ABSTRACT
HOLMES, MICHAEL TODD. Creating a Positive School IGue in Newly Opened
Schools. (Under the direction of Dr. Lance Fusaegitl Dr. Kevin Brady.)

The purpose of this study was to determine the midsttive practices by school
administrators when creating school culture in ryesgened schools. Using semi-structured
interviews, four principals who opened a new schegle interviewed individually and in a
focus group. The constant comparative method wad to analyze the data. Two themes
emerged from the data. First, principals at newosts should spend a significant amount of
time ensuring quality staff members are hired. ifddally, once hired, principals are
responsible for providing appropriate professiat@lelopment activities to better prepare
staff members to meet the challenges of openirgrasthool. Second, principals must find
a balance between their role as principal of tit@gkand their personal and family lives.
This balance takes three forms: 1) Shared RespbtysiB) Manager vs. Instructional
Leader, and 3) Personal and Family Responsibilitiesitations to the study included
generalization to other studies, personal biasdohjectivity on the part of the researcher,
small sample size and lack of a high school paeiai. By applying what has worked, and
avoiding what was not successful, administratoesraga better position to ensure a smooth
opening, a satisfied school community, and, mogbitantly, successful students, all which

are reflective of the school’s culture.
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Chapter 1
School Culture

“The core work of the school is the work of leagnin

- R.J. Starrat (Transforming educational administratMeaning,
community and excellence

Introduction

The effects of school culture and climate haveng{term and lasting effect on the
development of a school. The school’s culture idekia multitude of variables: attitudes,
beliefs, perceptions, values, moral influenceddok thereof), work ethic, and traditions of
administrators, faculty, staff and students. Celitmmes into the school through the
recruitment and socialization of participants -detuts, staff, and parents (Murphy &
Firestone, 1999). School administrators are clthvgth the task of examining the existing
culture and determining if change is required. ©#ueministrators must build a school
culture from various backgrounds when opening a s&vool.

The challenge becomes increasingly more difficilew stakeholders are resistant to
change. In order to facilitate a change in cultarealternative to the existing “way of doing
things” must be shared with the school’s stakehslddore importantly, stakeholders must
be involved in the process of change and see \aiddevorth in the change. Administrators
must recognize that, “no school culture can bey/tadldressed in any significant way until the
context and the experiences of people are well igtaled” (Beaudoin & Taylor, 2004, p. 3).
Opening a new school is more than constructingiditia it also requires administrators to

build relationships and trust with students, stafici the community.



Building School Culture in New Schools

As discussed in “The Growth Equation” (KennedyQ2)) districts across America
are facing the challenges of constructing schaoéspace to keep up with student
enrolliment. The Clark County, Nevada School Dastfin Las Vegas) has experienced
significant growth since 1991. With the constrantdf 154 new schools and more than 150
additions in the past 15 years, Clark County is @frthe fastest growing districts in the
nation. Currently, there are only about 500 scldistticts in the country with more than
14,000 students. Clark County typically adds thimber of new students in an average year
(231,000 students in 2000 — 2001 compared to 2850@lents in 2001 — 2002). In the case
of Clark County, on average, there are ten newcprais faced with the challenge of
building and establishing a new culture at hisfeool each year.

Smith County (a rural county in North Carolinagigoeriencing its own version of
rapid growth. In 2004, Smith County was rankethasstate’s fastest growing county, as
well as the 58 fastest growing county in the country (Woods, 20&ince 1996, Smith
County has opened nine new schools. Within the teexyears, the district anticipates
opening at least another seven new schools to anodate population growth. Smith
County’s growth, however, is uneven across theidistAs a “bedroom community” of a
larger city, Smith County’s high growth is focusedhe western communities. As the
district grows, so do the responsibilities of nedménistrators to provide a quality
educational setting with a positive school culture.

One drawback to increased enrollment at such aglexeted rate is the constant

change to school boundary lines. Students maygehachools several times in a span of



only three or four years. Due to growth and degelent in an area, new schools may open
closer to a student’s home or alignment districéy thange (elementary to middle school to
high school). As the population of any given sdhnay change (up to 40% of the student
population in Clark County changes schools each) ytee difficulty of building and
establishing a school culture grows exponentially.

Many educators automatically assume that beconringipal of a new school is
preferred over assuming leadership at an estallistigool. New schools offer up-to-date
physical facilities, greater freedom to organizecading to personal style, and more ease to
innovate and to depart from past practices. Whmamimg a new school, the principal has
more opportunities to select teachers who fit wkiiher plans. The principal will not have
to deal with an entrenched faculty due to loyattpast administration. However, this is
often a misconception, as a newly opened schoekfdas own set of unique challenges
(Sarason, 1996).

Principals in new schools spend almost all of thee addressing housekeeping
issues — ordering books and furniture, assigniogns) developing schedules and
interviewing prospective personnel. Particulariytva new principal opening a new school,
the complexity of housekeeping is more than theggimed and more than they are prepared
for. A major goal becomes opening the buildingiore and in good order. Very little
emphasis is placed on what life in the classroooukhbe, how teachers will be involved in
decisions and planning about educational valuegyaats, development of the school

climate and culture, and the role of parents, rsghoods, and community in the school. In



many instances, the principal is concerned witls¢hssues but does not know what to do
about them (Sarason, 1996).

When an administrator is asked to open a new fgacihe responsibility for
developing continuing symbolic aspects of schodilce lies with them. How will the
decisions a new administrator makes today afferstinool and community in twenty years?
A leader’s clear sense of values and purpose ma&asier for the staff and community to
know where it is that you want the school to gorfiioa, 1999). In terms of opening a new
school building, the administrator’s sense of valaed purpose will be directly reflected in
the culture (both its development and applicatmfiithe school.

Culture provides “stability, fosters certainty, iddles order and predictability and
creates meaning” (Bolman & Deal, 2002, p. 25). Nelministrators must recognize that
culture exists in schools and understand the irapbaos for establishing new cultural norms.
In a newly opened school, culture should be a ggigrincipal for the administration. What
defines the culture will, in essence, define tHeost

Purpose of the Study

Administrators benefit from the time spent planniogthe opening of school. An
integral part of the planning process involves dgyiag and building a school culture.
Central to the development of a school culturenigxamination of administrators who have
worked to establish a positive and successful dahwdture at his/her school. New
administrators, in their role as life-long learneraist take advantage of the rich experiences,
successes, and pitfalls of those who have alrgagigled down the “change of culture” road.

The experiences, the real-life situations, anddaelblocks faced by these veteran



administrators provide valuable information andwiealge for school leaders hoping to
facilitate change in schools. The purpose ofshisly is to determine the most effective
practices by school administrators when creatimgaicculture in newly opened schools.
Research Questions
Numerous questions arise when trying to determave to build and develop a
school culture. The primary research question erplin this study is: What are the central
elements required in the planning, establishmemt,bailding of a school culture?
Subquestions to be examined in the study includeo @fe the stakeholders that should be
involved, and to what extent? How does an adnmatist's personal belief system impact the
vision of the school? Since each school is uniguend of itself, no specific blueprint can be
generated to “build” a culture. An ongoing framekydiowever, can be established and
shared with other administrators preparing to eitdh@ange an existing culture (trying to
instill value in academics at a low performing salh@r build a culture from scratch
(establishing one culture from several existingurels at a new school). No matter the case,
careful reflection and deliberation is requirecbrder for school leaders to take full
advantage of the experiences of their peers.
Definitions
Currently, there are very few descriptions and ysed of new schools and their
cultures (Sarason, 1996). A school’s culturedsplex pattern of norms, attitudes, beliefs,
behaviors, values, ceremonies, traditions, and sniytait are deeply ingrained in the very
core of the organization. Culture “implies thatials, climate, values and behaviors (form) a

coherent whole” (Schein, 1992, pp. 10 —11), as agltthe way of life of a group of people”



(Smith, 1987, p. 168). Whereas no single fact¢erdeines a school’s culture, “the
interactions of various school and classroom ...cfi@ctan create a fabric of support that
enables all members of the school community tohteaa learn at optimum levels”
(Freiberg, 1998, p. 22). For the purposes ofghigly, school culture is defined as the
“values and symbols that affect organizational aliei (Wren, 1999, p. 594).

School climate can be defined as a relatively enduguality of the school
environment that is experienced by stakeholddraffdcts their behavior and is based on
their collective perceptions of behavior in the@mh The climate is, basically, the “school’s
personality” (Hoy and Miskel, 1996). Symbolic asgzeof school activities (i.e. traditions,
rites and rituals) must also be considered fordlage “the values that are transmitted
literally from one generation of the organizatioranother” (Wren, 1999, p. 594). Often
what is said or done is not nearly as importantsasymbolic significance (Hoy & Miskel,
1996). Navigating among these aspects of a sahoolture is difficult enough for a veteran
administrator. Adding the extra element of trytogestablish a culture at a new school
creates a mountainous task for an administratorstaftl

Edgar Schein (1985) provides a more complex dedmivf culture: “the deepest
level of basic assumptions and beliefs that areeshlay members of an organization, that
operate unconsciously and that define in a baskefi-for-granted’ fashion and
organizations view of itself and its environmeiitiese assumptions and beliefs are learned
responses to a group’s problems of survival inetkternal environment and its problems of
internal interpretation. They come to be takengi@nted because they solve these problems

repeatedly and reliably” (p. 6).



Culture can be furthered defined as “a conceptledmed pattern of consciousness
(or semiconscious) thought, reflected and reinfddzg behavior that silently and powerfully
shapes the experience of a people. Culture predtibility, fosters certainty, solidifies
order and predictability and creates meaning” (Boin& Deal, 2001, p. 25). In a newly
opened school, Bolman and Deal’s (2001) definibbnulture should be a guiding principal
for leadership. What defines the culture willegsence, define the school. New students,
parents, and community members will gain an undedshg of expectations, policies,
procedures, values, and meanings of both symboticancrete aspects of the school
through acquisition of the school’s culture. Deyshg school culture may be the most
difficult task for a new administrator. Howevdrid the most essential. School culture,
whether it is positive or negative, will be theuwiing factor behind the success (or lack
thereof) of the school.

Overview of Methodology

For the purposes of this study, a qualitative stggdgunded in narrative research, was
conducted. Research focused on the use of thstriggion — “data pulled from participants
that produces for readers the feeling that theyegpce, or perhaps could experience, the
events described” (Creswell, 1998, p. 184). Daimfinterviews with four administrators
who have served as the principal at a newly opsnbdol was examined. Participants were
recruited from the Smith County Schools districteostrictly volunteer basis. In accordance
with the study, only those principals who were [#aal administrator in the first year a

school was opened were interviewed.



Significance of the Study

By focusing on examining the lived experiencesdrhmistrators who have opened a
new school, this study is significant because lit prvbvide readers with insight on building
and establishing a positive school culture at nesplgned schools. As districts in North
Carolina and around the country continue to graawlg appointed administrators will have
access to the skills, strategies, and foresigim sohool leaders who were once in their same
position. The study will not only provide succegdtrategies, but will also allow school
leaders the opportunity to avoid common pitfalld &arn from the mistakes of others. It
will be useful to policy makers, central office pennel and professional development staff
because it will provide tips and strategies that lva incorporated into the training and
mentoring of new principals. As such, the studl mave significant implications for
leadership training and development. The studiyalsb add to the knowledgebase in school
culture.

Organization of the Study

The study is organized in the following manner: ka2 examines the literature on
school culture and draws connection between contimemes and findings. In Chapter 3 the
study’s methodology is explained in detail. Chagteontains the findings of the study,
which are then discussed in relation to the reselgerature on school culture and change in
Chapter 5. Chapter 5 also discusses the implitsaied the study’s findings for research on
school culture and change, as well as the impbtioatior practitioners. The research will

provide valuable insight as administrators, cergesice personnel and professional



development coordinators prepare to meet the signif challenge of building and

establishing a positive school culture at a nevggreed school.



Chapter 2
Review of the Literature

Introduction

“A school’s culture has far more influence on tifie &nd learning in the schoolhouse
than the school board, the teachers, or even theipal could ever have” (Barth, 2002, p. 6).
School culture is not, “based on the theories ke@uat a university that help make decisions
in classrooms, but teachers’ own beliefs exprebgeattions rather than words” (Prince,
1989, p. 3). An individual cannot, alone, chartggchool’s culture. Further, there is no
quick and simple way to change the culture or diead schools. Long-term systematic
effort is more likely to produce change than sherta fads (Hoy and Miskel, 1996). An
effective leader, however, can provide forms oflexahip that invite others to join in
developing a school culture that provides a saé¢aming atmosphere that promotes
learning and success (Barth, 2002). Effectivedemdpend considerable time developing an
effective school culture, since nothing can be agashed if the culture is faulty
(Cunningham & Cresso, 1993).

Research on School Culture

A school’s climate and culture is reflected in grancipal’s leadership style (Berger,
2000; Fullan, 2002; Rosenblum & Jastrzab, 1998)addition to their instructional and
managerial duties, principals are responsible fanyrintangible aspects of the development
of the school’s culture. Principals must keep indrthat the spirit of the school and the
enthusiasm of the staff reflect the principal’serof morale builder. The principal builds

staff morale by enabling staff members to feel {psi enthusiastic, and secure in their
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work. A principal’s recognition of the importanoéhome-school-community relations is
crucial in the success of the school, as wellndfpals also determine whether the school
climate and culture are inviting and welcoming swgnts and visitors. Without the support
of stakeholders, school initiatives are less likelpucceed (Berger, 2000).

Current research and literature on the topic afdng and establishing school culture
provides many examples of effective leadership@erdeptions of what stakeholders (staff,
students, and parents) believe must take placeder ¢o build a school culture. Much of the
early literature on school culture is directed todgachange and school improvement and
assumes that understanding culture is a preregtissinaking schools more effective (Hoy
& Miskel, 1996). Culture can be defined as “anamrigation’s traditional practices and
modes of operating or its climate and general andagia(Evans, 1996, p. 4). School culture
“offers an effective means of coordination and oolrdnd a center of shared purpose and
values that provide inspiration, meaning and sigaifce for the members of the school
community” (Evans, 1996, p. 46). For the purpadahis study, individual and specific
subcultures embedded within schools were not exasnitWhereas each subculture makes
its own unique contributions to the school, theufoof the research is on the role of the
principal in developing the overall school culture.

Culture can be broken down into three levels faats, values, and basic
assumptions. Artifacts are the most tangible efttiree levels. Artifacts can be described in
terms of the physical and social environment ofgtigol. A school’s physical space, its
language, style of dress, climate, norms for bedracustoms, rituals, and ceremonies are all

examples of artifacts of the school’s culture. Séartifacts can be difficult to interpret to an
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outsider. Without prior knowledge, they may or nmay have meaning to someone from the
outside looking in (Evans, 1996).

Values are more complex; they develop as problemsesolved. As a solution gains
credibility from continued success in solving peabk, it is ultimately accepted as a reality.
Eventually, the reality is transformed into a skaralue or belief that is taken for granted.
The deepest level of culture lies in basic assuwmpti Basic assumptions are fundamental,
shared convictions that guide behavior and shap&#y group members perceive, think,
and feel. They are invisible and nearly invinciffvans, 1996).

Culture can also be viewed as, “a system of aggydctions and artifacts that
endures over time and (produces) among its menabeisitively unique common
psychology” (Vaill, 1989, p. 147). Inferences d¢andrawn from the unique common
psychology (i.e. culture) of a school by studyitgyartifacts and values. A school’s culture
maintains fundamental similarities in thinking dedling, perceiving and valuing. Through
the unique common psychology, meaning is assignedtifacts, actions, and attitudes.
However, in order to fully understand and apprecihe culture, members must participate
in the life of the school for a prolonged periodiafe (Evans, 1996).

Culture also represents the collective knowledgeunfpredecessors. It is perpetually
renewed as new members are introduced into the coityn Based on values and basic
assumptions, culture dictates how people inteigmdtreact to events. New members are
given direction on how to define and respond tdpms, in addition to how to master new
events by assimilating them into the situationmefining they have already acquired

(Evans, 1996).
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As these assumptions and beliefs permeate an engagaization, they become
invisible. After awhile, they become so accepsadautomatic, and ingrained in the
organization’s routine practices that they are auaitocally taught to its new members. New
people are initiated, inducted, and assimilated ihé organization by the culture. Culture is
a “living, breathing entity — it must be understpodred for, and transformed” (Cunningham
& Cresso, 1993, p. 33). The assumptions and lseléhin any culture are viewed as, “the
correct way to perceive, think and feel” (Evan9@,%. 41). Culture, although complex in
nature, is simply “the way we do things around Here

When examining culture, we must also distinguistfwben two separate but
complimentary views of school culture: descriptowdture and prescriptive culture.
Descriptive culture is reflected in the multilaygmeality that social scientists study through
systematic observations over time and that areritbestcin ethnographies and portraits.
Descriptive culture focuses on “behavioral pattetraglitions, values, core beliefs, and
norms that shape and sustain the school and thpepeahin it” (King & Blumer, 2000, p.
357). Prescriptive culture — “a vision that a shar school system seeks to make real”
(King & Blumer, 2000, p. 357) — is often voiced &yeader. Only later will the prescriptive
culture’s vision be embraced and internalized leyfttulty, staff, students, parents, and the
community (King & Blumer, 2000).

A central task for a school leader at a new schsoml find out as much as possible
about the existing descriptive culture of the s¢tsystem and schools feeding into the new
facility. At the same time, the school leader mheggin laying the groundwork for shaping

the prescriptive culture. School leaders musatrg see things as they are and begin to help
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people visualize ways in which they can be bet&nd & Blumer, 2000). This
“reculturing” of the school is characterized by di®ping collaborative work cultures that
focus in a sustained way on the continuous prejparand professional development of
teachers in relation to creating and assessingiteaconditions for all students (Fullan,
1995).
Principal as Change Agent

In her article “Survival Skills for the New Prin@h” Joanne Rooney (2000) outlines
some common pitfalls new administrators should éivdien examining the culture at their
new school. Rooney identifies a key player indhstodial role of maintaining a school’'s
culture — the secretary. New administrators mesbgnize this unofficial job responsibility
and take the time to learn about the school cuftara the secretary. The influence of
“peripheral personnel,” including the school semngtind custodial staff, must not go
unnoticed (Sarason, 1995). Additionally, new adstiators must respect the school’s
culture. Rooney advises new administrators teebeylof making wide-sweeping and drastic
changes to the established traditions and cultuaeschool. The new administrator must
allow time to analyze and reflect on what elemefthie school’s culture should be changed
and what elements are effective (Rooney, 2000) eMfrew administrators listen carefully to
what others tell them about the school’s cultureytcan avoid two common pitfalls: trying
to fix things that are not broken and breakinggsithat seem to be working well (King &
Blumer, 2000).

The local site is seen as the critical force farge and improvement in today’s

schools. Change is “inevitably, empirically, ahédretically nonlinear” (Fullan, 1996, p.
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496). In order for any change to take place amé@my change to succeed, the principal must
demonstrate positive leadership and support foiritiative. In many ways, the school
principal is the most important and influential iWidual in any school, “but far from the only
factor in the development of the school’s identig@mith, 1987, p. 169). The principal is the
person responsible for all activities that occuaivd around the school building. It is the
principal’s leadership that sets the tone of th®eg the climate for learning, the
development of a positive (or not so positive) utdtand the level of professionalism and
morale of teachers. The principal is the main bekween the community and the school.
The way the principal performs this duty largelyedtmines the attitudes of parents and
students about the school (Rosenblum & Jastrz&1,)19

Any proposal for change that intends to alter thality of life in schools depends
primarily on the principal. As Rosenblum and Jestrexplain, “The principal is the
gatekeeper of change. If you had to pick one &garthe school system who really matters
in terms of whether you get change or not, it esghincipal” (p. 9). It is apparent that a
principal who is effective in facilitating changeane who is an effective principal in general
(Rosenblum & Jastrzab, 1981). Through the estabkst of professional relationships with
others, the principal develops a medium for conveythe values, beliefs and expectations
about norms for behavior in his/her school (Blunegsir, 2005).

In order to change the school culture, an admatistrmust become aware of the
culture they are dealing with. Roland Barth (2002kes a solid point in his article “The
Culture Builder” with his analogy of a fish trying discover water; so immersed in the

water, the fish has little hope of “discoveringétivater. The same can be said of those
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working within the school culture — so immersedha culture, school personnel have
difficulty looking at their school culture from ajective viewpoint. Sometimes, when
elements of the school’s culture require adjustrembutside viewpoint is more conducive

to promote effective change. In order to changestthool culture, however, a more

desirable quality is required to replace the emgstinhealthy element. Elements that may
require adjustment, or even replacement, inclutiiidés and perceptions by teachers, parent
involvement, student opinions on the quality anldi@af education they are receiving, and
community involvement (Barth, 2002).

Attempts to change a setting, culture or perceptafrthe culture “have to be based
on an understanding of how those in the setting Wiee setting and themselves” (Sarason,
1995, p. 69). School culture refers to those aspEdhe setting that are viewed by school
personnel as “givens” and “essential elements”aniring laws and regulations does not
reveal the culture of the school, just as it carfmetinderstood merely from knowledge of
types of activities or their frequency. Memberadalulture have an awareness that they
posses special knowledge, values, and obligatidtmshvhave a history in the life of the
individual and the organization. Structure and miegfor the present and future can be
found within this special knowledge (Sarason, 1995)

Building school culture requires the will to traosh the elements of school culture
that support rather than subvert the school's mep@Barth, 2002). A major supporting
theme to a school’s culture is in establishing sitpe school climate conducive to student
safety, emotional well-being, and academic sucdessstudy that emerged from a

principals-in-training course in administrative ¢ing at Stephen F. Austin State University,
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Harris and Lowery (2002) summarize teacher belrefsehaviors most valued in a principal
for creating a positive school climate. A totall®3 teachers were surveyed from schools
ranging in size from 250 — 1,000 students. Thredrabthemes emerged from the responses.
First, the teachers noted that principals estadtishpositive school climate by treating
students fairly and equally. Examples of this tgpeehavior include establishing
expectations and maintaining standards, handlundesit discipline confidentially, and
having equitable consequences for infractions,robgss of student background or family
connections.

Second, positive, two-way communication is esskimtiastablishing a positive
school climate. Teachers cited principals whoaaalable to meet with students, formally
and informally. Students know they are valued wienprincipal makes time to eat lunch
with them, sends an e-mail message, or meets vgithdent group to discuss concerns. The
third theme that emerged from the Harris and Lovatugy was continued support for
students by the principal. Students need aduktate about them and their personal
interests. Principals who are accessible to stsdrough an open-door policy, walking the
campus, or participating in classroom activitiesdastrate their willingness to support
students in their endeavors. Harris and Lowery kwmigcthat a principal who treats students
with respect, communicates with students and supgtudents will create a positive school
climate (Harris & Lowery, 2002).

Michael Fullan (2002) in “The Change Leader” suggdsat it is the principal who
must lead the way for cultural changes in schdidte principal of the future must be attuned

to the big picture, a sophisticated thinker whas$farms the organization through people and
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teams. The “big picture” extends beyond the irdilrail school or individual school goals.
The principal of the future acts with the intentmirmaking a positive difference in their own
schools as well as improving the environment ireptlistrict schools. True leaders,
according to Fullan, help others assess and fitldatve meaning and commitment to new
ways. Being a visionary is an essential chara¢iens$ a school leader who is charged with
establishing school culture.

A second point Fullan makes focuses on the relghigs that must be established
and maintained in order to build school cultureccérding to Fullan (2002), “the single
factor common to success...is that relationships awerIf relationships improve, schools
get better” (p. 20). Effective leaders build relaships with diverse people and groups. The
relevance of this concept is often downplayedorbter to build a school culture that is
reflective of all members of the school communiigusion of diverse student and
community populations is a must. Taking the timééevelop and nurture relationships is a
characteristic of a leader with vision, a leadepwdoks past boosting the achievement
scores for next year and focuses on on-going amgtlsting success (Fullan, 2002).

Don Davies (2002) and Lori Korinek (1999) expremgesal similar ideas about the
establishment of school culture. Both authors sttles importance of establishing solid
relationships with parents and communities as anseabuilding school culture. Davies, a
long-time researcher on effective schools, pointsimat there is evidence that schools that
are friendly and welcoming to family members hanesasier time creating positive cultures
(Davies, 2002). Korinek supports this notion bgaéing ways to involve a student’s

community and cultural background in building sdndonate (Korinek, 1999). Both
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authors contend that only through strong leadershgpvision can an administrator hope to
develop, or change, the culture of a school.

Gordon Donaldson and George Marnik (1995) encouaaganistrators to develop
plans for building the school culture that targettér student learning opportunities.
Donaldson and Marnik work on the assumption thataiiwrpose of schools is to improve
student achievement. By focusing on increased dppities for student learning,
administrators are allowed a formal assessmentao®laluate effective, or ineffective,
leadership strategies (Donaldson & Marnik, 1995).

In order to establish a school culture, effecte@ders must be in place in new
schools. In many cases, the administrator willh@vfacilitate a change in mindset of the
new staff and redirect many pre-existing notiombe ideas of the principal are important in
a variety of ways for the identity of the schooih(i8, 1987). If the school does not have a
good principal the chances of the school beingcétffe are severely limited (Prince, 1989).

Additionally, effective leaders provide opportuegifor professional development for
the school’s staff (Barnet, 2004). Addressed an8ard Il of the Interstate School
Leadership Licensure Consortium (ISLLC), the cwdtaf teaching and learning at a school
has a strong emphasis on school administratorsgingveffective and meaningful
professional development. The principal as insioneal leader promotes the success of all
students by advocating, nurturing and sustainiagh@ol culture conducive to student
learning and staff professional growth. Just addeamust shape environments that value
students, they must also create environmentsehdtteachers and other staff members to

feel valued and respected. Teachers must feethibatleaders will do whatever is necessary
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to provide them with the training, materials, guida and support they need to educate their
students to attain high academic standards. Irt.shee culture of the school must invite
teachers to step beyond comfortable instructioatibms to explore approaches that will
reach all students (Johnson & Uline, 2005).

The first step in any change initiative starts with leader — leaders can more easily
affect self-change, which may trigger change irehEvans, 1996). Principals set the tone
for the agenda, official and unofficial, for thensol. There is good evidence that
teacher/principal cultural links are the most pdwleiorces in facilitating local school
improvement. If teachers believe that their ppatican lead them into forming a better
school, they will willingly cooperate and enjoy thecess (Prince, 1989).

Organizations that set out to change their owrucaltemain powerfully influenced
by the preexisting culture, even as it attempisitate change. Even those who seek to
create new settings are faced with the challengev@fcoming the way of thinking that led to
the very conditions leaders hope to remedy (EVE®86). Attitudes, perceptions, and states
of mind do not simply change because of a new itdhemry, or program. Change occurs in
response to the leader who models change with bledavior. When the beliefs and values
of the school reflect the acceptance of the adnat®’s initiative, then real change can
occur (Donaldson & Marnik, 1995).

According to Robert Evans (1996), “in order for efa to take place, (we) must get
at the fundamental, underlying, systematic featofeschool life; (we) must change the
behaviors, norms and beliefs of the practition§ps’s). Real culture change involves “a

systematic change at a deep psychological levelwing attitudes, actions and artifacts that
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have developed over substantial periods of timedil(1989, pp. 149 — 150). Change in any
setting can take one of two forms, first order @ear second order change. In first order
change, improvements are attempted on preexidtiagegies. These are usually “one shot”
attempts, single, incremental, and isolated. Birder change does not significantly alter the
basic features of the school or the way memberxsepes their roles.

Second order change is systematic in nature ansltainodify the way an
organization is put together. Second order chaltges an organization’s assumptions,
goals, structures, roles, and norms. It requisspfe to change their beliefs and perceptions.
Visionary leaders are able to convey ideas newwdatlture in a consistent, enthusiastic, and
practical manner, such that the information mayeseass a vision of trends and changes and
new ways to educate children (Prince, 1989). mesoases, second order change seeks to
change the culture of the school. In others, a ciiure must be introduced into the school
to facilitate a positive change in the school (Es;a996).

The people who work in the culture are the ones kiow what reforms are
acceptable and which ones can be implemented sfoligs The problems that cause
ineffective schools are typically related to théune and its malice toward the initiatives of
effectiveness. In essence, the culture servesal-perpetuating counter force to
effectiveness. Culture building requires thatgbkeool leaders give attention to the informal,
subtle, and symbolic aspects of school life. Thesgeects, in turn, shape the beliefs and
actions of each members of the school family (Cagimam & Cresso, 1993).

The task of leadership is to “create and supperttiiture necessary to foster an

attitude of effectiveness in everything that is @aevithin the school” (Cunningham &
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Cresso, 1993, p. 25). Once the attitude is actienel supported by the culture, all other
aspects of the school will fall in line. When eosig administrator uses a new style of
leadership, introduces new curriculum guidelinedistrict mandates, staff and students may
follow the directive. This, however, does not imgiiat they have changed their ideas,
values, or beliefs from the predominant culturer{@ogham & Cresso, 1993).

Schools as Communities

Allowing individual members an opportunity to cditarate assists staff in developing
a common understanding and language out of whiglzdimmon culture will emerge.
Collaboration stimulates dialogue and the sharingatues, knowledge, expertise, thoughts,
aspirations, visions, and difficulties in a supp@tand positive atmosphere. People cannot
work together effectively until they get to knoweoanother. In order for the culture of a
school to evolve, members must get to know oner@nphow they think, and why they
think that way (Cunningham & Cresso, 1993).

As a new administrator begins to conceptualize thision of the ideal school culture
they must not only trust themselves, but they rnust their colleagues as well. It is
important for a leader to be open and honest abbat they are willing to accept and what
they are not willing to accept in the school cidtuBeing honest in the developmental stages
allows newly hired staff members a better undedstanof who the leader is and what they
views as important. In addition, effective leadeunsst be willing to listen to staff members
(Donaldson & Marnik, 1995). As previously mentidna newly created staff brings a

variety of experiences, expertise, and backgrotmdise school. Leaders can pull from this
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plethora of experience to create a balance witin ttven leadership style (Donaldson &
Marnik, 1995).

Thomas Sergiovanni ineadership for the Schoolhou€96) contends “the ultimate
purpose of school leadership is the transform theal into a moral community” (p. 45).
Schools, as a community whose central purposedaducate students, have a “morally
good” mission (Myers & Simpson, 1998, p. 29). Aduially, moral purpose keeps teachers
close to the needs of children and youth” (Fulle893, p. 12). Collective moral purpose
makes explicit the goal of raising the bar andiolgshe gap for all individuals and schools
(Fullan, 2004). Given that the leadership styl¢hefadministrator will directly affect the
culture of the school, it is fair to say the cudtwf a school should reflect a moral foundation.
Before the culture of the school can be fully depeld, however, as sense of community
must first be established.

Within a community “organized around relationshgpsl common ideas, create
social structures that bond people together inemess and that bind them to a set of shared
values and ideas” culture will evolve (Sergiovar®96, p. 47). Culture can be said to exist
in the community when the norms, values, and ti@witare resilient enough to survive the
passage of members through the community, are taoigiew members, celebrated in
customs and rituals, and embodied as standardgdkatn life in the community
(Sergiovanni, 1996). Additionally, calling sometbi“culture” implies “not only that it is
shared but that it also runs very deep, is vefyistand is integrated into a larger text”

(Evans, 1996, p. 42).
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Viewing schools as a moral institution, communityms and values are often
applied. Communities do not place as much emploasisiiversal rules. Communities are
more likely to treat situations on an individuaklsa placing values over rules and evaluating
situations in a more open-ended way. Communiteshbe defined by their values,
sentiments, and beliefs that provide the neededittons for creating a sense of “we” from
the “I" of each individual. The culture of the sdi, based on the creation of the school
community, focuses more on the commitments, obbtgat and duties that people feel
towards each other and the school (Sergiovannig)199

Additionally, the school as a community impliestthr@embers sincerely believe in
the moral goodness that justifies the school’sterise. Individuals who share a common
culture within a community have a common understapdf what they want to accomplish
(mission) and share ideas how they can reach ties. Relationships and ideas among
people hold them together. Members feel as tholigy belong because of whom they are
rather than what role they play. In a communiglues, caring, and people-to-people
attachments are more important than rules andaggos (Myers & Simpson, 1998).

When the purpose or mission of a school is agreea by the community it can
serve as the glue to hold that community togetieunified mission provides a foundation
on which shared values and beliefs can develogrdarsonal connectedness and personal
bonds can be established. The mission, sharedsjdlwyalties and bonds that underline the
community can then establish the norms of the oeiltlt is these norms that guide behavior,
give meaning to the day-to-day activities and dstalgroup and personal direction (Myers

& Simpson, 1998).
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In transforming school culture, administrators muosgblve the members of the
greater community. How will the school generaseiase of family, neighborliness, and
collegiality among the faculty? What kinds of sohparent relationships need to be
cultivated to include parents in the community?wHaill shared values be developed with
students, parents, and other community membergi&anni, 1996)? If the culture of a
school is a reflection of the community, then tbenmunity must be a part of the
development of the culture. When parents, the conity, the teachers, and the students
share a rapport, learning occurs. School persanaost include parents in as many activities
as possible. Effective schools seek out relatigssivith the community. They see parents
more as a part of the solution than as part optbblem. They pursue programs and
activities that are based on two-way capacity lngdn order to mobilize the resources of
both the community and the school (Fullan, 2000).

Thinking about school culture and its roots in camity provides focus for the goals
of the community. Through shared purpose and galktennections between members of the
community and the over-arching implications of doenmunity’s moral authority, members
have a sense of direction and purpose. A commumiist exist before a culture can develop;
culture is the constant that gathers climate, npfamsal philosophy, customs, and symbols
into a unique and profound structure (Evans, 19@8)mmunities exist because they have an
established culture. With community as a foundgtiicks and mortar do not define school
culture. A school’s culture emerges from the valJudeas, and relationships generated by

the community (Sergiovanni, 1996).
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No school culture can be truly addressed in anyisognt way until the context and
the experiences of people are well understood. mdm is known about the context of
culture and its unique impact on the individualgined, the more power you have to
address the issues that may arise within the contyn{Beaudoin & Taylor, 2004). In
compiling a summary of experienced principals @fcices that support a caring school
culture, Marie-Nathalie Beaudoin and Maureen Taidentify several strategies for the new
administrator to consider when trying to develgmaitive school culture. First,
administrators must connect with the stakeholdétseocommunity. All too often, the
pressures of the position create a situation ddigm. Administrators are encouraged to
maintain relationships and networks with facultgffs students, parents, and community
leaders (Beaudoin & Taylor, 2004).

Next, administrators should maintain positive, tway communication with
colleagues as the school culture evolves. Tal&lmgut issues, problems, and pending
situations allows a dialogue of resolution to begdnce aware of and clear about the
situation, school leaders can make a choice ath&r ways to explore an issue and seek a
solution. Finally, administrators are remindedinat pressure by remembering that they
have multiple identities. Administrators need tak& a choice as to when you can let go of
pressures and when you have to face them. Bewl#ayourself and employees that, as the
principal, it is your responsibility to take speéci&ctions, even if, as a person, you really
dislike the course of action you have to take (Bedu& Taylor, 2004).

Beaudoin and Taylor also caution new administraimresist the temptation

associated with the pressures of power to haver‘figers” in everything. Keep in mind
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that the community must be willing to engage irracpice on their own for the practice to be
successful. Finally, new administrators must attiegt they will never fulfill the pressure of
doing it all. Administrators must develop theirmpwersonal standards for what counts as
having accomplished something at the end of the(Bagudoin & Taylor, 2004).
Maintaining a careful balance between one’s peldugigefs and administrative
responsibilities is crucial. The administrator tmetain their personal identity or risk
becoming consumed by the duties and pressureg qiriticipalship.
Changes to a School’s Culture

Schools have a common structure that is almostnvigaes to change (Murphy &
Louis, 1999). IrRevisiting “The Culture of the School and the Perblof Change(1996),
Seymour Sarason examines school culture and metbousplementing change from
within a school. In a newly opened school, thehodtof change involves altering
preexisting perceptions of what comprises scholblice1 Additionally, change involves
merging the variety of school cultures from exigtathools that are coming together to form
a new school. The principal, as observer, encositie difficulty as being, “personally part
of a structure — be it in the school or in one ig®f it — his or her perceptions and thinking
are in various ways incomplete, selective and distly (Sarason, 1996, p. 29). As a member
of the school culture, we do not see the charatiesiof the culture independent of our
particular place in it (Sarason, 1996).

According to Sarason, a major barrier to our undeding of the school culture, and
how it develops, is the lack of systematic, compredive, and objective descriptions of the

natural history of the change process in scho@sagdn, 1996). Sarason asserts, “Until we
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have a more comprehensive and dispassionate destmgb the process of change in an the
school culture — which would be revealing of thenfal and informal structures of the school
— any effort to introduce change maximizes the ablignorance with its all too familiar
consequences” (Sarason, 1996, p. 36).

Three barriers are significant in the current latkinderstanding the school culture:
1) undue reliance of a psychology of individualattioes not provide an adequate basis for
studying structural characteristics of a socie}yl@servers are not neutral, and what they
observe about their own or someone else’s setitg an undetermined extent biased by the
structure, traditions and ideology of their owrtisgt and 3) particular in relation to the
school culture, our ignorance about how changersdswast (Sarason, 1996).

Substantive school reform requires that the cultdire school be changed (Blasé &
Blasé, 1997). The role of the principal is cruaiimplementing any sort of change at the
school level. Principals have the capacity to ipocate knowledge and resources on a
district, site, and classroom level. Any type ygtem change puts the principal in the role of
“implementer” at the site level (Sarason, 1996he Tole of the classroom teacher is
somewhat different than that of the principal. dreas are relatively autonomous in their
classrooms. Teachers are not generally expeateddseddom taught, to work together
(Buchen, 2004). Within most schools, teachers ligleeto do with other teachers,
particularly at the secondary level. More ofteartimot, teachers within a school do not feel
themselves to be part of a working or planning grou

Teachers may identify with each other in termsoté end place of work, and may

feel loyalty to each other and the school. Howeraaely do they feel a part of the working
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group that discusses, plans, and helps make ednahtlecisions. Teachers are “loners,”
initially not by design, and “this undoubtedly affe what they think about and how they
view the school and the school’s culture” (Sarad®96, p. 141). Teachers in most schools
work in a paradoxical world — working in isolatiand yet wanting to share. As it stands
“teacher cultures not only reinforce isolation gmecludes collaboration, but it also
enshrines the average and often endorses medig®itghen, 2004, p. 36).

One of the major charges of developing culture r@aly opened school is merging
the preexisting cultures from the schools reassiga¢he new site. Students, parents, and
teachers all bring their own concepts of what gtesl culture should be. The culture from
the site they are leaving represented the onlytla@@fore the natural and inevitable, way to
be and to do things. Their previous experienceis sghool culture consisted of all the ways
of living and provided systems of meaning. Pasiceptions of culture are present in each
member’s experiences and expectations. This dtadw people should look and talk,
think and act, behave, understand what is allowedescouraged, as well as recognize the
things you are not supposed to do (Brooker, 2002).

Members of one culture grow aware that there isigpst knowledge to be acquired
in relation to outside worlds. In order to suctekgfunction in a different culture, rules,
knowledge, and skills must be learned. Studememence a multitude of cultures, unique
to each individual. Home and family is usuallyftjrfollowed by community and school. A
child’s understanding of learning in the home sisageech child’s encounter with the school

culture and learning. Some students “come to ddnam a culture so dissimilar to the
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existing school culture that they face huge obstaitl learning the school’s way of doing
things” (Brooker, 2002, p. 152).

Establishing a school culture is a fundamental elgmf an administrator’s
responsibility. Whether trying to implement charag@n existing school, or attempting to
build a culture at a new school, careful thougttt deliberation are required. Changing the
culture of a school requires that participants l@nge agents who believe in the change,
who feel they have an important part to play iraithievement, and who feel respected and
valued by others (Blasé & Blasé, 1997). Administra.cannot install a “packaged”
approach that has worked well in one school an@e&xipto work well in another. Each
school must solve its own problems through its acwiture. Effective cultures invite and
support continuous improvement from within rathear externally developed reforms
(Cunningham & Cresso, 1993).

Charter Schools

When discussing new schools, administrators caefiidrom the experiences of
those educators who have had the opportunity ta apgharter school. A charter school is
an alternative educational setting designed toigeo& very specific educational outcome for
a very specific group of students. Charter schoegson a devastating critique of the present
system. Opening a charter school implies thaafechool to innovatively achieve a more
desirable outcome, it must be free of the usualstulegulations and traditions of a school
system. For public schools, this freedom may eoadvevident (Sarason, 1998).

No one sets out to create a new school (chamétigor private) that will be a

replica of an existing school. In some way, or sydiie new setting will be superior, better
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than, more distinctive, than comparable settingse new school is intended to demonstrate
that its end “product” will be an improvement owemparable settings. It is this sense of
uniqueness that is so powerfully motivating andigaging to those opening the new school
(Sarason, 1998). The principal seems to understangotential of a new school. Itis the
principal who helps transform the school by acinalilding group cooperation and spirit,
although at times there can be concerns with figto” and giving staff and students a
chance to solve their own problems (Blasé & Bl2681). By virtue of the new and
presumably innovative facilities, the school woiMdgome ways make for a superior
educational experience for students. Being tappepen a new school implies that the
principal is someone that will capitalize on thg@ogunity to improve or enrich the
educational experience (Sarason, 2002).

Opening a new school requires administrators talim@st exclusively future
orientated. Administrators opening a new schoelfar more clear about what the new
school will look like and accomplish than they at®mut what they will have to do, the
resources they will need and the time it will regub achieve their purposes. Opening a
new school requires the staff to work together mamner in which they have had very little
experience (Branch, 2003). As Sarason pointsi88§), “Choosing a core group who will
play major roles in the creation of the new settsthe first task at hand” (p. 30). The
primary criteria in the selection of the new siaffvhether or not the teacher fits in with the
distinctive features the principal wants to havargSon, 2002). So captivated by their vision
of the future and the power of their sense of ueiieass that they hope and believe that with

the “right” kind of people and resources, attainapgrational status will not present difficult
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problems. The business of opening a new schaoi exercise in multitasking

(Blumenreich, 2005). Administrators opening newasas “ come quickly to perceive that
the process of creating a new (school) involvesiaay minor and major steps and problems
that there is little or not time to deal with otliean matters of internal development”
(Sarason, 1998, p. 28). Additionally, there afmgriad of details a principal of a new
school confronts, they vary from the piddling te ttrucial and they are very time
consuming” (Sarason, 2002, p. 39). The periodho¢ between being appointed the
principal of a new school and the opening is aqaeaf anxiety, problems and frustration
(Sarason, 2002).

One issue associated with the governance of neaosis finding a balance
between creating a climate and culture that isdaserespect and trust with students, while
at the same time setting appropriate limits forghmlents. Establishing a clear vision for the
school can assist administrators in this diffi¢altk. Without a clear vision, schools have a
more difficult time with the decision-making proses and policy setting. A clear vision
allows a school to “establish predictable policeswell as expectations for their community
members, all of which flow from this common undarsting of what the school is about”
(Sarason, 1998, p. 58).

A major obstacle for the creation of new scho@s in maintaining the status quo of
traditional governance structures for schools.difi@ns and cultures of existing schools
present barriers for innovation in new schools.e ®ach barrier is how teachers have been
traditional involved in the decision-making procegdthough teachers are by far the largest

group of staff at a school, their ideas, attituadled experiences play little or no role in
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formulating proposals for reforms. Teachers ake@®r mandated to implement reforms
from which they had little or no input. The sana@ e said for students, parents and others
who are vested in the success of the school. Adtraors are cautioned to avoid this
common misstep and actively engaged all stakehol@arason, 2002).
Leadership and School Culture

Across the United States, school systems are faitbdhe difficult challenge of
hiring qualified principals. By some estimates,renthan half of all principals are expected
to retire by 2006 (Peterson & Kelly, 2001). Thepresents one of the most massive
transformations of leadership in a century. Dissriwill have the unique opportunity, as well
as the significant challenge, of recruiting, setegttraining, and motivating an entirely new
group of leaders.

Primary to the opening of a new school, the distriast hire a principal who is a
good leader. Opening a school requires a leadercah not only help develop a direction
and focus for the school, but also develop a scbaltlire with a variety of student, parent,
staff, and community backgrounds. Effective piiats develop positive relationships based
on mutual trust, respect, openness, support anerstachding (Starrat, 1996). Jeanie Cash, a
California National Distinguished Principal, deb&s characteristics central for good leaders
(“What Good Leaders Do,” 1997). Good leaders aambre easily defined by looking at
what they do, in contrast to what they are. Cowtta popular belief, good leaders are more
than the “boss of the whole school” (p. 22).

Cash claims that school administrators are changédtwo central duties: 1)

increase student achievement, and 2) shape thelsaliture. All too often, these duties are
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seen as separate objectives. Good leaders fussvantent and culture, and follow practices
that promote both. A good leader will first sumouthemselves with positive people. The
process of opening a new school requires a staffishopen to change, willing to go the

extra mile, and has the ability to see a varietyiefvpoints. Max DePree (1989) writes that
all of us want a workplace that has a work proeeskestablishes relationships that meet our
personal needs. Generally speaking, these neeldsiéna sense of belonging, the ability to
contribute, and performing meaningful work. Goedders help create an atmosphere that
supports these basic needs.

A good leader inspires teachers on a daily badielieve that all students can
succeed in spite of their circumstances. In masgs, opening new schools require that
students be pulled from multiple existing sites angriety of neighborhoods. This may
create a situation where students from variousogoonomic backgrounds now attend the
same school. In some cases, new schools becomddrudxceptional children programs or
alternative learning centers. Good leaders aregeldawith hiring a staff that sees beyond
individual student circumstances and maintains Bighdards of achievement for all
students.

Finally, Cash insists that good leaders develognaes of collaboration and creativity
in the school. A good leader recognizes that ewetividual has special gifts and talents
that he/she can offer to the school community. i@hgpng on the variety of talents, skills,
and knowledge a newly created staff has to offéirbeia great asset to a newly opened
school and facilitate development of a positiveastitulture. New administrators can create

a staff of personnel that brings creativity, teclahskill, real-world experience, and
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professional knowledge together. Working in an emmvinent that promotes efficiency and
productivity is rewarding, especially when staffmigers feel they have an opportunity to
contribute to the overall school culture. Howeyemcipals must accept that even when
they attempt to share power, some teachers witlgpez them as being manipulative or
directive (Blasé & Blasé, 2001).

In “The Rookies Playbook: Insights and Dirt for N&wincipals,” Autumn Tooms
(2003) contends that no such magic “playbook” exist new principals. According to
Tooms, one reason such a manual does not exist@ibe there are no universal scenarios
or dilemmas in today’s schools. Each situatiomigding level administrator faces is
different because each principal, each schooleaetl district has its own personality and
approach to a challenge. Experience is the bashéz for new administrators, coupled with
a comprehensive assistant principalship. Only giars of experience and professional ups
and downs will the new administrator have the krealgk to write the “playbook” they
needed as a fledging administrator.

Developing a school culture is a significant andiy important undertaking for a
school leader. Effective leadership is crucidhbiailitating the creation of a new culture
among faculty, students, and the community. Bolenash Deal (2002) champion the cause
of effective leadership through personal qualitieg expand beyond any one leadership
style, gender, or ethnicity. Effective leadersvidle focus. Focus implies getting the whole
group moving in a common direction. Every oppoitiuis used to promote and demonstrate
the desired direction. Additionally, effective tksas are flexible enough to switch direction

based on the ever-changing needs of the school coityn Effective leaders have passion;
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they care a great deal about their work and abakimg a difference. Those around the
leader sense their passion; they wear it on theswve as a badge of courage. Either way, a
leader’s passion is contagious, whether it’s tloeneot.

Wisdom accompanies the effective leader. A wisdée learns from every
opportunity, be it a success or failure. Leadersbiuires courage and the willingness to
make decisions that have long-term, lasting effe€tsurage allows leaders to move forward
even if the results of a decision are not immedtiapparent. Finally, a leader must have
integrity. According to Mike Krzyzewski (2000), t@rd your integrity as if it's your most
precious leadership possession, because that tstigia(p. 233).

Perceptions of Students and Schools

Perceptions are reality. In new schools, howsthdents, staff, parents,
administration and other stakeholders view the siloe it real or perceived, represents their
reality of the school. The same can be said fatesits. How the student perceives
themselves, and is perceived by their teachergrbes the way the student sees themselves.
As William Purkey (1978) points out, “Next to honsehools probably exact the single
greatest influence on how students see themseheealalities” (p. 28). As administrators
and teachers prepare to open a school, attentighlmewgiven to creating positive and
supportive self-images.

Teachers are charged with believing that studamtsble, valuable and self-
directing. In schools that help create a posisek perception, teaching is a process of
intentionally inviting students to see themselvepasitive ways and to reach beyond their

present performance. It is increasingly evideat the teacher’s perception of students, as
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reflected in the teacher’s behavior, has the pawerfluence how students view themselves
and how well they learn in school. Students dgvélest in the company of teachers who see
them as people possessing relatively untappediabilin myriad areas and who invite them

to realize their potential (Purkey, 1978).

School policies, reflected by the quality of lftaind in schools, bear significant
relationship to students’ self-esteem and studemesement. Students will elect to educate
themselves in those aspects of schooling thatlibégve to be significant in their personal
lives (Purkey, 1978). “By respecting students, balieving in their ability, value and self-
directing powers, teachers can spend more enedyjirae in developing the most exciting
environment for learning” (Purkey, 1978, p. 40)onglover, students learn more in schools
where their peers make academics the number ometpand hold high expectations for all
students and where the climate supports adultefisaw student, learning (Murphy & Louis,
1999).

As part of the environment teachers choose, aideasust be made as to whether or
not the school will most resemble a factory orraifg. A factory school’s role is to mass
produce a uniform product to the satisfaction ef¢tonsumer (public). Students have little
control over the day to day operations and scheafulee school, let alone what is being
taught or learned. Students are required to bdiebg conforming and most of all, busy.
Student work emphasizes relatively basic skill$ taa be measured by standardized tests.

A family school emphasizes mutual support and conadth the welfare of other group
members. Decisions are made collectively and studarning takes priority to all other

functions of the school. All stakeholders are & pathe educational family (Purkey, 1978).
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New schools have a responsibility to the studefits attend them to reflect a family setting.
Professional Learning Communities and School Cultus

Developing culture from the ground up requires @miaistrator with a commitment
to collaborative learning with the surrounding coumity, a clear sense of what the existing
culture comprises, and the establishment of prafeatlearning communities (DeFour,
2003; Nomura, 1999; Saunders, 1998). Unfortunateching has evolved into a private
endeavor that is rarely discussed among peers.y kachers even lack the basic language
for such discussions. However, friendships anerpgrsonal support teachers give each
other support collective efforts to improve edumadl practice (Murphy & Louis, 1999).
Establishing positive relationships in schools {pde the means for the communication of
tasks and roles to individuals and groups” (Blureastr, 2005, p. 155). Therefore. the best
way to improve schools is for schools to functisrpaofessional learning communities.

Under this system, teachers work in collaborateserts, and the emphasis is not on
what teachers teach, but on what students leane dbthe immediate benefits of
professional learning communities is a reductioteacher isolation. If teachers work in
collaborative communities, however, the degreeutsraomy they give up should be offset
by a shared sense of purpose and by opporturitiesutn from other teachers’ strengths and
experiences (Barlow, 2005, pp. 64 - 65). More miode observers of schools are proposing
that norms of collaboration be used among teadhatsleprivatize practice and create
opportunities for peers to learn from each otheur@hy and Louis, 1999).

A primary concept of professional learning commiesiis that teachers, working in

groups, should study relatively short-term cyclegeaching and learning, borrow and

38



generate ideas for improving practice, put themation, and study the results. As student
learning improves “people’s actions and attitudesnge dramatically, and the change
spreads like a contagion” (Joyce, 2004, p. 78)thivithese groups, teachers have on-going
communication about how to use teaching time imtlest meaningful manner (Branch,
2003). Ideally, the professional learning commyhes been built through a process of
deliberation. This process enables stakeholdeshdme assumptions, values, beliefs, and
mental images. Relying on consensus, a commorrstadeing is developed through
exposing educational platform and developing aeshaystem of working principles and
beliefs (Andrews & Lewis, 2002).

Incorporating a professional learning communitgischool has far-reaching
implications not only for the school, but for thenemunity at large. Many schools see an
improved relationship with the school’s broader owmity. Schools that incorporate
professional learning community are often viewedrmsinnovative school” within the
community. Perceptions of the school from commumiembers, as well as teachers at the
school, are improved. School and community goat®ime aligned as the relationship
between the two grows and develops. As one teattaees “we have started to look at what
is important to us and our community and our kiad what it is going to look like in the
future so we can give them the skills to get tleer adapt to the change that is happening”
(Andrews & Lewis, 2002, p. 250).

Laserik Saunders, principal of Serra High Schamated in San Diego, California,
describes his quest to establish a true learnimgamment that involves the community. In

his seven-step approach, Saunders identifies gieatéhat both the school and surrounding

39



community had collective involvement in developirgey elements include: creating a
shared vision, providing structure in developinga@fic outcomes, designing a curriculum
with feedback from the community based on theidseavolving constituents to allow
them to take responsibility and assume leaderstgs rcontinually assess performance,
provide on-going professional development, andumaran inclusive school culture. As new
administrators face the challenges of opening afaeilty, Saunders’ suggestions provide a
foundation for involving the surrounding communiihycreating a positive school culture.

Richard DeFour’s “Building a Professional Learnidgmmunity” (2003) challenges
administrators to establish professional learnimigunities at their schools. These
communities build on the premise that in orderdioi@ve consensus and move forward with
specific initiatives the entire faculty does nové&do agree on the initiative. Rather, everyone
in the group agrees on two important criteria:llLpaints of view have been heard, and 2)
the will of the group is evident, even to those wast oppose the initiative. Once those
two criteria are met, the group has arrived at ensgs. From this point, it is the leader’s
responsibility to make sure everyone in the groogeustands the expectation that all
members of the group are to fully cooperate withitfitiative.

Professional learning communities then focus orfahewing three concepts:

1 —A Focus on Learning— Student success is the focal point of all
professional activities. What is it we want alléggnts to learn? How will we
know when they have learned it? How will we respamen a student is not

learning?
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2 —Collaborative Teams— Every professional member would be a member
of a team and the focus of the team is to be atesiiuearning. Each team
should have a specific measurable goal relatetuittest achievement.

3 —Teacher teams focused on results Teachers are in a better position to
analyze the day-to-day workings of schools ancetfextiveness of
instructional strategies. Teacher involvement igia for raising student
performance.

Applied to the concept of a newly opened schooFde’s outline for a professional
learning community addresses numerous topicst & foremost, the definition of
“consensus” will streamline meetings. The ideawdryone not agreeing on a specific
initiative in order to achieve consensus is uncomifieo most. However, this interpretation
will save countless hours during faculty and comityunterest meetings when discussing
school colors, mascots, and school supplies.

Additionally, within the parameters of the professl learning community, the focus
always lies with student learning. Even if a fagwmhember disagrees with a specific
initiative, it is doubtful he or she will disagresth decisions based on student learning.
The professional learning community also helpstie administrator provide a structure for
staff teams. Whereas the focus will remain onesttitearning, the individual teams are
open to a variety of applications. Teams can bk &wu academic teams, subject areas, or
even school-wide interests. The guiding princieahains the same; its application is
flexible. Michael Fullan (1992) recognizes thedeterm impact of professional learning

communities in schools - “principals would do mtasting good if they concentrated on
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building collaborative cultures rather than chaggiorcefully in with heavy agendas for
change” (p. 19).
Summary

The challenge of building and establishing schadtuce at newly opened schools is
a monumental task. Districts must recruit highlytivated leaders that posses a variety of
leadership and interpersonal skills. Principaésraanagers, teachers, instructional leaders,
coaches, counselors, parents, and friends, dleagdame time. The job description continues
to grow as resources frequently diminish. Admiaitglrs at new schools are charged with
the initial task of hiring qualified staff, involrg the community in the decision-making
process, and creating a professional learning camtgntihat promotes collaboration and
student achievement. Additionally, administra@reew schools have the responsibility of
being the guiding force behind the establishmermt ¢hool culture that will guide the
direction of the schools for years to come. Theggpalship is not for the faint of heart,
particularly if it involves the opening of a newhsol.

Current research on school culture is very cledhé role of the principal in building
and establishing culture in any school. Above atiner aspect of the school, the principal
determines the school’s culture, be it positivaegative (Berger, 2000; Fullan, 2002;
Rosenblum & Jastrzab, 1998). In order to develspl®ol culture conducive to teaching
and learning, the principal must build relationshigth students, staff and the community,
provide a very clear focus and direction for thiecst, and provide staff members an
opportunity for collaboration and professional depenent. Meeting these criteria is the

basic charge for any principal opening a new sch@oily through careful planning,
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organization and team-building activities can a@pal of a new school hope to accomplish
the monumental task of creating a school cultuppsttive of student achievement and

teacher empowerment.
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Chapter 3
Methodology

“Opening and interpreting lives is very differendrh opening and closing books.”

-Dwight Conquergood (Turning Points in Qualitativedearch)

Introduction

Examining the process of opening new schools aadahscious and unconscious
acts required to establish a positive school caltaquires a close examination of the people
responsible. In order to truly understand the @sscwe must truly understand the individual
— what they think, feel, believe, how they analgmé process information, what they deem
as important or unimportant, and what are the mafarences in their lives. Given current
understanding and purposes of quantitative andtgtie¢ research, qualitative research
methods lend itself to the study of building anthbbshing culture in newly opened schools
(Sarason, 1996).

Research Design of the Study

In accordance with guidelines from North Carolirtat& University, all Internal
Review Board (IRB) policies and procedures weretstradhered to. Pseudonyms were
used for the names or all of the participants, e & the school district. Participants of the
study were employed principals in the Smith Coltuplic Schools System. Each
participant served as the principal of a newly gaeschool within the district. Four schools
were selected — two elementary schools and two lmgithools. Based on access to

participants who have opened a new school in S@utinty, only elementary and middle
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schools were selected for this study. All parteifs were the current principal of the school
he/she opened.

Participants represented a sample of adminisg@tom Smith County Schools. The
research sample was comprised of two women (ontwshd one African American) and
two men (both white). All participants served asagsistant principal in the district before
assuming a principalship. The schools were opéoreal various amount of years:
elementary (6), elementary (first year), middlesxh(3) and middle school (1). Each
participant was interviewed individually to discube specific strategies, procedures, and
protocol the principal employed to help build schadture at his/her site. Additionally, a
focus group interview involving all participants sveonducted in order to generate a
dialogue between the participants to share thgieeences and knowledge.

A brief composite of each school is provided below

East View Elementary, Principal Ted Jones

Opened in 2000, this school enrolled approxinye®6D students in K-5
(enrolled 500 in opening year) during the 2007 86&88chool year; employed 54 certified
staff and 35 classified staff; student demographi8® % white, 7% Black, 8% Hispanic,
4% Multiracial, 0.3% Asian, 0.6% Native American;2007 -2008 East View Elementary
made High Growth, was a School of Distinction, that not meet all AYP goals.

Pine Bluff Elementary, Principal Tom Martin

Opened in 2006, this school enrolled approxiny®8D students in K-5
(enrolled 800 in opening year) during the 2007 6&8chool year; employed 69 certified

staff and 37 classified staff; student demographi8 % white, 8% Black, 8% Hispanic,
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5% Multiracial, 0.5% Asian, 0.5% Native American;2007 -2008 Pine Bluff Elementary
made High Growth, was a School of Distinction, amet all AYP goals.

Shady Creek Middle School, Principal Susan Johnson

Opened in 2003, this school enrolled approxinyatéb students in 6 — 8
(enrolled 550 in opening year) during the 2007 6&8chool year; employed 57 certified
staff and 18 classified staff; student demographi2.7% white, 10.6% Black, 12.7%
Hispanic, 3.1% Multiracial, 0.3% Asian, 0.7% Natimerican; in 2006 -2007, did not met
all AYP goals, in 2007 — 2008 Shady Creek Middla&d made High Growth, was a School
of Progress, but did not meet all AYP goals.

Glenn Dale Middle School, Principal Fran Jackson

Opened in 2007, this school enrolled approxinyat@b students in 6 — 8
during the 2007 — 2008 school year; employed 4#fieel staff and 19 classified staff;
student demographics > 67% white, 15.6% Black, Hi8panic, 2.6% Multiracial, <
0.1% Asian, 0.8% Native American; in 2007 -2008r&I®ale Middle School made
Expected Growth, was a School of Progress, buhdidneet all AYP goals.

Qualitative Research Methodology
Qualitative research lends itself to in-depth mdghthat focus on “watching people
in their own territory and interacting with themthreir own language, on their own terms”
(Gall, Borg and Gall, 1996, p. 547). Qualitatiesearch can be defined as “an inquiry
process of understanding based on distinct metbgaall traditions of inquiry that explore a
social or human problem. The researcher buildsapex, holistic picture, analyzes words,

reports detailed views of informants, and condtlzgsstudy in a natural setting” (Creswell,
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1998, p. 15). Similarly, Worthen (1997) indicatkat qualitative research reflects: 1)
research conducted in a natural setting, 2) theareker as the chief “instrument” in both
data collecting and analysis, 3) emphasizes “tHesdcription,” 4) a focus on social processes
rather than outcomes, 5) multiple data gatherinthous, and 6) an inductive approach to
data analysis.

In a sense, qualitative researchers functionstsrimns. They rely on many possible
sources of data and use a variety of methods -nadigens, participant observations,
interviews, documents, artifacts and personal ¢cgfia. Qualitative researchers “need to be
direct and honest with themselves in identifyingdeis, ideology, stance, and intent”
(Janesick, 2004, p. 106). Itis important to mglhowever, that the qualitative researcher
cannot be everyone at once or engage in everylpessewpoint at the same time (Wolcott,
2001). The historian as qualitative researchert miusose a point of view (Janesick, 2004).

Qualitative data is a reflection of words ratheartmumbers (Miles & Huberman,
1994). It is normally “rich” and complex in natufRichards, 1999). Data gathered in a
gualitative setting provides well-grounded, riclscgptions and explanations of process in
identifiable local contexts. A chronological flamerges from qualitative data, as the
researcher can see what events led to what conssgpiand derive explanations of the
sequence of events. The use of qualitative ddpes mesearchers to get beyond initial
conceptions and generate or revise their concefrarabwork (Miles & Huberman, 1994).
Qualitative researchers are not as concerned whhwors as they are with actions, which

carry their intentions and meanings and lead tesequences (Miles & Huberman, 1994).
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However, all qualitative research is concerned witderstanding the meanings individuals
construct in order to participate in their socieés (Hatch, 2002).

Qualitative research reflects an understanding@®iteaning individuals construct in
order to participate in their social lives. Whilenducting research, qualitative researchers
recognize that individuals adopt the values andpmstives of their social groups. This
reflects the individual’s view of what is deemedpmntant and what is not (Zou & Trueba,
2002). Lived experiences of real people in retlrggs are the objects of qualitative studies.
Researchers want to understand the world from ¢ngppctive of those living in it.
Qualitative studies try to capture the perspedtiat participants use as a basis for their
actions in a specific social setting. The researsleeks to answer the questions, “What is
happening here?” and “What do these happenings tdae people engaged in them?” In
qualitative work, the intent is to explore humamdéors within the contexts of their natural
occurrence (Hatch, 2002).

Capturing what insiders take for granted is onthefobjectives of qualitative
research. Researchers try to understand the jpéksgseof their participants; any element
that is perceived to be important by the participaiimportant to the study. Unlike
guantitative studies, qualitative studies argue ttiare is no direct relationship between the
number of participants and the quality of the st(ldgtch, 2002). Qualitative researchers do
not accept the misconception that more data meap#ier or richer analysis (Janesick,
2004). The contexts of the study are carefullycdbed so that readers can make their own
judgments about the applicability of the resultshgir own contexts and understanding

(Hatch, 2002).
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Participants are the ultimate gatekeepers of inédion in any qualitative study.
They determine whether or not, and to what extéetyesearcher will have access to the
desired information. Building good working relatghips is the responsibility of the
researcher; researchers should also develop andnrapt a plan to help participants learn
how to be studied (Hatch, 2002). Researchershaged with being honest with
gatekeepers about their research goals and olgsctiv

Qualitative researchers have a more vested ittieréseir research than is found in
many other research methods. Since qualitativarelsés “tentative, problematic, and ever-
changing” (Janesick, 2004, p. 10), the researclwerismitment exceeds an examination of
numbers, facts, and figures. Many qualitative aes®ers see their research as participatory,
dialogic, transformative, and educative, requirsetf-evaluation, both externally and
internally (Janesick, 2004). Qualitative researsheok at not only the people who are
participating in the study and their beliefs antddaors, but they are required to examine the
researcher’s own orientation and purposes (JaneXitid).

Narrative Studies

Within the construct of qualitative research, ative studies — based on the notion
that humans make sense of their lives throughest@kliatch, 2002) - lend themselves to the
study of new schools. Narratives are “a complea@rocess, a form of social action that
embodies the relation between the narrator andrelil{Lincoln & Denzin, 2003, p. 273).
Narratives share the fundamental interest in makerge of experiences and the interest in

constructing and communicating meaning (Lincoln &2in, 2003). Through the use of a
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communicative format, narratives organize repregents and explanations of personal and
social experiences (Gall, Borg, & Gall, 1996).

Narrative studies “focus on gathering and inteipgethe stories that people use to
describe their lives” (Hatch, 2002, p. 28). Exaespbf narrative studies include life stories,
life stories research, biography, personal expegenethods, oral history, and narrative
inquiry. Data for narrative studies can be geteerghrough annuals and chronicles, family
stories, photographs, memory boxes, interviewsnglg, autobiographical writing, letters,
conversations, and field notes (Hatch, 2002). &t writing demonstrates a style that is
personal, familiar, “up close,” highly readableefrdly, and applied to a broad audience. It
provides a level of detail that makes the work cange. The writing seems “real,”
transporting the reader directly into the worldtué study (Creswell, 1998).

Narratives can be viewed as three separate ewedisling “how everything started,

how things developed and what became of these €\vgtlick, 2002, p. 96).
After each of these events, the same questiomisne@lly asked, “And then what
happened?” (Huberman & Miles, 2002, p. 230). Haoevethere is an assumption that a
narrative allows researchers to gain access tadbekperiences and events. What is
presented to the researcher in a narrative comstrilc a specific frame of reference may not
be the same sequence of events that actually ectuidditionally, memories of earlier
events may be influenced by the situation in whirgky are retold (Flick, 2002). Narratives
are an interpretation and therefore require ineggtion (Huberman & Miles, 2002).

Narratives are the best way to represent and stadet experiences (Clandinin &

Connelly, 2000). Powerful narratives may: 1) cohgreecruit the reader’s willing
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attention, 2) lead the reader to reflect, 3) inedlve reader personally, and 4) transform,
move, shake, or move the reader (O’Donoghue & Pu2@®3). The use of narrative allows
researchers to approach the participant’s expélembrid in a more comprehensive way.
The interviewer’s task is to lead the informanteth the story of the area of interest as a
consistent story of all relevant events from bemigrio end (Flick, 2002). Narration
presents details, context, emotion, and the wofk®adal relationships. It evokes
emotionality and self-feelings. Through narratitres feelings, actions, and meanings of
interested individuals are heard (Creswell, 1998).

Narratives are a less dominating and more relatioode of gathering data.
Narratives reflect and respect the participant’'y wlaorganizing meaning in their lives. As a
form of storytelling, narratives relay what reséwms do when they describe the research and
clinical materials, as well as what participantsaeen they convey the details and describe
their experiences. Narratives are a relationalcidborative activity that encourages
others to listen, to share, and to empathize.ef®lnd listeners interact in a particular
cultural and historical context, which is esserttahterpretation (Holstein & Gubrium,
2003).

Personal narratives, simply described as “tallapized around consequential events”
(Huberman & Miles, 2002, p. 219), serve many puesesto remember, urge, convince,
engage, or entertain their audiences. The ordeveafts in a narrative moves in a linear way
through time. The order cannot be changed witbbahging the inferred sequence of
events. One event will always cause another iareative, although the link may not be

chronological (Huberman & Miles, 2002).
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Narratives are laced with social discourses andgnezd relations, which do not
remain constant over time. There is no reasosgarae that an individual's narrative will,
or should, be entirely consistent from one settinthe next (Huberman & Miles, 2002).
When telling about lives, people lie, forget, exagge, become confused, and get things
wrong. Naturally, narratives do not reveal thet past actually happened. Most narratives
give the researcher the truth of the participagtgeriences. Personal narratives are neither
open to proof nor self-evident. Researchers nmistpret the “truth” in order to understand
it (Huberman & Miles, 2002).

How the narrator relates their story, and in wdaattext the narration is shared, is as
equally important as the story itself. Somethiagl$n a whisper, after a long pause, has a
different importance than the same words said pudthout a pause. Narrators use
elongated vowels, emphasis, pitch, repetition,@hdr devices to indicate what is important.
The level of emotion involved in the retelling oparsonal narrative projects a sense of
meaning and purpose in the story being shared (trhdre & Miles, 2002).

Narration is a complex social and communicativeepss. It is a form of social
action that embodies the relationship between #nmator and their culture. Researchers
must direct their attention to the process of enrbedt. Additionally, we must examine
what the narrator accomplished as they tell theniess and how that relationship is shaped
culturally (Lincoln & Denzin, 2003). In articulatg other’s stories, we need to attend to
what may be culturally problematic in the story avttht may produce difficulties and

complexities. These difficulties and complexitneay produce silences, gaps, disruptions, or
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contradictions. Inviting people to share theirig®requires more than a good life story. It
requires reiterating the invitation throughout ihierview (Lincoln & Denzin, 2003).
Interviews in Narrative Studies

In most cases, personal narratives are sharedgihi@uinterview process (Huberman
& Miles, 2002). As administrators shared theimowarratives on the process, trials, and
tribulations of opening a new school and their gff@o establish a positive school culture,
interviews are a major source of data. Intervignpnovides a means for doing what is very
difficult to do any other way — finding out whatirsand on someone else’s mind (Hatch,
2002). Qualitative researchers strive to eli@tiss from participants. They invite others to
tell their stories, encouraging them to take respmlity for the meaning of their talk.
Questions during interviews should be phrased @rnyaay, not technical, language. The
primary focus of the interview is to ask about piagticipant’'s experiences, thoughts, and
feelings. The relationships constructed with witawvees directly affect the quality of the
responses to our questions (Lincoln & Denzin, 2003)

Interviewing has five basic outcomes (Hatch, 2G2,91 — 92):

1) Here and now constructivenesarticipants’ explanations of events,

activities, feelings, motivations and concerns
2) Reconstruction- explanations of past events and experiences
3) Projections- explanations of anticipated experiences
4) Triangulation— verification or extension of information fromhet

sources
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5) Member-checking- verification or extension of information deveapby

the researcher
Triangulation can be further defined as “examirtimg consistency of results from different
sources and methods for measuring the same constien different methods or
information from different sources result in simifandings, their convergence adds to the
strength of the results” (Worthen, Sanders, & Ftrapk, 1997, p. 391). Artifacts will play a
key role in the triangulation process. ExaminifighAPTO documents and meeting minutes,
Advisory Council meeting minutes, minutes from fiaguneetings, district sponsored
surveys administered to students, parents and ataffother relevant documentation and
artifacts will be an important aspect of the reskatudy. The researcher will be able to gain
insight into the actual workings of the schoolwadl as gauge whether or not the perceptions
of the principal are consistent with the percemiohthe schools’ stakeholders.

The researcher used semi-structured intervievasigfirout the research process.
Semi-structured interviews are conversations tbaiat provide the primary data source.
They “provide opportunities to ask participanteigplain their perspectives or what the
researcher has observed” (Hatch, 2002, p. 92).i-Seactured interviews require the
researcher to create pertinent questions on thte §esearchers are charged with making
sure participants understand that the semi-stredtaonversation is a part of the data
collection process (Hatch, 2002).

Structured interviews are another interviewing teghe. During a structured
interview, it is clear the researcher is “in chdrgeleading the interview. A set time for the

interview is established, and more often than hetinterview is recorded. Structured
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interviews provide an in-depth look into the areinlg studied; participants are asked to look
deeply into their understandings. Unlike semi-dtited interviews, structured interviews
are planned events that take place away from #eareh scene for the explicit purpose of
gathering information from an informant. Frequgnsitructured interviews are used when
the interview is the only source of data (HatclQ20 A third type of interview is the
standardized interview. Standardized intervievgsiire that the researcher enter the
interview with a set of predetermined questions$ #ne asked in the same order, using the
same language, to several participants. Standatditerviews allow the researcher to
gather information on a topic of interest from nuous sources and then compile it
systematically (Hatch, 2002).

Whereas observation is “the act of taking noticearfiething, interviewing is an act
of communication” (Janesick, 2004, p. 71). Intewing is a meeting of two people to
exchange information and ideas through questiodsesponses. The result is
communication and joint construction of meaningudt@oparticular topic (Janesick, 2004).
Once the interview is complete, the researchettipegcdeveloping categories from the data,
looking for points of tension and conflict, focugion making sense of the data. Attention
must be given to the people who participate instively, as well as the researcher’s own
orientation and purposes (Janesick, 2004).

Researchers think of interviews as filling in tregog of their own work and
expanding their knowledge of the particular areatofly. Questions must be specific, but
also expand beyond the immediate intentions ofékearch. Interviewers must spend time

establishing rapport, building up to the centraliss and understanding their context in the
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interviewee’s life. Researchers are cautionedmdismiss other areas of interviewee’s lives
or extraneous topics that develop in the intervi@ihese “unnecessary” discussions may be
very relevant to the participant and therefore astrthe researcher’s attention (Ritchie,
1995).

While conducting an interview, a combination of ogended and specific questions
is most effective. Participants are able to disamsat they feel is most significant before
narrowing the topic. Open-ended questions allosigpants to speculate on matters and
include all of the material that they think is nedat to the subject. Additionally, open-ended
guestions are seen as a means of empowering thageart. They encourage the participant
to relate and interpret their own stories. Pgstiats can actively shape the course of the
interview rather than responding passively. Marecsic questions can be used to elicit
factual information. Specific questions are ugua#ied in response to a comment or thought
expressed by the participant (Ritchie, 1995).

Subjectivity Statement

Trying to define my beliefs, values, ethics andeksence of “Todd” has proven to be
challenging. 1 like who I am, who | have beconhelon’t always think about “me,” let alone
write about “me”. | see myself as a student, ethrcadvisor, son, brother, uncle, and
friend. | have had successful experiences in miotese roles, and not-so-successful
experiences in a few of these roles. The idealttan learn by reflecting on my experiences
keeps me going — no one expects me to be perfexdgefor me!).

| was drawn to education as a young child dueeddaht that | experienced difficulty

in school. Two teachers in elementary school, oo¢h, influenced my decision to become a
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teacher. Through their patience, understandingd) aétiention (not to mention an older
brother who continues to be a guiding principlenyn life) | finally began to experience
success in school. | want to be able to help dtlierwho had similar experiences in school.
| feel that my eyes and ears are more open, my hreme understanding, and my brain more
patient from my own experiences in school. No aratthat title | hold, | hope to always be
considered a “teacher”. | can think of no greatanpliment a person can receive than to
have someone call themy teacher”.

My philosophical stance and belief system in regdaodeducation is rather simple: a)
all children should have the opportunity to learnite best of their ability, b) schools must
build relationships with their partners (parentanounities, etc.), and c) a student has a
right to leave public school with the necessaryiedge and skills to be successful in the
world they enter, be it college/university, vocadtechnical school, the military, or the
work force. | become frustrated with parents wéxen in elementary school, push students
to go to college or university. It is a fact delithat not all kids will be successful in
college/universitynor that all kids want to go to college/universitigducators and parents
need to realize that the true goal of school prépare the student to be successful in life, be
it as an engineer, teacher, soldier, plumber,rmidaaper. Parents and teacher should
encourage students to “live up to their potentidiowever, realistic goals should be
determined and all stakeholders should work towHredssommon good of the student.

I consider the education system the cornerstomeiogociety and culture. Every act,
every action, every job and job skill requires tbateone play the role of teacher and

someone play the role of student. My father, ma@iNCO in the Army, spent several years
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in the military as a drill instructor. Not untibegan my teaching career and the two of us
discussed my daily tasks and interactions withesttgldid my dad begin to see himself as a
teacher. | suspect this is a common occurrenteeiprivate sector. Seldom do we hear any
recognition for the doctor’s best teacher, or #ve $chool professor, or an engineer’'s mentor
or advisor in college. Many professionals woul@éhgiou believe the role of teacher is non-
existent in their field. And that's a shame.

| am a teacher who currently serves as my distristhool Improvement
Coordinator. | consider myself a good person wijoyes helping others. | am a life-long
student, both in life and higher education. Evesytlenter the greatest classroom of all, a
public school. My best teachers are not alwayso#epsor or even a peer. The most
meaningful lessons | have learned have come frenmthst meaningful people — my
students.

As | reflect on my role as researcher in this sfudgcognize that there may be
several biases | have to address. First and fagmparticipated in the opening of a new
school as an assistant principal several years bhgmst recognize the impact of my own
personal experiences during the research and loat aly own successes (and failures) to
color the research. Second, | know the particgpahthe study in a professional capacity,
many for several years. The relationships | hateldished with these administrators have
the potential to skew my analysis of the data, e & what is reported. | must develop a
trusting relationship with the participants thatlwnable them to be honest and forth coming
with me. Additionally, | must maintain their prefgonal integrity and reputations,

regardless of what the data reveals. Lastly, Elmvested interest in the research as an
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administrator in Smith County. It is my responkipito ensure that the research findings are
applicable not only to my own district, but alsadistricts across the state and country.
Data Analysis

Data was closely analyzed to look for common teas they emerged from the
interviews. Interviews, in the form of personatnaéives, were recorded in order to provide
an accurate reference of the data. Initially,rintavs were scheduled for one, one hour
session. However, additional time was allowedritgrviews if the participants needed
more time to answer questions or wanted to elabanathe topic of opening a new school.
The interviewer scheduled interviews and determanémtation to conduct the interview
based on the needs of the participants. Additipnalfocus group interview involving all
participants was conducted after each individurinew was completed.

The researcher must keep in mind that meaningoersonal narrative can sometimes
be ambiguous. Since the narrative evolves outpsbeess of interaction between people —
self, teller, listeners, and recorder — every pgréint may not have the required background
knowledge to fully understand what is being sharatfhough the goal may be to tell a
truthful and accurate account, a researcher’s tnagrabout another narrative is subject to
interpretation (Huberman & Miles, 2002). Narratw# not “speak for themselves” or
“provide direct access to other times, placesuttuges” (Huberman & Miles, 2002, p. 235).

Analysis of the data must also be kept separate the interpretation of the data.
Analysis falls more on the scientific side of thengnterpretation on the humanistic side.
Referring to the examination of data using systensatd standardized measures and

procedures, analysis has a more limited, more ggeamd more clearly defined role.
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Interpretation is not derived from rigorous, agregon, carefully specified procedures, but
from the researcher’s efforts at sense makings iEh& human activity that includes
intuition, past experiences and emotions. Integpien invited the examination, the
“pondering” of data in terms of what people makét.ofit is only through the examination of
data that data takes on meaning (Wolcott, 2001).

Transcriptions of the interviews were prepare@byutside service. Once
transcriptions were completed, interviews wereeallpseviewed. The constant comparison
method was used to analyze the data (Miles and ifhdbe 2002). The interviewer first
listened to the tapes by themselves, listeningnfitections, what the interviewee said, and
what the interviewee did not say. Then, in ordezdde the data, the interviewer read the
transcription and listened to the recordings siemdbusly. By conducting individual
interviews, the researcher was afforded a stronglleaof what “real-life” is like. The use of
thick description — “data pulled from participathat produces for readers the feeling that
they experience, or perhaps could experience \hete described” (Creswell, 1998, p. 184)
— generated richness and holism in the researhb.r@ader experienced data that is vivid,
nested in a real context, and has a ring of trbtugit. By focusing on the lived experiences
of participants, interviewing is fundamentally wellited for locating the meanings people
place on the events, processes, and structurégiolives (Huberman & Miles, 2002).

Validity and Reliability in Qualitative Research

Validity can be described simply as whether or amoésearcher sees what he or she

thinks they see in the research. In some caseblgmns arise between the link of what are

actually being studied and the version providedh® researcher. The researcher must
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determine if the phenomena would be the same wheth®et he or she was there to observe
it (Flick, 2002). External validity measures theemt to which the findings of the study are
applicable to other groups (O’Donoghue & Punch,300For the purpose of this study,
validity will be assessed in terms of if the papants have indeed followed the practices and
procedures they have shared with the researcher.

Reliability is the extent to which a study can bplicated (O’Donoghue & Punch,
2003). When examining the role of administratarbuilding a positive school culture,
many of the basic practices of the research catupkcated in other school settings. What
cannot be replicated are the specific circumstaandsconditions of the study, including:
growth patterns of the district, construction sahesd for opening new schools, staffing
considerations, and the personal attributes andhctaaistics of the participants.

Coding data is a crucial step when interpretingrésearch findings. Coded data
must be analyzed in order to determine what datéowirelevant to the research and
therefore integrated into the study. Coding “imigls the constant comparison of phenomena,
cases, concepts, and the formulation of questi@#gk, 2003, p. 178). Questioning does
not stop at the end of the interview; the researohest continually ask him/herself questions
to determine how the data is related. These quesstcombined with open coding
(expressing data and phenomena in the form of gis)cegenerated central themes in the
research.

Limitations of the Study
A major difficulty in any qualitative study lies the ability of the study to be

generalized to other situations. Additionally,iesthproblems can arise if the identity of the
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organization or the individual participants is dised without his/her approval (Gall, Borg,
&Gall, 1996). Given the setting of the researtte (tesearcher's home district), maintaining
confidentiality of the participants may be difficulAnother limitation of the study is
reflected in the personal predisposition or biasgdke researcher. As a professional peer,
former classmate and, in some cases, friend, gidhécipants, maintaining a high level of
objectivity was crucial for the researcher. Acaogito Zou & Trueba (2002), “researchers
must be honest about their own subjectivity andeto¢valuative claims interfere with what
is observed” (p. 119). An additional limitationtbie studies lies in the fact that the sample
size was relatively small, and all of the particifsawere employed in the same district.

The limited use of triangulation must also be added. Triangulation, a data
analysis process that cross-checks and crossinetselata, is effective in determining the
accuracy of the data. Given that participantssaeging their own personal experiences,
practices, and beliefs, triangulation has a limrgd in the data analysis. Participants may
perceive that they followed a specific course aioa; involved critical stakeholders, or
practiced shared decision-making when in realigyttiid not. In the absence of
triangulation, it becomes increasing difficult tetermine what actually took place and what
was perceived to have taken place by the partitspan

Summary

Qualitative research techniques are interesteetiting to the meanings and
understandings, real and/or implied, of how peopddke sense of their surroundings. When
examining how individuals build and establish pesischool culture at newly opened

schools, an understanding of the individual resiidass crucial. We must learn who the
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complete person is. School or district-generatdd dr reports from meetings are not useful
data sources for such a study. In order to gat-aepth, detailed description of the entire
person, the use of interviews to generate perswrahtives is required. Participants must
have an opportunity to share their story, the tetdithe journey that led them to where they
are at today. Through careful examination of tpersonal narratives, the lived experiences
of participants came to light. By analyzing thikitk description,” the researcher was able
to see common trends and themes emerge from thegtimes. These trends and themes, both
the positive and not so positive, can then be agib assist administrators around the

country as they face the monumental task of opeaingw school.
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Chapter 4
Findings

“When | think of school culture, (it's) the way wie things around here; the way we conduct

business; the way we treat people. It is the lef@bnesty and integrity and inclusiveness
that the school has.”

- Elementary School Principal

Introduction

The research questions previously discussed wargexad through the use of
narrative analysis. Interviews with the four papgants took place in a variety of locations
and times, as each individual participant was &bkelect a location and time that best fit
their schedule. All interviews were recorded amelfocus group interview was recorded and
video taped. Two of the individual interviews tgalace after school, while the other two
individual interviews took place on Saturday mogsn Interviews were held in the
principals’ offices, a conference room, and evea fast food restaurant. The length of the
interviews also varied from one hour to one hout 45 minutes. The focus group interview
was held at the elementary school in which theareser previously worked because it was
centrally located for the participants. The fogosup interview lasted approximately one
hour and 15 minutes. One participant, the prinap&ine Bluff Elementary, completed his
individual interview, but was unable to participaieghe focus group interview due to an
unexpected family emergency.

The participants were asked a variety of questitumgg the interviews (see
Appendix A), which were designed to provide answerihe basic research questions - What

are the central elements required in the planr@atablishment, and building of a school
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culture? Who are the stakeholders that should\sgvad, and to what extent? How does an
administrator’s personal belief system impact tiseon of the school? The findings of the
study are presented as direct exerts from theishaiy and focus group interviews.
Additionally, requests for artifacts related to tyening of the schools (artifacts - PTA/O
documents, advisory council minutes, test scoeasher absentee/turnover rates, minutes
from the first faculty meeting) were made to therfparticipants. However, these materials
were not made available to the researcher.
Participants

Each of the four participants arrived at theirreat positions through a variety of
career pathways. Two of the participants entedet&ion through what would be described
as non-traditional routes; the other two partictpanrrived at their positions through more
traditional means. The principal of East View E&mary School, Ted Jones, taught
elementary school and special education for overelss before entering administration.
After serving as an assistant principal at a nesglnig school for seven years, he was named
the principal of East View Elementary School whieopiened in 2000. He has been the
principal of East View Elementary School ever since

The principal of Pine Bluff Elementary School, Tdfartin, also pursued a more
traditional career path to the principalship. Atempleting his bachelor’s degree in
elementary education at East Carolina Universigystarted teaching kindergarten in a local
school district. Before leaving that district, &lso taught first grade there. Moving to Smith
County, North Carolina, he began teaching fourtidgr Encouraged by his principal to look

into leadership positions including the principgtsiine decided to go back to school to earn
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a master’s degree in school administration. Upadgating from North Carolina State
University, he became an assistant principal asémee school where he taught. Working at
this school for two years, he transferred to anoghementary school in Smith County.
Having an opportunity to open up a new school agsaistant principal, he made another
move and worked at the new school for about hg#a. At that time, he was offered his
first principalship at another school in the didtriHe stayed at that school for two years
when the opportunity came to open Pine Bluff ElefagnSchool. He is currently in his
second year as principal of Pine Bluff Elementach&®l.

Susan Johnson, principal of Shady Creek Middleo8klstarted her career as a
lateral entry teacher and taught eighth grade ksttidies for seven years. At that time she
decided, “l wanted to do something different spplaed for (and was awarded) the
Principal’s Fellows Scholarship.” Graduating fréayetteville State University, she began
her administrative career as an assistant pringipain at a middle school. After she
completed her internship, a high school positiotelbge available. Serving as the Assistant
principal for curriculum and instruction for fiveegirs, she was named the principal of Shady
Creek Middle School in 2003.

The principal of Glenn Dale Middle School arrivatcher position through more non-
traditional means. As a self-proclaimed, “non-itiadal college student,” her road to the
principalship started as a substitute teacher.FrAs Jackson shares, “I went to college for
the first time when | was thirty. | wanted to stayme with my children before | did a
career.” While at home with her children, shetsthto do some substitute teaching.

Discovering that she really enjoyed and loved bairggind students, a teaching career
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entered her mind. She went back to school ancedaneaching degree in secondary
mathematics (“because that was my favorite sulmjesthool”). Graduating in the fall of
1992, there were no high school math jobs availeblee district, so she took a middle
school job at a K-8 school. After one year thehes transferred to a local high school. While
teaching there, another teacher at the schooh&iébout the North Carolina Principal
Fellows program. Discussing the program, anduh®pjto administration, with several local
principals, she decided to apply for the scholgarslis she explains, “I was not in favor of
(the North Carolina Principal Fellows) the progratithe time but thought about it and
talked to a couple of principals and they said ttealy felt like they had a greater impact on
the children if you were a good administrator. | 8ecided | would apply for Principal
Fellows and if | got it, | would do it and if | dict, | would remain in the classroom because |
loved teaching. | didn’t leave the classroom bseduvas unhappy, | loved teaching.”

Upon receiving the North Carolina Principal Fello@cholarship, she attended East
Carolina University and worked for five and onefhyaars as an assistant principal at a local
middle school. Promoted to the principalship Kt& school in the middle of the year, she
was there one full calendar year. Then, in thengmf 2007, she was given the opportunity
to open Glenn Dale Middle School.

Defining School Culture

The definition of culture means different thingsdifferent people. As such, the
culture at one school can, and often is, vastlfieceht compared the culture at a neighboring
school. Participants in the study each have their spin on what culture means to them and

their schools. All agree, however, that a sucegsshool must have a positive school
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culture. The principal of East View Elementary &ahstates, “When | think of school
culture ..... it is the way we do things around héne,way we conduct business, the way we
treat people. It is the level of honesty and intg@nd inclusiveness that the school has.”
As he points out, the dynamics of culture changes tme as new people join the staff at a
school. Mr. Jones explains that having enougmted barriers in place help teach the new
people how to come onboard.” Through this inforexathange of the school’s culture and
norms, new staff members get acclimated to expentafrom the administration, other staff
members, and the community in general.

The principal of East View Elementary is very cléeat “we certainly have a culture
in our school of high expectations.” Having a stiddemographic that reflects a higher
socioeconomic background than the majority of tiséridt’'s elementary schools (less than
15% of the students attending East View Elementaggeive free/reduced lunch), he
recognizes that the students who attend his sdwoé to school “with a lot of advantages.”
The staff, however, still maintains high expectasiof the students and work hard to
challenge them. The change in the student dempbgrat East View Elementary has
happened recently (over the 8 year span of theost®ing open, the current level of 15% of
students receiving free/reduced lunch is the higiiesschool has seen). The principal of
East View Elementary recognizes that the demogeapifithe students will continue to
change over time and helping veteran teachers attischange is going to be a challenge.

According to Mr. Jones, “l would say the biggesaltenge that we have at ...... is.
sometimes for the people who have been there tigest, they struggle with the child that

doesn't fit into the round hole and rather than panng them to children of that grade level
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in general compared to children in that grade lew€bur school), they sometimes jump to
the conclusion that the child must be special egaee some kind of disability when the
truth is the child has just had a lot of hard kreekrly in life that haven’t given them the
advantages that the other children have and scawe o work through the assistance team
and with the assistance of the special ed teatifeeguidance counselor, to help them to see
that this child is just going to require a lot maverk but that there is no disability involved,
it just is that they did not have that pre-schealrhing that so many of our children did.
They have not been exposed to books, and theyr@yJseen exposed to any kind of
organized educational function.”

The staff of East View Elementary School continttedemonstrate a culture
supportive of teachers and staff, particularlyrfew staff members. Two specific incidents
reflect the support provided to teachers at theakcliwe have had lots of tragedy in our
school over the eight years that we have been.tH&ree we have been there we have had a
teacher whose husband was killed in an automobdelant, we have had a bus wreck that
involved all of our chorus....while none of thoseldren were badly injured....it was a very
scary time for all of us because we had about @6 ghildren transported to the hospital and
no one knew how that was going to turn out ancetitee staff that was left back at the
school just jumped right in and filled all the gapat were left by those of us who were at
the accident scene and the hospital. So it igyasigportive culture and the veteran teachers
that | have really reach out in trying to help thogw teachers that come in and make them

feel included and a part of our school.”
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At Pine Bluff Elementary School, in their thirdayeof operation, a culture of its own
is starting to take shape. Tom Martin, principaPme Bluff Elementary School, views the
culture of the school as being directly correlatethe long-and short-tern goals, vision, and
mission of the school. Culture at Pine Bluff Elent@@y School can be described as “The
way we do things, in using terms, culture defiresngny things within the school.
Obviously you have to have a vision as to wheresgriyour school in years to come, and a
mission and goals, values that people believe inordier to obtain those goals but culture
goes into the beliefs of the leader and the indigigtaff members of that school. Beliefs as
far as how things should be done, how the schamlldhbe run, what is it going to take to
get us to the level of greatness that we inspiteetd

As with East View Elementary School, the cultuf®me Bluff Elementary School is
rooted in high standards and student achievemfetording to Mr. Martin, “culture is
something that is hard to describe but it is eassee. If you sat down and asked someone
what is the school’s culture at (our school), | Vdomnagine that might be difficult for
someone to put into words because it is so mamgshthat define culture. You may get
different thoughts from different people as faspscific type of things but the big thing is
that what is visible here at (Pine Bluff Element&ghool). Things like the Professional
Learning Communities where we believe that contirsuearning is something not just for
students but for staff and that we can learn bheetugh others and that we believe in it so
much that we are going to make sure that it ocagardless of the obstacles that we face.”

The principal of Shady Creek Middle School hasaartoncise explanation of the

culture at her school. As Susan Johnson explaiisat comes to mind to me is an
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accumulation of the best of every person in thatmng. The school takes on the culture of
the teachers’ attitude about children, about scheatlell as the culture of that community.
When | think of a culture that is what | think ofAlong with both of the elementary
principals, Ms. Johnson cannot discuss the schoaltsre without including the students
and staff in the description.

At Glenn Dale Middle School, the principal, Fratkson, recognizes the
expectations of the community when describing tifeuce. Her vision for the “perfect
school” extends many years down the road. “I tluhk as an environment when you walk
in the school, what the atmosphere is like, whait fgel, what the students think of the
school, what the community thinks of the school, iateraction with the community and in
opening a new school, you have the opportunityhapse that cultural environment so | just
thought about if | could, at the end of my carsew; ‘this is a perfect model school, what
would make it the perfect school’ and those arehiregs that we wanted to happen at our
school.”

Teamwork

The school staff and community also play a vitdé in the development of a
school’s culture. In addition to hiring staff farschool that is just opening, making sure that
new staff members will accept and support the igstulture, expectations, and direction
the school has embraced is crucial. The prin@p&ast View Elementary School
recognizes that a school’s family is all encompassiWhen | talk about the school family, |
certainly am talking about all of the school em@ey all the way from the newest custodian

that we have on staff to a teacher like Mary Jor&se has been teaching for 40 some years,
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has held every job in the system, knows all thesags well as parents in the community, the
faith leaders. They are all involved in what'srgpbn at (our school), either directly or
indirectly, and so they are a part of the greatBosl family and lots of things that we do at
our school impact them, whether they are actuallpar campus every day or not.”

At Pine Bluff Elementary School, the school’s “filhtakes center court, as the
principal tries to establish customs and traditiankis school. One effective strategy
implemented at Pine Bluff Elementary School by &pal Martin was a staff banquet held
during Teacher Appreciation week. The banqueuhetl a staff dinner, a short program,
and a dance for the staff. However, the schoollfagoes a little further than that, according
to Mr. Martin — the entire school family also indks the students, parents, and community.
Principal Martin explains that a school family iry much like a traditional family. “You
know thinking of your school as a family makes ybink about what a true family means in
order to be a successful family and to have redpe&ach other, have to love each other. It
obviously is a different kind of love than what Wwave for our immediate family members,
but you have to have the motivation to want todgether and to work together.”

Much like a traditional family, a school familyrfations successfully because the
members of the family recognize and respect tHereifit roles each member of the family
plays: “Trust is a very, very important aspect whémink of school family. We have to be
able to trust each other, to value each othersights professionally. We often tend to
evaluate each other just by the role they play hesehool. That is something we touched
on just the other night and we all have differex¢s that we play. The custodians,

obviously, is much more different than what thesstaom teacher does or a child nutrition
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employee is much more different that what an aamsigirincipal does but we have to value
everyone’s position here and the role that they pcause without one person....without
that role being here at the school, we would nowvbere we are today. It takes everyone in
taking pride in what they do and in taking ownepshiwhat they do to try to find the best
way to achieve the school goals and personal goalsier for us to continue to be even
beyond what our expectations are.”

Opening a new school brought along a specialfsgtrcerns at Pine Bluff
Elementary School — helping staff members embtaeie hew school family. The principal
shares his efforts to make a clean break fromihd®wv of a neighboring school where most
of the staff and many of the students transfemrechf He explains, “The school family is
something that takes time to build, especiallyowking at a new school that was something
that was probably a little concern for me in brimggmany people together that had never
worked together the first time. Obviously you Hatteach school year anytime you have
vacancies tofill ..... (it's easier if) you alrealdgive an established school and established
team. But with a new school you are putting togetn entirely new team. You may have
some people that came from one school and so thajdvwontinue to work together but you
are really bringing together many different peopt@ny various backgrounds, and each may
have different thoughts and ways of how it showdd Bor example: ‘at my school we did it
this way’ or ‘here’s how it was done’. That wasrsthing in the beginning when we were
forming the school; | made it very clear that ooalgwas not to be another school. For
example, a large percentage of our staff was frame{ghboring school) and I told the staff

here that my goal was not to become a mirror dfsbhool. That we were Pine Bluff
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Elementary School and that we would have our owiorj and we would set our own goals
and mission. Not that (the other school) was rgreat school but ........ that everyone
should come together to define our school cultowe,goals and vision as to where we
should be so that we would be our own school.”

Susan Johnson, principal of Shady Creek Middleo8klalso draws a correlation
between the tradition family and that of the scHaatily. “We are a family, more like
brothers and sisters. You can get irritated al ediger but you still love each other and care
about each other and care about the best welfaaespjone and you know the culture of
your school and that you are a family and if thera conflict or if someone is in trouble or
someone is experiencing problems.” As the schdugieest ranking administrator, Ms.
Johnson likens her role to that of a parent. lakgarent, when there is conflict or an issue at
the school, she helps the make sure the staffaliltise together to try to help fix and make
that situation better for both parties. It is mnifly in the terms that we are all here together
for one common purpose which is to educate childrehat the same time, the purpose is to
support each other as best as we can.”

The role of the school family at Shady Creek M&8chool is “helping that person
and help make sure that the school adheres t@@ais and mission) which is to provide a
quality education for every student, regardlestheir backgrounds.” The school family is
“not just the teachers, but the teacher assistdr@sgustodian staff, the office staff...we all
work together as a unit. Not perfect, but we afktogether as we have that unified

purpose.”
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At Glenn Dale Middle School, school family incliedeven those members of the
community that may not have students at the schbloé principal explains, “When | think
of school family, I think of first and foremost tife students. | think of the staff, the entire
staff, not just the teachers but the custodiarestehcher assistants, the cafeteria staff.....we
are all a part of the team. | think of the parghtiink of the community. We are very
fortunate here to have a community who really waités school and supported our school
even though they do not have children here...marlgeh...in fact. We had far more
community members at our dedication ceremony thawlieh students. So we have a very
wide community support base here that are prowiogchool and support us in every way.
I include all of those people in our school fanily.ike many traditional families, a school
family can include an ever-changing, diverse grougtudents, parents, teachers, support
staff, and interested community members who onlgtwae school to be successful.

Bringing Stakeholders Together

The day-to-day operations of a well organizedatdshed school can be trying for
the most experienced and seasoned administra®pening a new school, with a plethora of
obstacles — creating a common vision for studemtisstaff members from several merging
schools, missing furniture and supplies, new busag) nervous and anxious staff, students,
and principals — is a feat in and of itself. As fharticipants share, these challenges took
their toll during their opening year. The biggelstllenge at East View Elementary was
easing concerns from teachers who were transfésrdge new school by a district mandate.
The principal recalls: “The biggest challenge tha&d was bringing teachers together from

several different schools and melting them int@a community where they said ‘Yes, | am
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a teacher at (East View Elementary School) andishise way we do things here verses
‘Well, | taught at ........ for three years and that is not the way we didete and | liked the
way we did it there’.”

There was some resistance during the first yegsase of them were resistant and
unhappy because they had just started to get axoadtto (their old school) and then they
were told in May or late April that they were goitogghave to go to a new school.” Many of
the new staff came from one school and “were thst hired’ at (the old school). There was
one or two veterans that opted to come to (EaswMieit most of the ones that came were
the last hired. They had been there one or tvaosyePrincipal Jones understood their
concern, but recognized that the staff would havenibrace their new school in order to
move forward.

Pine Bluff Elementary School had similar concesith bringing well over 100 new
staff members together in a new school: PrincipaftM remembers that he and the
administration were “crossing our fingers and hggimat everyone would work well
together and build that trust that needs to beethtbat respect for one another and valuing
others’ positions. Getting the right people in tight position does work to be a challenge.
That is something | took very seriously.” AdditidlgaMr. Martin focused on what he
determined to be key leadership positions in th@skcwhen the hiring process started. “I
started with what | perceive as being the most mgpd leadership within the school, the
assistant principal was very, very important totmspend time interviewing for the right
person because | knew that person was going tanega@ player in the school. The

treasurer/lead secretary was the first persorebhira very, very important role. Then | had

76



to hire a head custodian.” The principal thentelihis focus to the grade level teams.
Recognizing he needed key teacher leaders in plaeeanted to “hire someone in those
positions that you knew would be a leader and felpin hiring the other positions within
that grade level.”

Another challenge was ensuring a smooth transitiothe students. One benefit
Pine Bluff Elementary School had was that all & $itudents transferred from one school.
Given this benefit, the principal was “able to spanot of time in that school, learning some
of the systems that were in place at that schableerning some of the students and
learning what they thought were useful things gaingt their school, things that they
thought they would love to see improve. We wanteldave some things very similar for the
students to make the transition but at the same itikind of goes back to what | said, | did
not want to create a school that was a clone ath@nschool so we had to look at a very fine
balance there. What were some other systems thaeeded to have in place and hoped that
our students would feel comfortable in coming teesv school but at the same time have
some things in place that are going to make usistahas our own school.”

Helping parents adjust to a new school with a nelture was another obstacle faced
by Principal Martin. “One of my fears was thatdwd have parents on a daily basis coming
to me saying ‘well last year at their old schoatlnad this so why are you not doing this
here because they loved it so much and why ishdgpening and why is that happening’. It
is the comparison concern. Although there was sointieat, there definitely was not as
much as | had been concerned there would be. Atderadvantage for me was all of our

school came from one school so | was able to spdatlof time from the beginning in
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attending PTA meetings, award ceremonies. Thereheaadvisory council meetings, many
events that were occurring in the community thatitdoe brought into the school, | tried to
be there because it is important for me to getacg fout there to them to let them know who
| was, to try to answer questions that they mayeh#&wvgo ahead and try to establish the level
of trust that needs to be there as a leader af $bhbol. The parents need to have that trust
that the principal of the school will be the persdmo is going to take care of their kids and
make sure that school was heading in the righttime. So it was important to me from the
beginning that parents knew who | was early on.”

Finances were also an early concern for openimgnaschool. Although every
school faces budget concerns, at a new schoolé‘ileso much that you have to have in
your first year. With other schools that | havemé each year you look at your budget and
kind of add to what is already there. You looka@r priorities and you focus on what your
needs are for that given year, but in openingméwa school there are so many things that
you need and you need to have them that year. c&onot wait until the second year to have
those things. That was a challenge. For examplagething small like calculators....we
spent $9000 on calculators because that was samgettd had to have that first year. Again
it goes back to the students were used to havilegletors. So in opening a new school and
not be able to put a calculator in each studerafglhas they had been used to that would be,
first of all a disservice to their education asytixere used to having it and there is a purpose
for using the calculators. But another thing wooéda concern from parents saying that
what you are offering at the new school is not caraple to what they had at the other

school. So although we were given some openintugtéunds, | did not have to go back to
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the superintendent and request more funds jusubeaa the cost of the things that were
needed as far as instructional supplies, so fdrthill say upfront that | do not think you can
ever have enough money to open up a new schoalibedavould say even if | had been
given more money | would have used it. | feelphacipal of a new school must be willing
to go back to the superintendent and say “I neect mmney” because if you do not have the
things that are needed at your school, again thiyook at leadership and they will look at
that principal and think that the principal did pbén as he or she should have in order to
open up a new school.”

As far as the facility itself, accommodating tiesr number of students was a
challenge. Pine Bluff Elementary School openedfwiver 800 students and that was a
challenge in the fact because typically the scmothlin our county had started with a lesser
enrollment. | would say approximately 500 or lasd so, starting a new school with over
800 students was a challenge because it reallgatidive us a lot of time to put our systems
in place, to monitor those systems very closelytarnchprove upon them. This all really
happened fast and had a sense of urgency in thehgdveo many more students. We did not
have a lot of room, if that makes sense, to givsalues time to get up and running so we
had to just open on the first day of school runrbagically. The other part of facilities as far
as being a challenge for the students is that Wesbme small rooms that were built in our
wings for uses such as Resource, Speech, thoseaffieings and even before we opened
based upon the student numbers that we had head,tb go back to the Associate
Superintendent and tell them that we needed thos# slassrooms enlarged to a regular

classroom. So before the school was even budy; tad to modify four small rooms and
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change them into two large classrooms and so deafipays before school opened is when
they finally finished those classrooms.”

Uncertain enroliment numbers also played a patieémropening: “a challenge in
opening a new school as far as just your enrollmémw many actual students will you
have. We had estimates and we were pretty goddomit estimates but you never quite
know until that first day how many students you goeng to have and so making sure your
facility would hold all the students and that yadtthe appropriate number of classrooms
prepared for them was a challenge....sort of a gnggmme. As far as like student desks
and chairs and teacher desks, chairs....that wasl loasthe layout of the school and how
many classroom were already in the plans as fer a$at was on the blueprint...but we did
have to make some changes. For example, we hairegdhat was supposed to be all
kindergarten and all first grades. When we weterarg the first day of school we knew we
could not get all of our kindergarten and firstdgalass all on that one wing, so we had to
switch some of our classes. We had to move somardirst grade classes over to another
wing because we could not fit them all on the wimgvhich they were designed to be fit on.
Opening up a new school that was so large, | tthakjust added to the challenge of opening
a new school.”

Other concerns involved the construction schedntédeadlines for completing the
building. “It was a rush for us to begin. At on&t the school was very much on schedule
and then the crew that was at this school moveshtdher school as there were two
elementary schools in the county that opened tipeasame time, and they moved to the

other school because it was behind schedule agcctheght them up but then it got our
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school behind schedule. When | had first talkeith whe Associate Superintendent about
opening up this school, in my mind | had that waulddoe here midsummer, which was
going to be very nice and get into the building atadt walking around the building and
seeing first hand what needs to be done, but melitie was pushed back pretty drastically
so we moved in | would say probably about fouriee flays before the teachers’ first day.
When | say we | mean administration, office staffstodians....| mean there was a lot to be
done before the teachers came but it happened,ade mhappen.”

The principal of Shady Creek Middle School waseablpinpoint two primary
concerns, hiring quality staff and addressing camcé&om teachers that were forced to
transfer to the new school. Ms. Johnson refld@s ‘tmy biggest challenges at the time were
to staff the school, make sure that | had quagiachers to take the positions that were open.
Another one was to really work on the culture & sithool because when you split a school
and the way the school split there were certaiohtes that moved here but they did not
want to come.” In an effort to help ease soméiefanxiety from teachers forced to transfer,
she “promised them that if (the other principal)ulebtake them back that | would let them
go back, and | did, but that created a problenmferover the summer because | was hiring
up to the time school started. So the biggesgtfon me at the time was to hire the staff and
try to create a climate and culture....to try totstdir the way | wanted to end up. To try to
work with the end in mind...what did | want at thedesf the year and this journey to look
like and at the same time trying to get people cgniiom all different places in trying to

build that family structure and support.”
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Just the opposite of Pine Bluff Elementary Sch@b&nn Dale Middle School faced
the huge challenge of merging several schoolsdnschool the year they opened. “In all,
we had nine schools. And what was hard aboutslthagt there is no where in the summer
to secure cumulative records before the schooldcopén. Had we been splitting with an
existing school, | could have gone to that one sthod done a lot of work but it was very
difficult to turn around to do things at all sch®olOne of the things for me that was difficult
in opening this year was that we had students cgifnam nine different schools and by
being in a temporary office, there was no whereetatrally store and secure cumulative
records, so if you are opening a school that hisohanother school you can go to that
school and look at everything but | couldn’t andrthwas lots of information that | needed
about students that | did not have and could nbage was very surprised to learn there was
no centralized list of AIG students. There is adist for middle school.....the center there
would be, but for middle school there is not a raied list that identifies the student as
being gifted. There is not a centralized list ¢fons qualified for Algebra and Pre-Algebra
and so | had to rely on getting that from the défe feeder schools and it was difficult. We
had to wait and do a lot of things that | would @édike to have done sooner. We had to wait
until they got us into the building because ofdkasitivity of the records. We got into the
building two weeks before the teachers came b&ckl only had two weeks to get schedules
and that was very hard. That was a big challen¢garning information about the students
before they got here.”

Additionally, Glenn Dale Middle School faced sealg@ssues with their facility. As

the principal explained, “we had a lot of technglégsues in the school and did not get
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technology online in time to have the effectiveayy school open that we wanted. We had
a lot of teachers who still have technology issyes, know, a month within the school year.
Getting into the school itself: you really can get in the school to get things secure and
you can not secure it until they get a certain amdinished, so we moved in about August
3 and school opened in two or three weeks and thataabig challenge.”

Merging the staffs from existing schools, as wslnew teachers and teachers new to
the district “was also very challenging. Tryingdeate the school culture with a whole new
staff was very difficult. We had a whole new staff lot of new teachers: we had some
teachers who had been in Smith County schools butad to bond and team and come
together and these people, very few people kneer @bople. That was really challenging.
We really have worked on teaming and bonding, sofahose things are challenging.”
Additionally, wanting to ensure a smooth transitioom a previous school to the new school
for students was a priority. “Knowing that you rﬁirdgrade parents that you knew their
children did not want to leave (their old schothgy were very happy with the school where
they were and did not want to leave. While we dbtake that personally, it still, you know
you have to meet the needs of those parents asd #todents.”

Support for Administrators

Serving as the principal in any school can benelly and isolated job. As the
participants opened new schools, and continuersgas principals, they have developed a
support network comprised of other administratoith@ school and district level. The
principal of East View Elementary School still maims a close relationship with a former

principal and central services administrator hek@drwith before assuming his own
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principalship. “If I have a problem, | call (hirahd | say ‘this is what happened, this is what
I am thinking about doing, what do you think?’ @éJld$ worked with (the Associate
Superintendent of Curriculum and Instruction) hiarthe county in various capacities ever
since the early 80’s and | feel real confident allmuncing anything off of (him) in the
curricular area. | mean he is just an expert amdgive you good, sound advise and he
always has his head on his shoulders and hisifedyfon the ground and lots of good,
common sense and good experience. (The DeputyiStgmelent) is someone who has
come on in more recent years who gives great adwidegreat council. Can look at things
just passionately and help you see.....you know samstyou may be a little bit cloudy by
anger or being in the middle of the situation...he si@p back and say ‘you know, what is
really the issue here and what do we really waatctmmplish’....he kind of helps focus the
picture for you.”

Principal Jones shares that the isolation of a prencipal in a temporary office adds
to the sense of being alone during the planningesta’One of the frustrations that | had
during that time when | was in a temporary officasw felt real isolated from the people at
the central office and sometimes | was callinguesiion something and | was asked why
had I not already done that. Well nobody told me$ supposed to have done that by April
1% and so that is why | haven't done it. Do you kribthere is a timeline for something to
be done, you need the timeline and | always adioettee timeline. But | have to have a
timeline in order to know that things have to be&lanstead | was playing catch up.”

Tom Matrtin, principal of Pine Bluff Elementary S, looks to “the mentor

principals that have been there before me. | tlae in my Nextel. | talk with many of
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them on a daily basis and throw ideas off on thanow challenges, throw situational type
of experiences off on them...just to get their thdaghrhat has been very, very important to
me to have those contacts out there from peoplemdnphave already gone through what
you are going through and may have experienced soimgs that you are experiencing and
hearing how they faced that challenge and what dietyo work through that challenge to
give you ideas to be able to help you as well.”

Principal Martin also recognizes the feelingssofiation that come with serving as a
school’s principal. He explains, “I have alwaygghis that administration, | even felt it as
an AP, but administration can be a lonely professiecause when you are a teacher you
have your team there that you can talk to eachesady day. If there is sorrow, you go to
your team, they are there for you, you can trust, gan vent to someone because you have
your team, but when you become an administrat@m ¢éwough you are still part of the team,
it is a little bit different. As principal | canjo vent down to a first grade teacher or to
another teacher. And there are some things tth@tith personnel, parents, that | just can’t
go seek the advise of another teacher on the skaffyou have to have those professional
contacts that you can speak to. You know theyganeg to give sound advice, you know
they are going to be very confidential in what thelyyou. | think everybody needs that.”

At Shady Creek Middle School, the principal alsols to her primary peer group
(other middle school principals) for guidance, agvand support: “If | did not have the other
middle school principals to talk to, there are samparticular that | talk to, if I did not have
them it would be very, very lonely. Very lonelyhose are the folks that | rely on. Because

the family members don't really understand andhfiitiedon’t really understand when you
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have a kid climbing off the walls like you can’ttgel of them, you can’t do that....or if you
have a staff member that is not working to the bé#feir ability, you can't just snap and get
rid of them. There are a lot of people who areindhe school system that does not
understand the kind of process and procedures @mehwork that we have to go through.

We share things with each other, we share ideasvarghare an ear. Those are the folks that
I goto.”

Principal Jackson at Glenn Dale Middle School easeher network to include staff
members at every level of the district’'s organmati Additionally, she relies on her faith as
she attempts to make the best possible decisiotefaschool. She explains, “I have talked
to everybody. | pray a lot. My faith walk is thember one thing for me. | am a very
teaming, orientated person. | involve my assigpamicipal in everything that | possibly can.
We do everything, we talk about everything as ente#t has made some of the teachers
uncomfortable. Some of the teachers have saist, t@ll us what you want us to do’. But |
am really big on teaming, | am really big on thespa at the level to make the decision but |
do if I have questions, | do not hesitate to ctieo people, other principals, central services
support staff, experts in certain areas. | doeditate to get info from others at all. The
whole family support, when | say family is the coufamily support. | use the whole
support structure. | try not to worry people bdbh'’t hesitate to ask a question if | have
one. | have never been bashful about asking quesstil had rather ask and get the

information that | need if | am not sure.”

86



A Common Set of Goals

The time spent planning and organizing for thenapgof a new school is very
crucial to the long term success of the school.th&sparticipants reflected on the processes
and procedures they experienced, there were sesramiddr activities that proved to be
effective. At East View Elementary School “the Higng that we did to introduce ourselves
and our school to the community was to have whatallea ‘Summer Night at (East View)’
and | think there was three different nights thatimvited parents in for a couple of hours.
We had a K-1 on one night, a 2 - 3 night, and -85 4ight where the teachers for those grade
levels were there. We met in the cafetorium. ¥ked a little about what our school was
going to be like and then we divided the parentsoonmunity members that were there into
groups to tour the building and those tours weteally led by the teachers and teacher
assistants from those grade levels.”

As mentioned previously, Pine Bluff Elementary &ahwas very fortunate that all of
their students were being transferred from one@chbhis allowed the principal “to spend a
lot of time in that school, learning some of thetsyns that were in place at that school and
learning some of the students and learning whattth@ught were useful things going on at
their school, things that they thought they wouwlded to see improve. And that helped me in
opening the school.” Additionally, he was ablégpend a lot of time from the beginning in
getting (parents) to attending PTA meetings, avearémonies. But the parents...there was
the advisory council meetings, any events that wecairring in the community that would
be brought into the school, | tried to be theredose it as important for me to get my face

out there to them to let them know who | was, yadranswer questions that they may have,
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to go ahead and try to establish the level of tiet needs to be there as a leader of their
school.”

At Shady Creek Middle School, the majority afds#nts also came from one middle
school. This was also helpful for the principa she recalls: “One really great thing was
that the PTA at the elementary school approachedndd am glad they did. | met with
them. Actually, | got a chance to go to the IaBAPneeting and then | met with the PTA
officers over the summer before school startedtheg had an opportunity to talk to me,
share their concerns, we planned activities througthe year. That was really positive.
The other thing was when | met with the teachersndbefore school got out, | had a sheet
that | had them to fill out and | had them to talt what grade they would ideally like to
teach and what subject, what their certificatiors whthey were any clubs or activities they
were involved in that they would like to be involvie here, anything that they wanted to tell
me about to include in the school, they had sorpatithere and the things that | could
honor, I did as best | could.”

Principal Johnson was able to involve the stuglenthe transition. “I also had the
students select the mascot when the school yearugotWe did a contest with them and that
helped to kind of build up their excitement of cagito a middle school. Then | also
attended the fifth grade promotional exerciseidlallot. | tried to make as much contact
with parents and the community as | could. | hdat aaching out to me too. So it worked
both ways.” Those staff members who were excitelithe move to the new middle
school were also involved. “Some of the teachdrs ltnew they were coming, they were

excited. The ones who really wanted to be hersy; tere really excited about school and
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they would offer suggestions and come out in therear and help once we actually got into
the building.”

The principal at Glenn Dale Middle School recoguizhat changing times required a
change in the initial priorities for preparing the opening of school. “One of the things that
we tried to do very early on was in getting our sigbup and running, | had to be our
webmaster because it was merely me the summerebeBut while | was in the temporary
office, | tried to have a very active website taeginformation and | made sure that my
number was published and that people could call hnesponded to parents by e-mail or
with phone calls. Those were the first responséalked with parents every day about
something.” Like the other principals, interactingh the students who were going to be
transferred to the new school was also very impartalhe next thing we did was | had a
meeting at one school for the currefitahd &§' grade students coming over here....just a
guestion and answer meeting with the parents. trdidsame type of meeting at another
school for rising 6 graders who were new to middle school in genezehbse it was two
different sets of questions. Those rising sixtidgrs had middle school questions and the
group out at the other school had questions abheutéw school. They knew about middle
school but they wanted to know about (Glenn Daldd\& School). It was two different
types of meetings.”

Thinking about the long term success of the scharad as a means to begin to
establish a unique culture at Glenn Dale Middled®tithe principal then turned to the
community in general for support. “The third thiwe tried to do to build that culture, we

had in the summer before we ever moved into thieliogi, we advertised for community
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groups or anybody who wanted to come in and belwedan setting up and establishing
parent groups, parent support groups at the sambive had a meeting that night and we
talked about what type of school we want. | leatisaussion on how PTA, Athletic Booster,
Academic Booster.....all types of parent groups....latlef us even though we support the
school in different ways, we all have the same goal that is to support our students. So we
talked about Advisory Council that night, and we gd&TA established, we got an Athletic
Booster Club established, we had the beginnings@dvisory Council established before
we ever even got in the building and that was waportant. We opened this school with a
group of parents already involved and that was maod. When we had our orientation, we
had as many community people as we did studentsop¥ned the school to everybody at
orientation, not just parents and we did a longrdation, it was floating, starting at 2:00 in
afternoon until that night. Everybody wanted te ##e school, so we did that to try to
involve everybody as much as possible. The laaliediary of a local church volunteered to
come serve breakfast on the first day for the technd they brought their own homemade
jams, jellies and biscuits; so that was a way eachers could meet the community.
Everybody has been very, very supportive.”
Time Constraints

Finding a balance between the stressful and tiomswming job of opening a new
school and one’s personal life can be very difficiast View Elementary School Principal
Ted Jones describes his challenges of findingalisnce during the year he opened his
school: “The first year | essentially felt thdived at (East View) and that | slept at home.

When | came home, which was often late at nightas so exhausted that after a brief
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conversation with my wife | just went to bed andkeap the next morning and started doing
it again. There just wasn’t enough time in the ttaget everything done that needed to be
done to know everything that was going on and nsake it was being done right in a way
that we could all be proud of because we were brgitpgether so many different teachers
from so many different places and we wanted to nsake they were all on aboard in doing
things pretty much the same way.”

The non-stop requirements had an impact on Megdaole as “parent” as well. “I
remember that my daughter was in the first gradeybar and she had a veteran teacher that
I had known for years and the most crucial gradefchild and | never gave 30 minutes
thought to my daughter’s education because | krewifst grade teacher was handling that
and when | went to Open House and parent confeseanue stuff like that. That was my
time to rest and relax at my job and | often foamgself dozing off during those conferences
for her because my wife was attending it on tojt ahd | knew that things were going to get
there so that was kind of my downtime when | waspdaughter’s school. During the first
year | did not have a personal life. Way in adwahscheduled a trip because | knew |
would need the time and | did need the time, wd so tired by the time we got down to
the beach at midnight Friday night that | justaatund in a stupor all weekend not wanting
to do anything and | kept worrying about what wefs indone at school and it was just a
miserable weekend. The whole year was like a blmever thought about anything all year
long except school. Weekends, weeknights, holidays

Principal Jones relays a particular emotional égpee and a tough decision he has

had to make. “I had a unique situation the thedry was at (East View) because | lost my

91



wife to cancer and had an eight year old child sad to make the decision then whether | as
going to be career man or be a father and havedsteschool to be the best principal or be
the best daddy, and | just decided that | was gtorge the best daddy that | could be and if
what | had left over to give the school wasn’t eglothen the superintendent could put me
back in the assistant principal role. He couldmpetback in the exceptional teacher role and
so | found a better balance. But | see how myaichas suffered because of that because |
do not give it what | did the first two years thatas there. | have my 30 years in now and |
am going to do the best that | can for the resheftime that | work. My daughter is entering
high school and | am going to be at her eventse y&ar, | think the fourth year | was there |
was in an awards ceremony at my school and we wdretween ceremonies and a parent
said, ‘what grade is your daughter in now’ andidlsaell she is in fourth grade and she is
having her award ceremony starting right now.” yhaid, “Why are you here?” | said
“because | have an award ceremony right here.”yBa&l “don’'t ever miss your daughter’'s
award ceremony for our children. Your assistamtgypal can do it.” So from then on |

never missed one and | never will and if that imething an issue that a parent needs to take,
they can take it. My assistant principal annouriogeem why | am not there and when | get
back, whatever grade level | missed, | go to tbkeissroom. Typically all the parents were
very supportive and very understanding so | foubétéer balance but it was because | was
forced to. | would have never have found it iflldnot had that personal issue come up. So
| have found a better balance. | have stressed amdtired all the time but when | want to

take time, | make time to take my time.”
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Tom Martin has also felt the pressure of tryindind balance between his role as
principal of Pine Bluff Elementary and that of hasld and father. He explains, “As you can
visually see | have much less hair. It was vempaeding of my time but it was an exciting
adventure. Personally for me | had many thingagoin and when | tell people of
everything that my family and myself was doingred time, they look at me like | was crazy.
When | opened up Pine Bluff we were in the procgdsuilding a new house, which is a
huge task in and of itself. | was having my théhdld and my wife started graduate school
and then we were opening up this new school....@o,rhajor things going on at one time
and any one of those if you would just do it beltsvould take up a lot of your time. So it
was very, very busy; very, very busy for awhileaipening up this new school. Looking
back at it | don’t know how I did it all to be hastewith you. | probably could say | have a
very understanding wife but that balance of youonetis very important. | do spend much
less time at school now than | used to. | usdovéoschool, live and breath it. | realize if |
kept doing that | would have school but then | vdobt have anything else. School was
very, very important to me and it became a pridoity there are other things that are
priorities too....mainly the church and other things, so | have to balance my time as well
as | can. But opening up a new school does requich more time than specifically going
through the summer of an existing school. Theeenaainy, many other things you have to
plan for verses just planning to start up a nevostiear in a school that already exists. |
am not sure if that answers your question very tmatlit was very busy, but like | said, |
think what made it nice was that everything wastexgbecause you knew that what you

were doing was so important in working in a newlding, working with new people that
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you never worked with before, working with parethiat you never worked with before,
knowing that you are going to be starting up thikuwre in this school, that you had a hand in
it....that was very exciting to be a part of it.”

At Glenn Dale Middle School, Ms. Jackson faced smery challenging times as she
prepared to open the school. “It is a 24 hour nigoka | knew it was a lot of responsibility
but I did not even understand how much of a mestiagation it is because it is just
like....when | am sitting there staring in his faceny.husband knows | am thinking about
something else. Itis a lot of physical hours &l.w | never get caught up but | had to learn
to balance family and home. This is a job that@amsume you if you let it. My husband
got sick. |told you about my faith. One of mydaite scriptures in the Bible is ‘all things
work together for good’ and | couldn’t understarmvimy husband could be sick with the
health problems that he has had but | have come fzolot of days when | probably would
have worked late and the building still stood dmelytmake it without you and you learn how
to balance because that is very important. Thi<pgn just be all consuming and my family
is very important to me. | am thankful that | hdnael the opportunity to learn that and to
enjoy it. Not learn it and be sorry because mybhausd is doing 0.k. We are just keeping his
health watched and | am glad | had that. Durirgrtionth of August | worked 17 hour days,
six days a week. The month that school startdal.| But once we got in this school
building, it was 17 hour days, six days a week.c&®school starts, you do not have any

down time.”
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The Significance of Hiring New Staff

Hiring new staff members, whether at a new ortexdsschool, is a crucial aspect of
any administrator’s job. All four participants lesft that hiring new staff members is one of
the most important activities they engaged in wbeening their schools. Ted Jones relied
on advice from a former principal he worked fordrefopening East View Elementary
School: “One of the things | try to do is make stra | have time to let a candidate talk so
that it is not a rushed interview. (A former pipeal) or someone else that told me that if you
will let people talk long enough they will tell yavhat you want to know so | try not to cut
people off when they begin to expound on an andseause sometimes without even
meaning to they will tell you maybe what the ansteean unasked question is that reveals
something about themselves on how they feel abeaplp, how they feel about authority,
how they feel about co-workers, how they feel alauinclusive culture.”

Mr. Jones focuses on two specific questions duaim@terview with a potential
employee. As he explains, “Two of the questiord tlalways hit at the end are ‘the role of
flexibility in a teacher’s success’ and ‘the rofeagpositive attitude’. If they give me a short
answer on those then I try to flush it out with mmguestions because in my experience, the
unhappiest teachers are the ones that are infeeaitd they have a schedule and if they have
to vary from that schedule it ruins their day anelytmake the day difficult for those around
him/her. 1 am not looking for somebody who knowsle answers because that is one thing
I have learned in thirty years is that the longstal in it the more | know that | do not have
all of the answers but somebody that is willindetarn from other people that has a positive

attitude, an open attitude, somebody that is gtwrfge a continuous learner because so many
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of the things that we took workshops on and leas@edard how to do and changed now, we
have had to relearn how to do it and so to meabsut being willing to learn and grow. If
you think when you finish your degree that you hkeagned everything you know to teach
for 30 years, then you have already lost the battle

Tom Martin, principal of Pine Bluff Elementary,dks for new staff members who
embrace a commitment of continuous improvementhbatnd the current staff have
dedicated themselves to. Mr. Martin describeshgectations. “Obviously we can continue
to improve in so all areas. We have a high le¥g@avental involvement here and that is a
wonderful thing, but something that we talk a letdawithin our staff is not to become
complacent. Just because we have wonderful ma@mtonderful community and they
volunteer their time up here on a daily basis aankergreat fundraisers, have raised a lot of
money for our school and just because we havethatsfor the most part, come from homes
where parents are able to provide them with theodppities that some students are not
fortunate enough to have, just for the fact thathaee students who seem to score well on
the End of Grade tests, we can’'t be complacentthiath We can'’t just say ‘we are doing a
great job and we can just maintain what we areglpwe still need to move forward and
continually improve and find new ways, better wayst, just add more to what we are doing
but sometime even look at eliminating some thiings e are doing because we feel like the
impact is not there as it should be but contindeaming on our part to strive to become
better in all of our areas, striving to becomedgett parent involvement, striving to have our
staff continuously learning whether it is attendPi@fessional Development sessions,

whether it is going back to get a master’s degmwsther it is National Board Certification,
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having our staff move forward, staff retentionaesnething that we hope we can maintain.
Thus far here at Pine Bluff we have had a veryy \@w turnover rate and that is something
that we want to maintain. We feel as though weehavested a lot of time and support in
our staff each year in various Professional Devalemt opportunities and being able to add
over time to the level of success that we have.”

At Shady Creek Middle School, Principal Susan 3ohrooks for candidates that
demonstrate one specific trait — “Attitude. | hdnasl people come in and say ‘well, | have
no experience or it will be my first year’ wellchn deal with that because as long as they
learn and they have the right attitude and alsok for people that are impressive in that if
they need help, they will ask for it because ttegeetimes when.....if you are the kind of
person that can suffer in silence, | don’t necelgskamow if this is going to be a good
environment because we are not always going tbdre to always figure out what you need
and so that is why | love that team concept becaudseces teachers to be a part of what we
are doing. You don’t want someone to suffer andet@nder stress and be on an island by
themselves. That is not conducive for them orctiilelren. Again, that is why | like the
team concept and that culture where | want thequastion and challenge if there is an issue
because they teach the children, I tell them alltime, 1 do not teach these children...you
teach the children. And my perspective at timetsifierent from theirs. When | first took
the job, I said all | want to remember is whasitike to be a teacher and I still do but there is
still much to do but the environment that cultuelsas, they know they can come to me and
we can work it out. | tried to make sure that hatt of the culture is there, that they know if

there is something that I may have not thoughtrahey have something that | can enhance
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that they do, they know that they have that av&laithem. And for the ones that don’t
take advantage of it, that is a loss for them bigtthere. They know that it is there.”

Glenn Dale Middle School Principal Fran Jacks@o d&las a specific attribute that
she looks for when hiring new staff. “I look printg for one thing. I look for teachers that |
believe can engage students in learning. | haneesaf the most structured teachers. | have
some of the right brain off the wall. | have alltares here, ethnicities, personalities, but all
of them can engage students to learn. They dhodifierent ways and that is the thing I look
for and | do believe we have a really good staffiatschool. We do have a lot of
ILT’s....83% of the staff here are ILT’s. They areedly, they have not learned how to
manage their time yet best. They are not poore@ards to instructional practices) but they
are not like they will be in five years. They hawa learned how to be proactive with
behavioral situations so you have a lot more befrassues with the significantly new staff.
But they engage students in learning and they pedpgh quality engaging activities and
that is the thing I look for.”

Principal’s Advice for Opening a New School

Keeping in mind the growth of Smith County Schoalsfour participants have made
efforts to assist other principals charged withtdsk of opening new schools in the district.
One principal has been asked to share his expesasfmpening a new school to various
groups, including the district’s assistant printspaAnother participant is assembling a
working manuscript for the superintendent on tlepsishe has taken in opening a new
middle school. Ted Jones, the most experiencedipal of the group, has this to offer to

new administrators: “I would say lean heavily oa #dvice of veteran administrators who
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you know who have done things the right way anceHaen successful. Work hard to make
sure you have some veteran teachers on your B&f€an be teacher leaders and
cheerleaders for the young teachers and give thesdaigce and give them support because
you are going to have so much going on the firar yleat the amount of time that will give
those teachers yourself are going to be greatlydarby the fact that you are at a brand new
school.”

Tom Matrtin, principal of Pine Bluff Elementary,aimilar advice. He suggests a
principal at a new school “seek advice from othdrsan remember when | first became a
principal | was a little hesitant to seek adviaanfirother principals because | didn’t want
people out there to think | did not have the slaltsl knowledge to be a principal and part of
me thought that if as a principal | ask too manggions, then | should already know that.
But | have learned that every situation is différamd what worked two years ago in that
situation may not work today in that same situati®o | don’t feel bad anymore about
calling up another principal and they do it to me aay ‘let me ask your thoughts on this,
this is what is going on’. But definitely opening another new school, | hope it helps to go
speak to other principals who have opened up astéwol to just sit down with them, even
if it is a very quick discussion....say ‘what do yihink are the top three things | should be
focused on in opening up this school.”

Additionally, Principal Martin refers back to theh®ol’s initial budget: “Budget is
very, very important. Every year the budget isnierportant especially in opening up a new
school, that budget is important and talk to ograrcipals, tell me what you purchased that

first year, tell me what your priority that you htdhave at your school in opening up that
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new school.” Finally, Principal Martin makes a pimmsuggestion that is often taken for
granted. “l would say one of the most importamgk | would say to a principal is get out
in that community, make yourself visible, establisa contacts, talk to the staff, talk to the
kids, talk to the parents.”

Susan Johnson recommends that principals at nevolsctidelegate more. It is hard
to do that because you do not know your folks ameyghing is not established, but if you
know what you are looking for and you know what émel result is going to be, you can
communicate more what you want, put more thougbtwhat you need, what you want.”
She would also suggest that a principal at a néwdac'really think about how they want to
organize themselves. Paperwork can pile up ayouftake the time to plan on the front end,
it saves you a lot of time on the back end later.”

Ms. Jackson, principal of Glen Dale Middle Scheetommends that when opening
a new school, the long-term benefits of waitingtfee right person for the job outweighs the
short-term benefits of filling a position. She &ips: “I was willing to suffer in the short-
term for long-term benefits. By that | mean | didrire my secretary until July*lbecause
she was employed at another school and | coultiir@ter until she closed out her year, but
she was worth the wait. She is a high quality @eend she was worth the wait. | only had
one assistant principal this year but that was lwtiré wait too rather than have someone
who didn’t fit. | only had one AP and that wasyéard but in the long-term it was better
because | have a very high quality person. Itkas on us but in the long term it was

better.”
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Ms. Jackson also recommends tackling as much gi@gperwork and procedural
tasks as you can before school starts: “Unleskgow your staff, and you are going to have
a significant number of experienced people, youriegyet everything done that can
possibly be done. Even if you call a school and'eanail me what you have got’ and get it
all done in the summer because once school syatisare going to have a significant
percentage of ILT’s that will control your yearhdy have not yet learned how to be
proactive with classroom management because itreased more behavioral problems and
more office referrals so you are in the office dealvith that which prevents you from being
in the hallways or the classrooms as much as yauddnike to be.” Having as much of the
paperwork and procedural tasks completed as pessibiihelp “because you just don’t
know what you are going to deal with” once schaaits.

Principal’s Thoughts of Opening a New School Again

As the old adage goes, “Hindsight is 20/20.” tar four principals, after having
time to reflect on their own experiences in operangew school, they have determined
several things they would have done differentled Tones is very concise with what he
would do differently. “I think | would try to gehe leadership team and the advisory
council, both, organized and functioning more glyido that there was a greater feeling of
ownership by the community as well as by the stafincipal Jones would have also spent
more time with the principal of a newly opened edatary school in the district. He reflects
“The most helpful thing that | did was meet witle grincipal at ...... Elementary. That
school was done two years before mine and it wadsdyuthe same plan as mine and | spent

some time with them. | actually was there durimgjt dismissal time and | observed the
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dismissal process. However, in hindsight | wishkdd gone out periodically and met with
him and taken notes of what | had done, what chgéle | was having, where | felt like | met
road blocks, what could | do differently, what aduildo better in the time that | had left
before the school opened because | met with hira fmncentrated length of time that one
day and I called him a couple of times and spokartoreal quickly on the phone but in
hindsight, you could benefit, because | had ondgrain amount of knowledge to ask
guestions when | went to see him but as time pssge: | would have had more questions, so
if I had it to do over again that is what | wougtommend that someone spend more time
with the persons of interest.”

Tom Martin would spend more time in the commungstablishing and building a
positive relationship with the community. Evenulgb he did spend a significant amount of
time engaged in this activity, additional time lire tcommunity would have been well spent.
“I was able to answer questions as they came, penldstime with people and help them feel
very comfortable with new schools and know thairtbleild was going to be going to a good
place. The questions that | got most were abaus#tfiety of our kids. You have parents
where their kids are attending a school and fontbet part, they are very, very comfortable
with that school and they have known that schooy&ars and the thought of now leaving
that school where they already have a culture, drady have all these conditions and then
going to a place, the “unknown” can oftentimes fiightening to people and I think being out
there in the public helped them to understand wizet going to be coming. So it put them a

little more at ease, a little more comfortable ah@geace knowing that the appropriate plans
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were made for their child or for their childrenthink that probably was really, really
helpful.”

At Shady Creek, Principal Johnson wishes she woale taken more time for
herself and her family that first year. “You haya to take time for yourself and | would
have done that a lot more. | did not take a vanatiat summer and | would have taken some
time off but | didn’t do it. |1 would have plann@dot better; | would have planned more
effectively that first year. Overall | think wedda wonderful job, but if | could change some
things, those are the things | would do. | wowddntaken better care of myself. | put off
my doctor appointments to get checkups. If thddeds not healthy, it is not good. |
managed, | could have had a nervous breakdowitt likie or | could have run away, but still
you have got to take care of yourself.” Additidpashe reflects on the benefit of spending
more time in a school similar to the one she operiedish | had spent more time there.
Sometimes when you are opening up a new schooflgawt know what questions to ask
until the kids started coming to the facility.”

If given the opportunity, Principal Jackson woldgd back and do as many of those
scheduling and paperwork tasks in advance. Lodauk on that, it was a mistake. There
was no way that | knew that | would have ............. ussin a new facility. | had no idea
that it would be overwhelming as it was the firsgbtmonths of school. Building
issues.....you anticipate a little but it was a lod #éhat took the first two months was just
about exclusively building issues and that took laittime, lots of time. When you come
into a new school like this, | knew that | wouldvkaa lot of time with parents, but | had a lot

more than | anticipated because parents do not kowthey are learning you and the
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school, they are learning the culture. | talked fmarent about something every day so |
underestimated the amount of time that | would Havéhose types of things.”
Summary

Each participant brought his or her own unigetec$ experiences and perceptions
into their individual schools. These experienaas perceptions were the driving force
behind the vision, mission, goals and norms thecgrals established at their newly opened
elementary or middle school. Through selectivengirprofessional development and
modeling their own values and beliefs, each paaici had a significant impact on the
perceptions, experiences, values, and beliefsedf staff, students, parents, and associated
stakeholders. The life experiences each principalesl through their interviews provide
insight into what they value most, what they parees critical for maintaining an effective,
purposeful school, and what they consider to berthgr obstacles or pitfalls administrators
should be aware of when opening a new school. agfally examining their individual and
shared experiences, future administrators, cesgraices personnel, and community
stakeholders can gain useful information to ask&h in the tremendous task of opening a

new school.
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Chapter 5
Discussion and Conclusions

“Better learn balance. Balance is key. Balanaedgo. . . everything good.”

- Mr. Miyagi, The Karate Kid

Summary of Findings

Although the four participants arrived at theirreunt positions through both
traditional and non-traditional means, each oneumégue experiences that administrators
opening new schools would greatly benefit from mgar Through the individual and group
interviews, two central themes emerged as beingalrto the successful opening of a new
school and development of a school’s culture. Faiparticipants stressed the importance
of not only hiring quality staff members, but alsorking with the staff to continue their
professional development and growth. Second, dngcpants encouraged future
administrators to find balance in their lives betwéheir professional and personal duties
and responsibilities. A well-balanced administrascable to set his or her priorities in such
a way that both their professional and personagatbns are met without compromising the
other.

The culture at each school began to grow and dpubkinstant the principal hired
his or her first staff member. Additionally, thedith and strength of the culture of the
school is reliant on the health and strength ofath@inistrator. Through the successful
hiring and development of new staff members, andirfig balance between professional
duties and their personal life, administrators waeedriving force behind the culture, good

or bad, at his or her school.
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Hiring and Developing Staff

Nothing is more important to the success oftestthan the people in it (Lake,
Winger and Petty, 2002). The people who make sghaol — students, teachers, classified
staff, administrators, parents, and community stalders — will either unite around a
common goal or mission, or function as independentponents going in different
directions. Principals who build trusting relatships go a long way toward establishing a
healthy school culture in which everyone works tbhge Principals do not gain trust
because of the title on their door. They must ¢éaurst by demonstrating faith in the
independent skills and decisions of others (AlviR&bbins, 2005). The first opportunity a
principal opening a new school has to start bugdmst and developing the culture of a
school is when hiring staff. By being honest abmectations for performance,
participation, and ownership in the vision of tie@ol, principals make it very clear that
they are only interested in hiring the absolutd baadidate and will accept only the best
efforts of those chosen to open the new school.

The greatest predictor of student achievementistudent demographics, overall
school spending, class size, or teacher salafibs.greatest predictor of student achievement
is the quality of the teacher (“Investment in tearcfuality pays off.” 2001). Hiring teachers
who will promote high standards for all studentsssential in improving achievement and
equity in schools (Reeves, 2007). Principals nmastmunicate to the potential employee
their expectations for being a member of a tearh witommon vision, a team member who
will also represent the school in a positive martograrents and other community

stakeholders (Alvy & Robbins, 2005). Fran Jackswimcipal of Glenn Dale Middle School,
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discussed the importance of developing a staffanisam who will support a common
culture at the school: “Trying to create the schmdture with a whole new staff was very
difficult. We had a whole new staff. A lot of n@eachers: we had some teachers who had
been in Smith County schools but we had to bondt@awsh and come together and these
people, very few people knew other people. That really challenging. We really have
worked on teaming and bonding, so all of thoseghiare challenging.”

Ideally, the best strategy is to hire staff whaéaldy have their hearts, soul, values
and goals invested in giving kids a world of goostaff who truly want to change lives and
enrich the world” (Grayson, 2001, p. 41). Ted Jopesicipal of East View Elementary,
encourages administrators to, “Work hard to make gau have some veteran teachers on
your staff that can be teacher leaders and chelergdor the young teachers and give them
guidance and give them support.” Susan Johnsowijpal of Shady Creek Middle School,
hires new staff members who are not afraid to askélp if they need it: “| have had people
come in and say ‘Well, | have no experience orilitlve my first year.” | can deal with that
because as long as they learn and they have theatigude and also | look for people that
are impressive in that if they need help, they ask for it.”

Most administrators would agree that hiring teashethe most important decision
they make. This decision has a greater affecthddren than any other administrative
decision. What a teacher believes and does ashdewill either open or close doors to
learning for students (Pillsbury, 2005). By usgapd interviewing skills and questions, the
attitudes of potential teachers can be successhapiyed, which will provide insight as to

whether or not the candidate is a good fit for digalar school. Principal Jones points out
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the importance of allowing a candidate ample timeeply to a question during the
interview: “One of the things | try to do is mak&a that | have time to let a candidate talk
so that it is not a rushed interview. (A formeinpipal) or someone else told me that if you
will let people talk long enough they will tell yavhat you want to know so | try not to cut
people off when they begin to expound on an andseause sometimes without even
meaning to they will tell you maybe what the ansteean unasked question is that reveals
something about themselves on how they feel abexplp, how they feel about authority,
how they feel about co-workers, how they feel alayuinclusive culture.”

Lake, Winger, and Petty (2002) encourage admin@sat new schools to “take
time up front to think carefully and reflectivelpaut the nature of the school and how its
philosophy will play out in practice” (p. 14). Thincludes anticipating staff openings as the
new school grows and develops. Given the ardwssksdf opening a new school, staff
members may come to the realization that it isfamothem. Shady Creek Middle School
principal Susan Johnson relates that she had atlyneork on the culture of the school
because when you split a school and the way th@ossiplit there were certain teachers that
moved here but they did not want to come.” In horeto help ease some of the anxiety
from teachers forced to transfer, she “promisedthat if (the other principal) would take
them back that | would let them go back.” The dBpg staff left several holes in the
staffing of Shady Creek for the upcoming schookyddowever, Ms. Johnson realized that
the culture of the school could be jeopardizeddigining staff that did not want to be a part
of the new school. By hiring new staff in theiapé who were excited to be a part of the

new school, Ms. Johnson dramatically strengthehedatlture of Shady Creek Middle
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School. No matter how wonderful the vision statetner compelling a mission, or powerful
the curriculum is, or clearly articulated the pm&and procedures a school establishes,
nothing can compensate for poor hiring decisiorak@, Winger, & Petty, 2002).

The principal of a newly opened school must enthathe or she assembles a
leadership team from the new hires that are corathitt the long-term success of the school.
The leadership team in a new school has the treousnéisk of helping the principal
establish a direction, a course of action, andtmufor the new school. By starting with a
manageable number of members, assembling membershwine a common vision, and
beginning the planning process in an adequate anodtime before school opens, the
leadership team is in a better position to askesptincipal in all aspects of opening the
school. Principals should encourage feedback @mat from their leadership team.
Discussing, clarifying, and challenging fundameisdumptions about what a school is
about is one of the important exercises of thedestdp team (Lake, Winger, & Petty, 2002).
Principals of newly opened schools should striver&ate a leadership that is a diverse
representation of the staff, both in terms of deraphics and philosophies.

Tom Martin, Principal of Pine Bluff Elementary Schostarted the hiring process
with a clear picture of the types of skills needethe school, including a key member of his
school’s leadership team. He focused his initiahy on “what | perceive as being the most
important leadership (position) within the schdbg assistant principal was very, very
important to me to spend time interviewing for thght person because | knew that person
was going to be a major player in the school.”n&pal Martin incorporated his key

leadership personnel in the hiring of other stagimbers: “(I) hired someone in those
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positions that you knew would be a leader and felpin hiring the other positions within
that grade level.”

The school leadership team is crucial in helpisigdglish and maintain a culture in
the school that will promote high student achievetngositive community relations and
high staff morale. Principals in newly opened seshould avoid trying to just open the
school and then worrying about the details laWhereas school administrators cannot
anticipate every issue or circumstance that mayuyppvorking with the leadership team
will help the principal develop a realistic and d¢pterm plan on how to address those unique
circumstances when they happen. Additionally,|éaelership team is in the best position to
assist the administration in sharing the expeatatigision, and mission of the school among
the students, staff, and community. By workingasited team, the principal and
leadership team will be better able to promoteitkended culture of the school, while
addressing the needs, questions, and concerns wétlous stakeholders of the newly
opened school.

Balance — Shared Responsibility

A principal’s job is “interrupt driven.” Insteaaf focusing on one task for an
extended period, principals are expected to supetunch shifts, manage transportation,
deal with parents, tend to discipline, handle bisigend juggle a number of minor crises that
may arise (Samuels, 2008). A crucial step in angad balanced life for a principal in a
newly opened school is to delegate responsibilibesther administrators, the leadership
team, and teacher leaders at the school. Howiwverder for this delegation to work, the

principal must help the staff develop and build tleeessary skills to complete the tasks
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successfully. The principal of Shady Creek Mid8tool, Sharon Johnson, reflects on the
importance of delegating responsibilities to tredfstlt is hard to do that (delegate) because
you do not know your folks and everything is ndablished, but if you know what you are
looking for and you know what the end result isngpio be, you can communicate more
what you want, put more thought into what you nedtht you want.”By sharing the
responsibilities of governing and managing the sthbe principal will establish a culture
that is founded on mutual respect and trust.

Principals cannot, however, assume that the atdffe school already possesses all of
the knowledge and skills necessary to successisbyme shared decision-making
responsibilities. There is a clear need for lesttigrtraining for staff members at a new
school. Many teachers are expected to respondn@dds to assume leadership roles, but
have had little training or preparation. When tesas are given the chance to participate in
leadership opportunities at the school, their laicgarticipation or unwillingness to assume
responsibilities is often viewed as disinterestrfrine staff. In many cases, this lack of
participation is more reflective of the lack of exgnce, expertise, training, and knowledge
of school leadership and decision-making procesg€seighton, 1997).

“The principal is the formal head of the schoolt leadership is everyone’s
responsibility” (Zellner, Jinkins, Gideon, Dough& ,McNamara, 2002, p. 7). Principals at
new schools must help the leadership team andeesezders grow and develop into
competent leaders. Establishing a culture of pémal learning is crucial to this
development. As Tom Martin explains, “We can’ttjsay ‘we are doing a great job and we

can just maintain what we are doing’, we still néedhove forward and continually improve
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and find new ways, better ways, because we feeltlik impact is not there as it should be
but continuous learning on our part to strive todsee better in all of our areas, striving to
become better in parent involvement, striving teehaur staff continuously learning whether
it is attending Professional Development sessihgther it is going back to get a master’s
degree, whether it is National Board CertificatioRrincipal Martin has established a very
clear expectation that Pine Bluff Elementary wikintain a school-wide culture that is
rooted in continuous improvement and professionaith.

Balance — Manager versus Instructional Leader

Another form of balance for principals at newly opd schools comes in the form of
their roles as building manager and instructioeatler. “Successful principals must lead
bifocally — taking care of both learning and busmas they move through the day” (Alvy &
Robbins, 2005, p. 52). It is a tough balancingadieep improvement of classroom
instruction at the center of the job while beingraged with administrative tasks. The
principal’s success at a newly opened school wnigé on the staff's acceptance of him or
her as an instructional leader — their understanpdfrcurriculum, instruction, and
assessments. Teachers take pride in working wptimaipal who is a strong instructional
leader, and will follow their example in the classm (Alvy & Robbins, 2005).

The primary function of the principal, as the instional leader of the school, is to
provide a learning experience for students. Ititgggrincipals do not devote much time to
the improvement of instruction, as their role oiflthng manager encompasses so much of
their time. The school principal is critical inttseg the proper educational tone in the school,

something that can only be done by an instructiteaaler, not a building level manager
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(Teitelbaum, 1990). However, assuming the rolmstructional leader can be very difficult.
Investigators who shadowed principals for a weskalrered that the sheer volume of
managerial duties allowed principals to spendtleas a third of their day on tasks that
involved interaction with students and teacher#ter® the contact that did occur was too
short and unfocused to lead to real instructiomglrovement (Samuels, 2008).

There is a general tendency of school principakltw the role of manager to take
the place of their former role as educator, and theended role of instructional leader. The
role of instructional leader is frequently set adiy the principal because of the immediacy
and pressure of everyday administrative dutiest¢lium, 1990). This day to day
management function is magnified in a newly opeswtbol, as principals have to address a
variety of issues that emerge from not having timestablish set routines, policies, and
procedures, as well as concerns with the buildsalfiduring the opening year. Rallis and
Highsmith (1986) conclude that the disparity betmvtee principal’s role as building
manager and instructional leader is too great expeqrincipal to be successful at both
simultaneously.

Given the frequent interruptions and tremendous tasety that often characterize
the principal’s day, combining leadership and mamagnt can be a challenge. With
carefully planning, however, a principal in a newlpened school can combine the roles of
manager and instructional leader. Principals dradership by effectively managing the
new school. By ensuring that the building is &safd clean environment, that teachers and
students have the necessary furniture, equipmehinstructional resources they need,

principals model an expectation of focus, orgamraand setting priorities for the students
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and staff. This type of behavior, when demonstratmsistently, eventually becomes a part
of the school’s culture (Alvy & Robbins, 2005).
Balance — Personal and Family Responsibilities

The success of a school often depends on the embattitude of the principal.
Especially in stressful times, as when openingva sehool, the eyes of the organization and
community turn to the principal. Having the rigimowledge and saying the right things are
not enough. Staff members and students can telt vprincipal truly feels (Alvy &
Robbins, 2005). Tom Martin reflects on the stiaétween meeting his professional and
family obligations: “I used to live school, live éreath it. | realized if | kept doing that |
would have school but then | would not have anglalse. School was very, very important
to me and it became a priority but there are dthiegs that are priorities too....mainly the
church and other things too, so | have to balangéme as well as | can.” Sharon Johnson,
Principal of Shady Creek Middle School, recalls saglected her personal health, physical
and mental, due to the pressures of opening a ckeeok “You have got to take time for
yourself and | would have done that a lot mordadinbt take a vacation that summer and |
should have taken some time off but | didn’t dolitvould have taken better care of myself.
| put off my doctor appointments to get checkulighe leader is not healthy, it is not good.
I managed. | could have had a nervous breakdoiviBit.finding an appropriate balance and
maintaining a healthy state of mind, principal®i@w schools help establish a culture of calm
and reflective practice.

According to Connolly (2007), “Harried principaleea’t helpful principals. Schools

need calm, well-balanced, helpful leaders as madhey need visionary ones.” Today’s
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schools represent a new model — “everyone on tmpgs and in the community playing a
part in making sure that no child is left behind@emically, emotionally or culturally”
(Zeller, Jinkins, Gideon, Doughty, & McNamara, 20p23) — and require a new model of
leadership and governance in order to be succesBfuricipals should devote as much of
their time to helping teachers be more focusedessifrantic as they are to formulating new
visions for the school or embarking on improvemiaitiatives. A harried, stressed-out
principal can never be part of the solution. Tewde} of East View Elementary School
recalls the first year East View was open: “Whearme home, which was often late at night,
| was so exhausted that after a brief conversattmmy wife | just went to bed and woke
up the next morning and started doing it againer&hust wasn’t enough time in the day to
get everything done that needed to be done.” Bigbkarning how to order, regulate and
control the pace of the school day, principals nit only find more balance in their own
lives, but help their staff be more focused andda&d in their roles at the school (Connolly,
2007).

Connolly (2007) offers five tips for principals itmplement that will help them find
more balance within the school day:

1 — Gain better control of your daily schedule.

2 — Establish priorities.

3 — Develop a timeline for accomplishing your pties in terms of years,

months, weeks and days.
4 — Work to develop patience and perseverance.

5 — Learn to jettison any “excess baggage” thaseores too much of your time.
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By more effectively managing their time, establighand tracking priorities, developing
patience and perseverance (within themselves adstiaff), and learning to say “No” to
unrealistic demands of their time, principals atrsghools will be able to better balance
their time, and that of their staff, and maintassus on the primary task of the school,
educating students.

Ted Jones, principal of East View Elementary S¢heiwares a very emotional story
of how he was forced to create more balance betWiseresponsibilities as the school’s
principal and his responsibilities as a newly-sengarent: “| had a unique situation .......
because | lost my wife to cancer and had an eight gld child so | had to make the decision
then whether | was going to be a career man orfathar and have the best school to be the
best principal or be the best daddy, and | jusidielthat | was going to be the best daddy
that | could be and if what | had left over to gthe school wasn’t enough then the
superintendent could put me back on the assistartipal role.” Mr. Jones realized that his
role as parent had to take priority to his rolgascipal.

However, the staff and community recognized hiengres and were very supportive:
“a parent said, ‘What grade is your daughter in oand | said ‘Well, she is in fourth grade
and she is having her award ceremony starting right” They said, “Why are you here?”
| said “Because | have an award ceremony right.hérhey said “Don’t ever miss your
daughter’s award ceremony for our children. Yasistant principal can do it.” So from
then on | never missed one and | never will.” Witk support of his staff and community,
Mr. Jones has found that essential balance bethisaole as principal and role as dad. He

has proven that he does “have enough left ovethiaschool” - East View Elementary is
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consistently one of the highest performing elemsrdahools in Smith County, and Mr.
Jones is revered as one of more respected prisdipéhe county.
Implications for Research & Practice

Research on newly opened schools, and specifitalympact of establishing culture
in those schools and how that culture will affée tong-term success of the school, is very
limited. Whereas participants in this study wdtéram the same district, and there was no
high school representation, the study revealedrakaeeas that warrant future research.
First, staffing a new school is a monumental tasit tequires a significant amount of
planning time prior to the opening of the scholol.the participants’ four schools, staffing
came primarily in the form of internal transfeiRine Bluff Elementary split with an existing
school, resulting in the bulk of their staff comifngm one school. Glenn Dale Middle
School pulled students from nine different schowai#) staff transferring from many of them
to Glenn Dale. Several questions come to mind véxamining the impact of these merged
schools: What is the impact of forced transfersifiane school to another? How are
teachers transferred from one school to anothectesl? What professional development
activities take place prior to the opening of thieaol to help build collegiality among the
staff? Once school starts, what professional adgweént activities are provided for teachers
and staff? A new school will only be as succesa$uthe staff that works there. This study
revealed the vast importance of hiring, developargl maintaining a highly qualified,
dedicated staff. Future research can help deterthmbest steps to ensure this crucial step

is not overlooked.

117



Second, more research is needed to explore theriamze of balance in the lives of
principals. The four participants in this studiysddared the incredible time and emotional
commitment they were required to make the initegrytheir specific school opened (Ted
Jones - “the first year | essentially felt thaitveld at (East View) and that | slept at home.”;
Tom Martin — “l used to live school, live and bredt | realize if | kept doing that | would
have school but then | would not have anything.&ls&usan Johnson — “You have got to
take time for yourself. | would have taken bettare of myself. | put off my doctor
appointments to get checkups.”; Fran Jackson is ‘dtlot of physical hours as well. | never
get caught up but I had to learn to balance faamig home. This is a job that can consume
you if you let it.”) As we have learned from tharpicipants, finding and managing a balance
between the immense responsibility of opening a s&vool and personal and family
obligations is difficult. Further research questido help determine best practices for
finding this balance include: What time managentechniques do successful principals
incorporate into their day? How are the dutiebuifding manager and instructional leader
determined? Can the duties of building managerisstductional leader be merged, and if
so, how? What role does the leadership team plggverning the school? What are
community norms for the principal’s participationboth school and community events?
What happens to the personal and professional di’pgncipals after they open new
schools? What are the personal impacts and eff@gbsincipals who open new high
schools?

Continuing to ask questions designed to provid®iking knowledge of how

principals who have opened new schools have bemessful is a must. Each newly opened
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school will experience their own unique set of ®sses, accomplishments and failures. By
asking the right questions to the right peopley@pals opening new schools will have
access to a body of knowledge that will help themicamany of the pitfalls their peers have
experienced before them.
Lessons Learned

In conducting this study, | learned a varietyesfdons, both related to the research
topic and about my own philosophies and practises student, principal, and district level
administrator. Opening a new school is a mamnmaxk, tone that is sorely taken for granted
unless you are the administrator opening the schblé focus on opening the school should
be on hiring staff, assembling a leadership teaweldping both short- and long-term goals,
helping ease the anxiety of students and parearsfarring to the school, and preparing staff
to deliver high levels of appropriate instructiorthe students. Unfortunately, the bulk of
the new principal’s time is spent making sure ftura is ordered and delivered on time,
pleading for additional funds to provide the veagic of supplies and materials and meeting
the deadline for opening the building. Allowingegdiate planning time for the principal
prior to the opening of the school year is crutittie district expects the opening to be
successful. A significant portion of this plannitige should focus on working with the new
staff to establish a vision, mission, norms, afousdation for the type of culture the newly
opened school wishes to promote.

Additionally, the district must take into accouhat the new school will not have
accumulated the same materials and resourcescas@al shat has been opened for several

years. The planning budget must include additifunadls to ensure students at the new
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school have access to the same books, computerawtichedia equipment, and physical
education and playground equipment as they hateatgrevious school. Students should
not be deprived of the basic tools and resouraasried in order to be successful.

Second, | learned a lot about the participants.odigh the interviews and informal
conversations, | have come to have a better uradetistg, and in some cases, a greater
respect, of the individuals who accepted the chglieof opening a new school. All four
participants provide visionary leadership for thegihools. Each principal has a very clear
picture of where they want their school to be ire¢hyears, five years and ten years. Two of
the schools have been opened long enough to seesthies of the principals’ vision. Two of
the schools have only been opened a short timarbuieginning to see the results of the
principals’ initial efforts. More importantly, adif the principals have clearly communicated
their vision for the school to the staff and comityietakeholders. They have established a
culture of high expectations and accountability agitheir staff, students and communities.

The process of completing the dissertation its@l$ very eye-opening. Conducting
interviews with a group of administrators was r@gaick of an activity as | thought. It took
almost five months between the first individuakmiew and the focus group interview
(conducted last). | greatly underestimated thewarhof time it took to assemble this small
group. Also, | realize that my understanding & finocesses, procedures and requirements
of the University for completing the dissertatioasnlacking — again, | sorely underestimated
the timeframe some of the different steps woul@ talklost importantly, the experience has

helped me grow as a student. | have renewed mysewse of learning for the sake of
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learning and being a better administrator, andoectiuse | have to meet a licensure
requirement or complete a course as part of my saties.

From a professional standpoint, the research grbgs better prepared me in my role
with Smith County Schools. By examining the beasichices implemented and obstacles the
four participants encountered during the first yibair school was open, | am better prepared
to assist future principals as they open new schiodthe district. Additionally, as | work
with teachers in the district who work at newly npé schools, | have a better grasp of what
they are experiencing as they face the multitudehaflenges of opening a new school.
Finally, the project (especially through the intgian with the participants) has prepared me
to be a stronger advocate at the district levehfw schools opening in Smith County. |
have developed a clearer understanding of the tieseurces, and collaboration required to
successfully open a new school. Hopefully, by bdiatter informed, | can help the
principals of new schools as they plead their ¢éassadditional funds and more time to
schedule professional development activities withriew staff prior to the opening of the
school.

Summary

As the population across the country continuegdav, the need for new schools to
will continue to grow. Data from this study supisgorevious research by Peterson (2002) -
“Schools that open in a positive way tend to skeat tvay” (p. 37). District should heed this
advice as they prepare to open new schools. Agtrators selected to open these schools
must be chameleons. At any given time during {henong process they can assume the

duties and responsibilities of a principal, codmserchitect, nurse, grounds keeper,
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accountant, human resources director or custodiaeir job, regardless of the obstacles, is
to ensure the school opens on time, fully staffeth all of the necessary materials and
resources needed by the students and staff. &lbtien the principals are not provided the
necessary time, an adequate budget for necesgaulemental materials, or personal support
from the district to accomplish this task. Cardfstal planning, allowing for scheduled
collaboration between principals who have opened sehools and principals who will open
new schools, and modeling an expectation that iilmeipal should not allow the opening of
the school take over his or her life are all neagssteps school districts must take in order
to ensure successful openings.

Additionally, districts are charged with providipgncipals time to meet with their
staff prior to the opening of the school. This meguire release time from a current
teaching assignment within the district, or payéndgaily rate to teachers outside the district.
The new staff deserves an opportunity to get toakane another and time to establish the
vision, mission, school-wide norms, and a foundafar the type of culture the newly
opened school wishes to promote. This planning isrcrucial to the long-term success of
the school, and cannot be overlooked due to pexddime or financial constraints. The
principal and staff deserve every opportunity teate a school with a culture rich in
professionalism, community collaboration, and haghdemic standards. Students have the
right to walk through the doors of a highly orgadzwell-managed school; a school with
high academic expectations for the students arttehigrofessional expectations for the

staff.
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APPENDIX A: Interview Protocol
Guiding Questions —

» Describe your background in education, includingvmusly held positions and
your professional training.

* What lead you to your current position?

» Define “school culture”.

» Define “school family”.

* As you prepared to open the school, what were pmgest challenges?

» How do/did you involve the stakeholders (parertigients, community groups,
the school district, employees) as a vision ofdtl@ool was created?

* Where do you see the school in 2 yrs.? 5 yrs. 32 yr

* Who are the people you look to for guidance?

» Describe your school’s culture. How did you crate

* Is it similar now to when the school opened? i itifferent, in what ways?
What accounts for the difference?

* What qualities, skills, or experiences do you léakin regards to school culture
and school climate when hiring personnel?

» Explain the decision-making process in creatingsitfeol’'s mission and vision
statements?

» Explain the decision-making process in selectirggthool’s mascot and colors?

These questions are designed to serve as a guitteefmterview. As the participants
respond, additional questions were asked.
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participation of the subjects is as described engtoposal narrative, this
project is exempt from further review.

NOTE:

1. This committee complies with requirements foundiife 45 part 46 of The Code of Federal Regulations
For NCSU projects, the AssweaNumber is: FWA00003429.

2. Any changes to the research must be submitted gprd\eed by the IRB prior to implementation.

3. If any unanticipated problems occur, they mustdported to the IRB office within 5 business days.
Please provide a copy of this letter to your facafionsor.
Sincerely,

Joseph Rabiega
NCSU IRB
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