 

where influence and power are shared when decision-making is aligned with a common vision; the 

organization’s members support one another and learn from one another (Claudet, 1999; Leech & 

Fulton, 2008; Somech & Wenderow, 2006).  Participative leaders view the organization as a 

democratic network having as its goal the establishment of an environment that addresses the 

needs and desires of its stakeholders.  A healthy organization is created through the leader being 

supportive, implementing group decision-making, and maintaining open communication and 

information flow (Lorsch & Trooboof, 1989). 

 Organizational change is an organization’s shift from state-maintaining forces towards change 

forces, which is a cognitive restructuring that involves personal vision-building, inquiry, mastery, 

and collaboration (Fullan, 1993; Razik & Swanson, 2010; Wheatley, 1999).  Fullan (1993) 

described four core capacities considered to be the foundation for constructing change: 1) personal 

vision-building; 2) inquiry; 3) mastery; and (4) collaboration.  The four core capacities are 

interrelated, reinforcing one another, and intersecting. 

 School climate is the experience that is greater than the individual within a school; a principal’s 

ability to engage and connect has a positive or negative impact on the overall attitude and 

effectiveness of the organization (Cohen, McCabe, Michelli, & Pickeral, 2009; Pepper & Thomas, 

2002; Razik & Swanson 2010).  Litwin and Stringer (1968) defined climate as a set of 

measureable properties of the organization’s environment that is either directly or indirectly 

perceived by the employees who work within the organizational environment that influences or 

motivates their behavior.  The climate of an organization is the sum of perceptions of those who 

work in the organization.  Organizational climate can arouse motivation, causing emergent 

behavior that results in consequences such as satisfaction, productivity or performance, and 

retention. 

 

“The key to the speed of quality change is embedded in the power of the principal helping to lead 

organization and system transformation” (Fullan, 2010).  This common approach to leadership has the highest 

impact on student performance.  The research discussed the need to change the climate of the school to be aligned 

with a democracy that can result in high student performance.  Administrators must recognize the need for 

organizational reculturing.  Transforming culture—changing what people in the organization value and how they 

work together to accomplish it—leads to deep, lasting change (Fullan, 2002).  Organizational reculturing develops 

accountability that is spread through all stakeholders; something that should not have to be measured.  A 

principal’s ability to empower the teacher to take part in the decision making process has a significant impact on 

the success or failure of a program (Fullan, 2002). 

 

 

II. Methods, Procedures, and Data Analysis 

 

Elementary and secondary school principals across Texas were invited to participate.  A 

permission to recruit participant’s letter was sent to superintendents.  Once permission was granted from 

the superintendent or his/her designee, a quantitative survey questionnaire, the Personnel Support Culture 

Nurturance and Sustainability (PSC/NS) Survey, was sent to school districts agreeing to participate in the 

study.  The PSC/NS quantitative survey was sent to principals in districts where permission to recruit was 

granted.  The first phase of the research study involved administering the PSC/NS quantitative survey 

questionnaire to elementary and secondary principals in 16 schools within 8 school districts across Texas 

agreeing to participate in the study.  The quantitative questionnaire was distributed via the administrator’s 

email.  The emails were retrieved from the campus and/or district website.  Participants had access to the 

electronic survey via a hyperlink provided in the initial email.  A comprehensive visual analysis of PSC/NS 

survey responses and campus school performance/accountability data (STAAR standardized test scores and 

Texas Education Agency Campus Accountability Summaries, including available teacher 

turnover/retention data) obtained from all participating campuses was conducted to identify multiple 
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“comparison pair” campuses for follow-up qualitative interviews with principals at these campuses.  

Comparison pair campuses were identified as individual sets of “paired” schools in the overall school 

sample that are very similar in student demographics and structural dimensions, but vary substantively in 

personnel support culture processes and school outcomes.  These sets of comparison pair schools were used 

to structure and guide subsequent qualitative interviews. 

The second phase of the research consisted of a phenomenological case study investigation 

utilizing qualitative interviewing.  In-depth, semi-structured interviews of principals in the identified 

comparison pair campuses were conducted at these schools to further explore administrator and teacher 

perspectives of personnel support culture (PSC) nurturance and sustainability practices and challenges in 

their respective school situations.  Analysis of qualitative interview data collected enabled the researcher 

(in collaboration with the educators at these schools) to construct deeper understandings of possible “links” 

or “connections” that exist between campus-level PSC nurturance challenges and sustainability strategies 

and best practices (including educators’ own in-depth perceptions of their school’s PSC nurturance and 

sustainability progress) and school effectiveness as measured by STAAR standardized test scores and 

Texas Education Agency Campus Accountability Summaries 2014 school year. 

The consent form requested permission to record the interview.  Once the researcher received the 

consent form from the principals, interviews were scheduled at mutually agreeable times.  Upon receiving 

written consent from superintendents, the researcher emailed information regarding the quantitative survey 

questionnaire to elementary and secondary principals.  The survey questionnaire utilized for this phase of 

the study was developed by the researcher and based on personnel support culture conceptual dimensions 

identified in the literature review. 

During the interview process, each respondent was informed that the interviews were being digitally 

recorded.  Each interview lasted approximately 30-minutes to one hour.  Since these were semi-structured 

interviews, additional questions were asked to clarify or probe deeper into the response in some cases.  Follow-up 

phone calls or emails were also used if respondent’s answers needed to be clarified or if any additional 

information was needed.  There was minimal or non-existent risk to participants.  The tone of the interviews was 

conversational and occurred during the normal summer working hours. 

 

 

III. Results, Findings, and Conclusions 

 

Results 

 

The results depicted the leadership thoughts, perceptions, and desires of each of the 16 principals 

who represented diverse school populations serving various regions of Texas.  Each of the principals 

selected for this study shared how they perceived and practiced leadership, creating a positive school 

climate, decision-making, overcoming obstacles, and providing teacher support.  The questionnaire, semi-

structured interviews, and campus Texas Academic Performance Report (TAPR) data allowed the 

researcher to better understand how the campus-personnel support culture is related to the research 

questions.  As the principals reflected on their personnel support culture and shared data, leadership 

practices were revealed on how administrators in these schools implement and nurture positive personnel 

support cultures (PSCs) to attain higher levels of student achievement.  The data also revealed the barriers 

school principals must overcome to create or sustain a positive personnel support culture.  During the data 

analysis process, the following themes were revealed: 

 

1. Effective PSC principals leverage distributed leadership strategies to realize positive 

change and nurture a positive PSC CULTURE. 

2. Effective PSC principals consistently employ an OPEN and RESPONSIVE TEACHER 

LEADERSHIP STYLE. 
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3. Effective PSC principals CREATIVELY TAP INTO SCHOOL COMMUNITY 

RESOURCES (e.g., people, time, and intangible resources – such as parent and 

community involvement, spirit, etc.) to enhance school organizational effectiveness. 

 

First EMERGING THEME: Effective PSC principals leverage distributed leadership strategies to 

realize positive change and nurture a positive PSC culture.  Effective PSC principals described their 

leadership characteristics as transformational, collaborative, listeners, relational, and vision-focused. 

 

Second EMERGING THEME: Effective PSC principals consistently employ an open and responsive 

teacher leadership style. The second emerging theme from the collection of qualitative data was a common 

language used by the effective PSC principals throughout the interviews where they consistently identified 

practices correlated to an open and responsive leadership style. The key terms tightly aligned to open and 

responsive leadership were: team, goals, support, time, collaboration, feedback, opportunities, 

communication, and relationships. 

 

Third EMERGING THEME: Effective PSC principals creatively tap into school community resources 

(e.g., people, time, and intangible resources – such as parent and community involvement, spirit, etc.) to 

enhance school organizational effectiveness. It was evident that effective PSC principals identify 

inhibiting factors, obstacles, and roadblocks and overcome the challenges through tapping into school and 

community resources. The effective PSC principals took ownership and did not look out the figurative 

window to place blame, but rather look within themselves or their school to overcome challenges. 

 

 

Findings and Conclusions 

 

A synthesis of major findings and conclusions derived from the study’s three qualitative emerging 

themes are presented below. 

 

First EMERGING THEME: Effective PSC principals leverage distributed leadership strategies to 

realize positive change and nurture a positive PSC culture. 
 

Finding: Effective PSC principals utilize leveraging power to creatively plan, enhance and expand 

campus-level resources by tapping into the engagement power of parents and community members. Fullan 

(2002) explained the importance of creating conditions for change by emphasizing the need to raise our 

sights and focus on principals as leaders in a culture of change. School improvement is contingent on 

principals who can foster the conditions necessary for sustained education reform in a complex, rapidly 

changing society. Fullan (2000) described the walls of the school becoming more transparent and operating 

under a microscope; educators must shift their focus to the outside of the school. Forces, once outside the 

school walls are now inside – in a threatening way; however, the outside forces are necessary for school 

success. Educators of today must adopt a mindset of “moving toward the danger” where opportunities exist. 

 

Conclusion: The above “finding” generated from the study’s First Emerging Theme supports the 

following study conclusion: The organizational leadership challenge for nurturing and sustaining 

effective Personnel Support Cultures in elementary and secondary schools requires that campus 

principals utilize proactive distributed leadership strategies to identify and leverage talents and resources, 

and teaching and learning support capacities are built on a strong foundation of education stakeholders 

both within the school itself and throughout the broader school community. 
 

 

Second EMERGING THEME: Effective PSC principals consistently employ an open and responsive 

teacher leadership style. 
 

Finding 1: Effective PSC principals have a moral purpose and take leadership actions to energize 

people towards a desired goal. “Managing moral purpose and change agentry is at the heart of productive 

educational change” (Fullan, 1993, p. 8). These principals believe the vast majority of people want to do 
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something of value, find satisfaction in helping people believe, and are improving and growing. These 

principals also understand connectedness in pursuit of goals; camaraderie is crucial for intense and 

sustainable success (Fullan, 2011). 

 

Finding 2: Effective PSC principals utilize relationships to motivate, energize, and connect people 

within the school to implement change. Leadership resulting in a positive movement is described as motion 

leadership and is most remarkable when this positive movement affects those who were initially skeptical. 

Motion leadership understands that giving people new experiences in nonthreatening circumstances is 

essential prior to changing beliefs – behaviors change before beliefs (Fullan, 2011). 

 

Finding 3: Effective PSC principals enhance teaching and learning by fostering an environment to 

promote lifelong learning.  Socially based strategies assist with one of the biggest problems facing schools, 

which is the variation in student achievement in classrooms within schools rather than between schools. 

The more a leader develops active professional learning communities, the more consistent the quality of 

teaching will be within the school (Fullan, 2006). 

 

Conclusion: Based on the above-mentioned “findings” generated from the study’s Second 

Emerging Theme, the following conclusion is evident in the research: The organizational leadership 

challenge of nurturing and sustaining effective Personnel Support Cultures in elementary and 

secondary schools requires that campus principals possess the disposition to build relational trust and 

understand the fundamental need for relational capacity throughout the school in order to attain the 

common vision. 

 

 

Third EMERGING THEME: Effective PSC principals creatively tap into school community resources 

(e.g., people, time, and intangible resources – such as parent and community involvement, spirit, etc.) to 

enhance school organizational effectiveness. 

 

Finding 1: Effective PSC principals leverage leadership by developing leaders and establishing a 

positive coalition. Individual capacity building occurs within collaborative efforts and through teacher 

training and leadership development. A resolute leader who is change savvy fosters a nonthreatening 

environment where the group develops ownership. A school is able to sustain positive change because of 

the peer culture and collective ownership (Fullan, 2011). Research indicated a positive relation between 

teachers’ participation in decision-making and their commitment to the school (Hulpia & Devos, 2010). 

 

Finding 2: Effective PSC principals recognize successful strategies and initiatives are socially based. 

Kanter (2006) identified key actions in establishing confidence and winning streaks as: (a) getting connected 

through conversation; (b) jointly carrying out important work; (c) communicating respect; (d) demonstrating 

inclusion. Socially based approaches shift the focus from elaborate planning to doing – implementation and 

execution. 

 

Finding 3: Effective PSC principals understand and recognize the importance of organizational 

reculturing to nurture a positive PSC. The data provides verification to support Fullan’s (2002) assertion 

that school improvement depends on principals who can foster the conditions necessary for sustained 

education reform in a complex, rapidly changing society. Never has the time been riper for change leaders 

than right now. 

 

Conclusion: The aforementioned “findings” generated from the study’s Third Emerging Theme 

support the following study conclusion: The organizational leadership challenge of nurturing and 

sustaining effective Personnel Support Cultures in elementary and secondary schools requires that 

campus principals not stand alone to attain academic achievement, but rather exhibit change agent 

leadership throughout organizational reculturing by which they serve as active learners, provide 

opportunities for shared decision-making to develop leaders and create a sense of ownership, and 

heavily depend on teachers to establish and sustain a positive climate school. 
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Discussion 

 

The conclusion statements below, derived from the above study findings, support the need for personnel 

support culture (PSC) sensitive administrators who have the ability to lead in today’s complex and increasingly 

challenging public schools. 

 

Conclusion Statement One 

The organizational leadership challenge for nurturing and sustaining effective Personnel Support 

Cultures in elementary and secondary schools requires campus principals utilize proactive distributed 

leadership strategies to identify and leverage talent, capitalize on available resources, and teaching and 

learning support capacities are built on a strong foundation of committed stakeholders both within the 

school itself and throughout the broader school community. 

 

Through qualitative research, principals are increasingly moving toward a leadership style that involves 

participative decision-making.  The increasing emergence of the participative leadership we are witnessing 

in our schools is crucial, as stakeholders must put forth great efforts to reinvent the public school image.  

This public school image makeover comes in response to the growing achievement demands and the high 

level of commitment required of educators to effectively accomplish their multifaceted work.  The 

traditional relationship between teachers and principals continues to evolve into a collaborative one, which 

is fostered by all members of the school community to create a healthy school environment (Somech, 2010; 

Razik & Swanson, 2010; Pepper & Thomas, 2002). 

 

 

Conclusion Statement Two 

The organizational leadership challenge of nurturing and sustaining effective Personnel Support 

Cultures in elementary and secondary schools requires that campus principals possess the disposition to 

build relational trust and understand the fundamental need for relational capacity throughout the school in 

order to attain the common vision. 

 

Strong PSC principals place others’ needs first and seek foremost to understand different perspectives when 

attempting to reach a common goal.  Burns (1978) describes leadership as an aspect of power where leaders 

have the same desire to achieve the goals of their followers equally to their own; leaders distribute 

leadership and power to a wide range of constituents rather than to just a few. Leadership is not a position, 

but a way of living. “We must see power—and leadership—as not things but as relationships” (Burns, 1978, 

p. 11). These relationships are key to climate and reculturing. 

 

 

Conclusion Statement Three 

The organizational leadership challenge of nurturing and sustaining effective Personnel Support 

Cultures in elementary and secondary schools requires that campus principals not stand alone to attain 

academic achievement, but rather exhibit transformational leadership and work as a change agent 

throughout the reculturing process in which they serve as active learners, provide opportunities for shared 

decision-making to develop leaders and create a sense of ownership, and heavily depend on teachers to 

establish and sustain a positive school climate. 

 

Effective principals leverage the talents of others and work interdependently in order to successfully 

undergo organizational change.  A leader can make a complex problem simple because it involves the 

purpose of both the person who holds power and the constituent; hence it is a collective effort (Burns, 

1978; Fullan, 2001). 

 

 

IV. Implications 

 

The results of this study suggest several directions for further investigating the Personnel Support 

Culture (PSC) and School Effectiveness (SE) conceptual model initially developed and used to guide the 

present empirical study.  This study specifically focused on the nature and quality of personnel support 
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cultures (PSCs) and school effectiveness (SE) of elementary and secondary school campuses in Texas.  

Therefore, the study’s generalizations were limited to Texas elementary and secondary campuses only.  

This study obtained perceptual data collected within the eight participating school districts across Texas 

showing consistent results for inhibiting factors and effective practices between higher performing and 

lower performing schools in these particular eight school districts.  Principals exhibiting similar leadership 

commonalities led schools with positive outcomes; however, there were campuses that served less 

challenging populations where leadership style may be less impactful.  This suggests that further 

investigation of additional school districts, either in different parts of the state or in different states, may 

produce additional and/or other strategies that may be effective in other schools.  Additionally, other 

districts may offer varying levels of support due to the resources and programs in place—particularly in 

large and/or urban school districts.  Conducting further investigations in other schools and districts may 

indeed provide new insights into additional leadership strategies and practices that may inform a fuller, 

more inclusive understanding of the nature of effective personnel support culture (PSC) leadership in 

elementary and secondary schools—and, in doing so, provide additional construct validation support for the 

Personnel Support Culture (PSC) and School Effectiveness (SE) conceptual model initially developed for 

use in this study. 

The qualitative findings and the experiences shared by elementary and secondary principals 

provided several recommendations for further research.  Further studies on leadership styles and how they 

impact the school community and academic achievement are needed.  Additional research examining the 

impact leadership style has on new teacher turnover is more available compared to the limited research on 

leadership style and teacher turnover in general.  Furthermore, the research examining the demands 

stemming from No Child Left Behind (2001) and the impact on campus leadership is limited.  Another 

recommendation is to continue to research professional learning/development that effectively educates 

principals on strategies for effectively leading organizational change. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



Texas Tech University, Matthew Gutierrez, August 2016 
 

 

 
148 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

APPENDIX G 

 

SUPERINTENDENT EMAIL CONFIRMATIONS OF RECEIPT OF STUDY 
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