
 

 
 
 

 

THE SUPERINTENDENT’S ROLE IN PROMOTING RELATIONSHIPS WITH 

SELECTED STAKEHOLDER GROUPS IN A LARGE SOUTHWEST URBAN 

SCHOOL DISTRICT  

 

by 

Roman James Soltero 

________________________ 

A Dissertation Submitted to the Faculty of the 

DEPARTMENT OF EDUCATIONAL LEADERSHIP 

In Partial Fulfillment of the Requirements 

For the Degree of 

DOCTOR OF EDUCATION 

In the Graduate College 

THE UNIVERSITY OF ARIZONA 

 
 
 
 
 

2009 

 
 
 
 



                      2             

 
 
 
 
 

THE UNIVERSITY OF ARIZONA  
GRADUATE COLLEGE  

 
As members of the Dissertation Committee, we certify that we have read the dissertation 
prepared by Roman James Soltero  
entitled The Superintendent’s Role in Promoting Relationships with Selected Stakeholder 
Groups in a Large Southwest Urban School District  
and recommend that it be accepted as fulfilling the dissertation requirement for the 
Degree of Doctor of Education  
 
____________________________________________________________Date: 03/23/09  
Patricia First 
____________________________________________________________Date: 03/23/09  
John Taylor  
____________________________________________________________Date: 03/23/09  
John Pedicone  
 
Final approval and acceptance of this dissertation is contingent upon the candidate's 
submission of the final copies of the dissertation to the Graduate College.  
I hereby certify that I have read this dissertation prepared under my direction and 
recommend that it be accepted as fulfilling the dissertation requirement.  
 
 
____________________________________________________________Date: 03/23/09 
Dissertation Director: Patricia First  

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 



                      3             

 
 
 
 
 

 
 
 
 
 

STATEMENT BY AUTHOR 
 

 This dissertation has been submitted in partial fulfillment of requirements for an 
advanced degree at the University of Arizona and is deposited in the University Library 
to be made available to borrowers under rules of the library. 
 
 Brief quotations from this dissertation are allowable without special permission, 
provided that accurate acknowledgment of source is made.  Requests for permission for 
extended quotation from or reproduction of this manuscript in whole or in part may be 
granted by the head of the major department or the Dean of the Graduate College when in 
his or her judgment the proposed use of the material is in the interests of scholarship.  In 
all other instances, however, permission must be obtained from the author. 
 

SIGNED: Roman James Soltero_____________________                     
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 



                      4             

 
 
 
 
 

ACKNOWLEDGEMENTS 
 

 I would like to take a moment to thank my wife Sandra Soltero, and my parents 
Victor and Mary Soltero, who all believed I could complete this process.  In addition, I 
would like to thank my cousins George and Crystal Soltero for their support. 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 



                      5             

 
 
 
 
 

TABLE OF CONTENTS 

 
ABSTRACT ………………………………....................................................................... 9 
 
 
CHAPTER 1.  INTRODUCTION TO THE STUDY………………………………........10 
 
    Statement of the Problem ………………………………..............................................10 
    Purpose of the Study.  ………………………………...................................................11 
    Research Questions.  ……………………………….....................................................11 
    Theoretical Based-Pluralism and Stakeholder Salience Theory………………………12 
 Interest Group Liberalism:  Pluralism as Positive Force in Politics………..……12
 Stakeholder Salience Theory. ………………………...........................................15 
 Professional Significance of the Study..………………………............................18 
    Definition of Key Terms………………………………................................................20 
  Real-life Events………………………………......................................................20 
 Wide Sense of Stakeholder Category-Employee Groups……………….…….…22 
 Wide Sense of Stakeholder Category-Local Community Officials…….….….…23 
 Wide Sense of Stakeholder Category-School Boards……………………….…..23  
 Narrow Sense of Stakeholder category and Normative Stakeholders-Parents…..24 
 Environment and Demographics of District………………………………..........24 
 Relationships……………………………….........................................................25 
 Methodology………………………………..........................................................26 
    Assumptions and Limitations………………………………........................................28   
 Assumptions………………………………..........................................................28 
 Limitations……………………………….............................................................28 
 
CHAPTER 2.  LITERATURE REVIEW..........................................................................30 
  
    Introduction...................................................................................................................30 
    Research Question 1 …………………………….........................................................32 
 Stakeholder Salience………………………..........................................................33   
  Ethical Decision Making………………………...................................................42 
    Research Question 2 …………………………….........................................................47 
 The Superintendent and the School Board President............................................47 
 Superintendents and Interest Groups.....................................................................51 
 

  
 
 
 
 
 
 



                      6             

 
 
 
 
 

 TABLE OF CONTENTS-Continued 
 
 
 The Political Frame and the Role Coalition Building Play in Relation to the  
 Power and Politics of a School District……………………………….................52                  
    Research Question 3 …………………………….........................................................56 
 The Reform Movement……………………………….........................................56 
    Research Question 4 …………………………….........................................................70 
 Theory and Research……………………………….............................................75 

 
 
CHAPTER 3.  METHODOLOGY………………………………....................................80 
 
    Introduction………………………………....................................................................80 
    Triangulated Case Study…............................................................................................81 
    Designing the Case Study…..........................................................................................85 
    Case Study Evidence….................................................................................................87 
    Document analysis…....................................................................................................87 
    Superintendent interviews….........................................................................................88 
    Participant observation…..............................................................................................90 
    Analyzing Case Study Evidence…................................................................................91 
    Theoretical propositions…............................................................................................91 
    Explanation building….................................................................................................92 
    Chronological events….................................................................................................92 
    Case study data collection….........................................................................................93 
    Criteria for Case Study Research Designs…................................................................95 
        Credibility….............................................................................................................96 
        Transferability….......................................................................................................96 
        Dependability…........................................................................................................97 
        Confirmability….......................................................................................................97 
 
 
CHAPTER 4.  PRESENTATION AND ANALYSIS OF DATA………………………99 
 
    Statement of the Problem………………………………..............................................99 
    Purpose of the study……………………………………..............................................99 
    Research Questions……………………………….....................................................100 
    Descriptive Findings………………………………...................................................100 

 
 
 
 
 
 



                      7             

 
 
 
 
 

    TABLE OF CONTENTS-Continued 
 
     Research Question 1 ..................................................................................................100 
 Document Analysis…..........................................................................................100 
 Participant Observation…....................................................................................102 
 Superintendent Interviews…...............................................................................104 
    Research Question 2…................................................................................................110  
 Document Analysis…..........................................................................................110 
 Participant Observation…....................................................................................112 
 Superintendent Interviews…...............................................................................113   
    Research Question 3 …...............................................................................................117
 Document Analysis…..........................................................................................117 
 Participant Observation…....................................................................................118 
 Superintendent Interviews...................................................................................120 
    Research Question 4…................................................................................................124 
 Document Analysis…..........................................................................................124 
    Participant Observation…....................................................................................126 
 Superintendent Interviews…...............................................................................130 
    Case Study Analysis…................................................................................................136 
 
CHAPTER 5.  SUMMARY OF FINDINGS, DISCUSSION OF FINDINGS,      
 IMPLICATIONS, AND RECOMMENDATIONS.............................................141 
 
    Introduction..................................................................................................................141 
    Overview of the Study.................................................................................................141 
 Statement of the Problem.....................................................................................141 
 Review of the Methodology.................................................................................142 
 Triangulated Case Study......................................................................................143 
 Research Questions..............................................................................................145 
 Summary of the Findings/Results........................................................................146 
  Research Question 1................................................................................146 
  Research Question 2................................................................................148 
  Research Question 3................................................................................148 
  Research Question 4................................................................................149 
    Discussion of the Findings/Results..............................................................................151 
 Theoretical Propositions......................................................................................151 
 Explanation Building...........................................................................................152 

  
 
 
 
 
 
 



                      8             

 
 
 
 
 

   TABLE OF CONTENTS-Continued 
 
 Chronological Events……………………………….........................................152 
  Research Question 1 ……………………………..................................152 
  Research Question 2 ……………………………..................................155 
  Research Question 3 ……………………………..................................158 
  Research Question 4 ……………………………..................................160 
 Implications for Practice…….…………………………....................................162 
 Recommendations for Further Research……………………………………....165 
 
    
GLOSSARY………………………………...................................................................168 
  
REFERENCES………………………………...............................................................170 



                      9             

 
 
 
 
 

ABSTRACT 

 This dissertation is a triangulated case study of a superintendent of a large 

southwest urban school district.  The case study focused on how the urban school district 

superintendent could promote relationships with selected stakeholder groups.  Document 

analysis, participant observation, and superintendent interviews comprised the 

components of the triangulated case study.  Decentralization of decision making is vital 

for the urban school district superintendent to promote relationships with the selected 

stakeholder groups.  The main point for additional research in this topic lies in the 

challenge of local school council empowerment without school and district leaders 

having their decision-making authority diminished. 
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CHAPTER 1-INTRODUCTION TO THE STUDY 

Statement of the Problem 

 The focus of this case study was the role of the superintendent in promoting and 

maintaining relationships with selected stakeholder groups in a large urban school district 

in the southwestern United States.  Working with, meeting the needs of, and at times 

appeasing these various interest groups can be quite challenging.  It was important for the 

superintendent to collaborate with stakeholders such as elected school board members, 

district parents, employee groups (e.g., certified and classified staff members), and  

community officials, e.g., current and retired politicians, neighborhood and community 

activists, business coalitions, and civil rights organizations.     

 Observers of American life have long noted our tendency to form interest groups 

and to participate in society and politics as members of larger groups rather than as single 

individuals (Eskridge, Frickey, & Garrett, 2006).  For the purposes of this study, the term 

interest group shall be defined for pluralist theories.  The ideal pluralist system is one 

where organized interests emerge in every sector of our lives and adequately represent 

most of those sectors, so that one organized group can be found effectively answering 

and checking some other organized group as it seeks to prosecute its claim against 

society.   An interest group is any group that, on the basis of one or more shared attitudes, 

makes certain claims upon other groups in the society for the establishment, maintenance, 

or enhancement of forms of behavior that are implied by shared attitudes (Eskridge, 

Frickey, & Garrett, 2006; Truman, 1951).  Special interests include any group that 

pursues contested political or policy goals, and that is widely regarded by the public as 
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being one contending interest among others (Eskridge, Frickey, & Garrett, 2006).  

Eskridge et al. concluded that Schuck and Truman viewed interest groups as forces for 

positive political change--at least in some cases--and thus fit into a scholarly tradition of 

interest group liberalism.  Pluralism, coupled with stakeholder salience theory, served as 

the theoretical base for this dissertation.  As is appropriate in case study research, the 

theoretical base was used in the analysis in Chapter 5 to provide meaningful 

interpretation to the findings. 

Purpose of the Study 

The purpose of the study was to conduct a case study of a large southwestern 

urban school district superintendent’s role in promoting relationships with selected 

stakeholder groups.  My goal was to design a good case study and to collect, present, and 

analyze data fairly.  According to Yin (2003) and Ary, Jacobs, Razavieh, and Sorensen 

(2006), the case study is used in many situations to contribute to our knowledge of 

individual, group, organizational, social, political, and related phenomena.  The case 

study has been a common research strategy in psychology, sociology, political science, 

social work, business, and economics.  In other words, the case study method allows 

investigators conducting research to retain the meaningful characteristics of real-life 

events such as organizational and managerial processes and neighborhood change (Yin, 

2003).   

Research Questions 

As stated in the previous paragraphs, it is difficult for a school board and school 

district superintendent to maintain relationships with all stakeholders.  This study 
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explored the implementation of local school councils to assist the superintendent in 

performing all aspects of a demanding job while simultaneously working with various 

special interest groups.  The following research questions guided the study, the 

construction of the interview protocol, and the analysis.     

1.  What is the urban school district superintendent’s role in promoting 

 relationships with selected stakeholder groups?  How does the urban school 

 district superintendent view his or her role and how do others view the urban 

 school district superintendent’s role? 

2.  What is the intersection between the superintendent and the school board in 

 promoting relationships with selected stakeholder groups? 

3.   How does the development and implementation of local school councils in 

 this large southwest urban school district illustrate the urban school district 

 superintendent’s role in promoting relationships with selected stakeholder groups 

 in a large southwest urban school district? 

4.  How does the portrait of this urban school district superintendent’s role in 

 promoting relationships with selected stakeholder groups in a large southwest 

 urban school district compare with the current literature on these relationships? 

Theoretical Based-Pluralism and Stakeholder Salience Theory 

Interest Group Liberalism:  Pluralism as Positive Force in Politics  

The superintendent of a large urban school district in the American southwest 

must face the reality that organized groups, such as board members, parents, employee 

groups, and community officials, play a large role in the political process.  Some interest 
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groups form in reaction to particular issues and view political activity as their primary 

objective (Eskridge et al., 2006).  David Truman (1951) defined an interest group as any 

group that, on the basis of one or more shared attitudes, made certain claims upon other 

groups in the society for the establishment, maintenance, or enhancement of forms of 

behavior that were implied by the shared attitudes.  According to Eskridge et al. (2006), 

the ideal pluralist system is one where organized interests emerge in every sector of our 

lives and adequately represent most of those sectors, so that one organized group can be 

found effectively answering and checking some other organized groups as they seek to 

prosecute their claims against society.  Interest-group liberalism not only allows  give and 

take among those with different points of view but also allows constituents (e.g., parents, 

employee groups, community officials) to signal the intensity of their preferences in a 

way voting under a one-person, one-vote rule cannot (Eskridge et al., 2006). 

The superintendent of a large southwest urban school district must work in 

collaboration with stakeholder groups such as those mentioned earlier.   These  groups 

constituted the focus of this dissertation because they were the stakeholder groups that 

were directly involved with local school councils throughout the district.  The optimistic 

vision of interest groups portrays such activity as consistent with the larger public good in 

a number of ways.  The first is that strong interest groups, whether they are private or 

voluntary organizations, are bulwarks against oppressive and tyrannical government 

(Eskridge et al., 2006).  Peter Schuck (1997) provided a definition of interest groups that 

narrowed the focus even more.  According to Schuck, special interests include any group 

that pursues contested political or policy goals and that is widely regarded by the public 
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as being one contending interest among others.  Power that is sought is dispersed among 

many competing interest groups.  According to Eskridge et al., (2006), the ambition of 

one group checks the ambition of others.   

The second way that the vision of interest groups generates activity that  

is consistent with the larger public good is the scholarly findings that are the result of a 

pluralist system that will support more moderate and well-considered policies (Eskridge 

et al., 2006).  Both Schuck (1997) and Truman (1951) viewed interest groups as forces 

for positive political change, at least in some cases, and thus fit them into a scholarly 

tradition of interest group liberalism.  Eskridge et al. (2006) concluded that because 

constant negotiations among different centers of power are necessary in order to make 

decisions, citizens and leaders will perfect the art of dealing peacefully with their 

conflicts, not merely to the benefit of one partisan but to the mutual benefit of all the 

parties to a conflict.  The superintendent must be skilled in the art of collaboration so that 

a mutual benefit can be achieved for all parties involved, most importantly for the 

students. 

The third way that the vision of interest groups generates activity that is consistent  

with the larger public good and is of utmost importance to elected officials is that interest 

groups can be seen representing the most meaningful possibility for real political 

participation by individual citizens (Eskridge et al., 2006).  The individual citizens are the 

constituents that elect school board members, and these individual citizens comprise 

employee group members and district parents.  Eskridge et al. (2006) concluded that the 

activity of interest groups is likely not only to improve the policies adopted by the 



                      15             

 
 
 
 
 

government, but also the involvement of individuals in groups will increase their civic 

virtue and their ability to participate intelligently in public deliberation about important 

issues.  A prevalent view of the pluralist system is as a marketplace of ideas, where 

perspectives are articulated forcefully and persuasively.  The best ideas succeed, and the 

worst are discarded.  This optimistic vision is accurate only if all views are represented 

ably by some interest group (Eskridge et al., 2006).   

Stakeholder Salience Theory  

 The stakeholder theory provides a detailed perspective through which to view 

educational policy environments (McDaniel & Miskel, 2002).  McDaniel and Miskel  

contended that educators and policy makers used stakeholder theory as a sign of having 

concerns, interests, investments, or shares in education policy and practice.  Stakeholders 

were defined as groups and individuals who affected or were affected by the actions, 

decisions, policies, practices, or goals of an organization (McDaniel & Miskel, 2002). 

Stakeholder groups such as school board members, employee groups, district parents, and 

community officials were groups that possessed stakeholder salience in the large 

southwest urban school district.  

 In the school district, the aforementioned stakeholder groups represented many 

individuals and groups with a competing interest in education policy and practice.  

According to McDaniel and Miskel, within the educational policy environment, policy 

makers such as school board members were responsible for developing and enacting 

policy.  In the study by McDaniel and Miskel, stakeholders were both affected by and 

affecting the organization; therefore they not only shared in the operation of the 
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organization, they also claimed ownership of the organization.  In other words, there was 

a potential reciprocity of relationships between the stakeholders and policy makers.  The 

superintendent must be cognizant of this relationship when conducting the daily business 

of the school district.   

 McDaniel and Miskel (2002) provided a detailed description of stakeholder 

typology and salience.  Stakeholder claims on educational policy were diverse and 

conflicting.  The superintendent as a decision maker needed strategies to identify 

stakeholders, to determine the balance of conflicting claims, and to predict problems or 

possible results.  Mitchell et al. (1997) improved the accuracy of identifying stakeholders 

by adding a third dimension called urgency.  The superintendent can establish an 

effective relationship with the stakeholder groups by understanding their level of 

legitimacy, power, and urgency.   

 Legitimacy is a socially constructed attribute that describes the behavior of an 

individual or group and connotes a normative characteristic (McDaniel & Miskel, 2002).  

Legitimate stakeholders are assumed to be acting in a desirable, appropriate manner on 

behalf of an organization.  Stakeholders with a high degree of legitimacy have acceptance 

both internally and externally with the organization (McDaniel & Miskel, 2002).  Power 

implies influence over another, determined by the capacity to exercise the will of the 

stakeholder onto the environment (Mitchell et al., 1997).  Power indicators such as 

financial resources, political savvy, group membership, and broad-based support allow 

the stakeholder groups the ability to influence the large southwest urban school district 

toward the stakeholders’ goals.  The selected stakeholder groups are equipped with the 
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ability to exert control in order to produce events.  Urgency is the degree to which the 

stakeholder claims call for immediate action (Mitchell et al., 1997).  Urgent stakeholders 

quickly mobilize a group toward action and actively pursue demands by seeking attention 

from the top decision makers (McDaniel & Miskel, 2002).  Stakeholders quickly 

mobilize a group toward action in order to present their issues in a compelling manner in 

the environment. 

 According to Mitchell et al., (1997), four components comprise the stakeholder 

typology.  First, legitimacy, power, and urgency are dynamic variables, not steady states.  

According to McDaniel and Miskel (2002), stakeholders vie for greater policy influence;  

thus, the configuration of legitimacy, urgency, and power changes.  Second, legitimacy, 

power, and urgency are socially constructed perceptions that determine the salience level 

of stakeholders.  The third component describes stakeholders who may or may not be 

conscious of possessing legitimacy, power, and urgency.  If they are conscious of 

possessing them, the stakeholders may choose not to enact implied behaviors.  The fourth 

component involves policy makers such as school board members who want to achieve 

certain goals and pay particular attention to the stakeholder groups.   

 The selected stakeholder groups and their attributes have been defined, but we 

must look at the level of influence these groups possess.  For us to extend the stakeholder 

typology to policy contexts means that salience is the degree of priority policy makers 

give to competing stakeholder claims (McDaniel & Miskel, 2002).  Stakeholder groups 

whose members attain high degrees of power, legitimacy, and urgency are highly salient 

and influential in policy environment.  The stakeholder model of Mitchell et al. (1997) 
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presented eight qualitative classes of stakeholders.  The three stakeholder attributes of 

power, legitimacy, and urgency were organized into high or low degrees to form the eight 

classes or types of stakeholders ordered in low to high salience.  The eight stakeholder 

classes, based on their degree of salience, were divided into four metaclasses, definitive, 

expectant, latent, and nonstakeholder (McDaniel & Miskel, 2002).  

 Nonstakeholders, as the first metaclass, essentially lack salience in the policy 

environment.  The second metaclass, latent stakeholders, contain groups or individuals 

whose policy claims are granted low priority (McDaniel & Miskel, 2002).  These 

stakeholders have some potential to exert significant influence but remain passive, being 

unable or choosing not to participate.  According to McDaniel and Miskel, the expectant 

stakeholder class contains groups that typically are more active in the policy environment 

than those in the latent category.  The definitive stakeholder metaclass holds high degrees 

of all three attributes, has the highest level of salience, and exerts the greatest amount of 

influence in policy enactment.  These policy actors can make explicit demands on the 

urban school district superintendent.    

Professional Significance of the study   

 The superintendent’s role in promoting relationships with selected stakeholder 

groups in a large southwest urban school district will be useful and provide professional 

knowledge to other superintendents with similar district demographics.  The urban school 

district superintendent indicated a willingness to be forthright.  The use of case study 

methodology extended existing knowledge and provided greater depth of knowledge 

about the topic of this dissertation (Yin, 2003).   
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According to Glatthorn (1998), the dissertation should contribute to the 

development of theory and provide greater depth of knowledge about a previously 

studied phenomenon.  The essence of this case study, the superintendent’s role in 

promoting relationships with selected stakeholder groups in a large southwest urban 

school district, was an attempt to illuminate a decision or set of decisions:  Why they 

were taken, how they were implemented, and with what result (Schramm, 1971; Yin, 

2003).  According to Yin, a case study is an empirical inquiry that investigates a 

contemporary phenomenon within its real-life context, especially when the boundaries 

between phenomenon and context are not clearly evident.  Yin concluded the case study 

method benefits from the prior development of theoretical propositions to guide data 

collection and analysis.  My theoretical bases included the ideal pluralist system, which 

was one where organized interests emerged in every sector of our lives and adequately 

represented most of those sectors, so that one organized group could be found effectively 

answering and checking some other organized group as it sought to prosecute its claim 

against society (Eskridge et al., 2006).  In addition to the pluralism theory, stakeholder 

salience theory served as a theoretical base.  Stakeholder salience is the degree of priority 

policy makers give to competing stakeholder claims (McDaniel & Miskel, 2002).  The 

case study as a research strategy comprises an all-encompassing method covering the 

logic of design, data collection techniques, and specific approaches to data analysis (Yin, 

2003).  As a result, the case study is a comprehensive research strategy.   

As stated earlier in this section, the urban school district superintendent was 

forthright during the case study.  The superintendent had time to reflect on the statement 
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of the problem:  It was very difficult for the school board to maintain a relationship with 

all stakeholders in a large southwest urban school district. The superintendent had a 

greater challenge, balancing the job while simultaneously appeasing all interest groups.  

Definition of key terms  

Real-life Events 

Real-life events occur in the everyday life of an organization.  The event may be 

social or political and it may involve an individual or a group of people.  In other words, 

the case study method allows investigators conducting research to retain the meaningful 

characteristics of real-life events such as organizational and managerial processes and 

neighborhood change (Yin, 2003).  The 3% salary increase that occurred during contract 

negotiations in the school district in which I conducted my case study involved the urban 

school district superintendent and local teachers union.  This was an example of a real-

life event. 

For the purposes of this paper, stakeholder groups included parents, board 

members, employee groups, and community officials.  These stakeholder groups 

comprised local school councils, and the relationships the superintendent established 

between these groups was defined.  As stated earlier, stakeholders such as employee 

groups (e.g., the teachers’ union), leading policy makers such as governing board 

members, parents, and community officials comprised groups that possessed stakeholder 

salience in the school district.  According to Phillips, Freeman, and Wicks (2003), 

normative stakeholders were those to whom the organization had a direct moral 

obligation to attend to their well-being.  For the purpose of this study, parents were 
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categorized under normative stakeholders. 

Some researchers believe superintendents must recognize the value of parental 

involvement.  According to Jackson (1995), more partnerships with families and 

communities, not mere involvement, can make a difference not only in student 

achievement, but also in support for schools.  Jackson noted that parents could be the best 

advocates for school programs and become a potent political force.  Therefore, it would 

behoove the urban school district superintendent to learn about various types of parent 

participation that have proved beneficial in promoting school programs and helped 

principals develop partnerships at the school level.   

 There are two broad categories of stakeholders (Ehrensal & First, 2008; Freeman 

& Reed, 1983).  The wide sense of stakeholder is any identifiable group or individual 

who can affect the achievement of an organization’s objectives or who is affected by the 

achievement of an organization’s objectives (Ehrensal & First, 2008; Freeman & Reed, 

1983).  In the school organization, these would include government agencies, public 

interest groups, unions, local community, employees, and parents.  The narrow sense of 

stakeholder is any identifiable group or individual on which the organization is dependent 

for its continued survival (Ehrensal & First, 2008; Freeman & Reed, 1983).  This group 

includes governmental agencies, employees, parents, and local taxpayers.  According to 

McDaniel and Miskel (2002), stakeholders are also defined as groups and individuals  

who affect or are affected by the actions, decisions, policies, practices, or goals of an 

organization.  
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 Stakeholder analysis is an important strategy in terms of governance and studies 

public policy questions in stakeholder terms  to try to understand how the relationships 

between an organization and its stakeholders would change given the implementation of 

certain policies (Freeman & Reed, 1983).  A two-dimensional grid map is offered by 

Freeman and Reed as an analytic tool for assessing stakeholders. 

 The first dimension is one of interest or stake and ranges from an equity interest 

to an economic interest or marketplace state to an interest or stake as a kibitzer or 

influencer (Freeman & Reed, 1983).  Freeman and Reed concluded in terms of school 

district organizations, employees have an economic interest, and homeowners and 

realtors have a market interest.  Kibitzers are those who are politically motivated but at a 

distance, such as the chamber of commerce.  Influencers include parents (e.g., PTA 

members) and employee groups.   

Wide Sense of Stakeholder Category-Employee Groups   

 Employee groups such as local chapters of the National Education Association 

(NEA) have become more involved in urban school district policy.  Local teachers’ 

unions have the legal right to engage in collective bargaining with the school district 

administrators (Jackson, 1995).  According to Jackson, teachers’ unions, collectively and 

individually, have not hesitated to become directly involved in partisan politics.  In many 

cities, the union endorses candidates for school boards or may even openly run its own 

candidates for the board.  Jackson concluded that teachers’ unions have also been active 

at the state and federal level in trying to pass legislation favorable to their causes. 
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Wide Sense of Stakeholder Category-Local Community Officials   

 Community officials within the urban school district, such as businesses, are yet 

another potential partner with schools. Local businesses can contribute computers or 

other new technology, provide volunteers who work directly with students, or offer more 

extensive assistance (Jackson, 1995).  In both Detroit and Boston, the chambers of 

commerce and other businesses provided college scholarships for students who 

succeeded (Jackson, 1995).  Jackson concluded that to develop these partnerships, the 

superintendent and the school principals needed to arrange for a staff person to work out 

the details after they had contacted business leaders.  Teachers could also be directly 

involved through “internships” in business during the summer or by taking students on 

field trips to workplaces to expose them to new fields and occupations (Jackson, 1995).   

 The second dimension of a stakeholder is its power, which includes economic 

power and political power.  Economic power is the ability to influence due to 

marketplace decisions, and political power is the ability to influence due to the use of the 

political process (Freeman & Reed, 1983).  Marketplace power includes the publishing of 

districts’ standardized test results in newspapers and home buyers basing decisions to 

(not) purchase in a district based on its standing (Freeman & Reed, 1983).  Political 

power is particularly salient to local school boards.  The work on dissatisfaction theory 

demonstrated how local communities used the voting booth to demand change in school 

district organizations (Ehrensal & First, 2008).   

Wide Sense of Stakeholder Category-School Boards   

 School boards must decide not only whether management is managing the affairs 
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of the school district organization, but what constitutes the affairs of the organization 

(Ehrensal & First, 2008; Freeman & Reed, 1983).  In a public school organization, boards 

cannot make this determination, either in isolation or with the sole consultation of the 

professional administrators.  For the sake of ethics, psychological well-being, and 

organizational success, stakeholders be accorded some voice in determining how the 

organizational outputs were created (Ehrensal & First, 2008).  The task of the school 

board to balance the interests of various stakeholders is extremely critical.  According to 

Phillips et al. (2003), school boards must determine whether a stakeholder is normative or 

derivative.   

Narrow Sense of Stakeholder Category and Normative Stakeholders-Parents   

 Normative stakeholders are those to whom the organization has a direct moral 

obligation to attend to their well-being (Phillips et al., 2003).  As stated previously, the 

narrow sense of stakeholder is any identifiable group or individual on which the 

organization is dependent for its continued survival (Ehrensal & First, 2008; Freeman & 

Reed, 1983).  In the large southwest urban school district, parents fell under this category.  

It was their present and future well-being for which the school district had a moral 

obligation.  Phillips et al. concluded that derivative stakeholders were those groups or 

individuals who could either harm or benefit the organization but to whom the school 

district had no direct moral obligation as a stakeholder.  The local press would be an 

example of a derivative stakeholder in a school district. 

Environment and Demographics of District 

 The environment of the district during my case study involved a collaborative, 
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shared-decision making model from all of the selected stakeholders.  Parents, employee 

groups, and community officials had an influence on the decisions that were made by the 

board members of this urban school district.  Shared-decision making was extremely 

evident during the public meetings and hearings conducted by the superintendent.   

 The demographics included a predominant large urban district with around 75 % 

of the students represented by a minority population.  In addition, there are 104 

elementary, middle, and high schools and alternative schools in this large urban school 

district.  The selected stakeholder groups included five members that comprised the 

governing board.  The employee groups consisted of over 7,000 certified and classified 

members of the bargaining units.  An estimated 90,000 to 100,000 people fall under the 

category of parents for purposes of this case study.  The community officials were 

represented by current and retired elected officials, neighborhood and community 

activists, and other working professionals. 

Relationships 

    The analysis of stakeholder demands promotes an understanding of the large 

southwest urban school district’s stakeholders, as well as acknowledging the importance 

of including their participation in the policy decision-making process (Ehrensal & First, 

2008; Freeman & Reed, 1983).  A relationship must be where the different stakeholder 

groups, parents, board members, employee groups, and community officials, believe they 

have a positive voice in the policy decision-making process.  The input in the policy 

decision-making process must always be in the best interests of the students.  The 

superintendent must be aware of the impact of his/her decisions on key stakeholder 
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groups.   

According to Bjork, Glass, and Brunner (2005), demands for increased 

participation in school and district decision and policy-making by stakeholder groups 

such as parents, employee groups, board members, and community officials during the 

past several decades are prominent themes that cut across national commission and task 

force reports.  For example, superintendents are brought into frequent contact with 

elected officials, community interest groups, school board members, and parents.  

Superintendents must understand the differing views of each group as they work with 

school boards in framing district policies (Bjork et al., 2005).  As stated previously in this 

section, stakeholder analysis is an important strategy in terms of governance for the urban 

school district superintendent.  It implies looking at public policy questions in 

stakeholder terms and trying to understand how the relationships between a school 

district and its stakeholders would change given the implementation of certain policies 

(Freeman & Reed, 1983).   

Methodology   

 The case study is but one of several ways of doing social science research.  In 

general, case studies are the preferred strategy when “how” or “why” questions are being 

posed (Yin, 2003).  My goal was to design a good case study and to collect, present, and 

analyze data fairly.  According to Yin and Ary et al. (2006), the case study is used in 

many situations to contribute to our knowledge of individuals, groups, and 

organizational, social, political, and related phenomena.  The case study has been a 

common research strategy in psychology, sociology, political science, social work, 
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business, and economics.  In other words, the case study method allows investigators 

conducting research to retain the meaningful characteristics of real-life events such as 

organizational and managerial processes and neighborhood change (Yin, 2003).  These 

two aforementioned characteristics provide an accurate description of the current local 

school council movement.  The local school council movement is what the urban school 

district superintendent must facilitate in promoting relationships with selected 

stakeholder groups in a large southwest urban school district.   

 Yin (2003) described the distinctive characteristics of the case study as a research 

method.  His work helped me determine how to define the case being studied, how to 

determine the relevant data to be collected, and what should be done with the data, once 

collected.  As stated by Yin, I covered all of the phases of the case study design, the data 

collection, analysis, and reporting.  Case studies typically make use of many methods of 

data collection but lean most heavily toward qualitative methods such as observations, 

interviews, and the study of documents (Worthen, Sanders, & Fitzpatrick, 1997).  

According to Worthen et al., the design is descriptive, and there is an emphasis on depth 

of description.  To achieve that depth, many methods must be used.  The case study on 

the superintendent’s role in promoting relationships with selected stakeholder groups in a 

large southwest urban school district involved a triangulated data collection procedure.  

The triangulated data were obtained from superintendent interviews, document analysis, 

and participant observation. 
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 Assumptions and Limitations  

Assumptions  

 In my case study on the superintendent’s role in promoting relationships with 

selected stakeholder groups in a large southwest urban school district, I assumed that the 

superintendent would be forthright given the privacy considerations.  In addition, I 

assumed this kind of study would be useful for large urban school district superintendents 

in the future.   

 Yin (2003) discussed alternative ways of writing the case study, including ones in 

which the traditional, lengthy narrative can be avoided altogether.  Case studies do not 

need to take a long time.  This incorrectly confuses the case study method with a specific 

method of data collection, such as ethnography (Fetterman, 1989).  Ethnographies usually 

require long periods of time in the “field” and emphasize detailed, observational 

evidence.  In contrast, case studies are a form of inquiry that does not depend solely on 

ethnographic data (Yin, 2003). 

Limitations 

   There are a number of concerns when it comes to the research endeavor of case 

studies.  Perhaps the greatest concern has been over the lack of rigor of case study 

research (Yin, 2003).  The possibility also exists that people have confused case study 

teaching with case study research.  In this case study research, I worked diligently to 

report all evidence fairly, and the book by Yin served as a guide in helping me conduct 

my research with a high level of objectivity.  Research strategies, such as designing 

questionnaires for surveys (Sudman & Bradburn, 1982) can produce bias in case studies.  
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According to Yin, the problems are not different, but in case study research, they may 

have been more frequently encountered and less frequently overcome.   

 Another concern for case studies is that they provide little basis for scientific 

generalization (Yin, 2003).  A third frequent complaint about case studies is that they 

take too long and result in massive, unreadable documents.  This complaint may be 

appropriate, given the way case studies have been done in the past (Feagin, Orum, & 

Sjoberg, 1991), but this was not the case with my study.   

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



                      30             

 
 
 
 
 

CHAPTER 2 

LITERATURE REVIEW 

Introduction 

 This chapter utilized leadership competencies from Bennis (2003) and leadership 

organization theory to illustrate the superintendent’s role in promoting relationships with 

selected stakeholder groups in a large southwest urban school district.  The literature 

reviewed for this research led to the four research questions stated in Chapter 1.  This 

literature is reviewed below and is organized by research question.  As previously stated 

in Chapter 1, the four research questions were as follows: 

 1.  What is the urban school district superintendent’s role in promoting 

 relationships with selected stakeholder groups?  How does the urban school 

 district superintendent view his or her role and how do others view the urban 

 school district superintendent’s role? 

 2.  What is the intersection between the superintendent and the school board in 

 promoting relationships with selected stakeholder groups? 

 3.  How does the development and implementation of local school councils in this 

 large southwest urban school district illustrate the urban school district 

 superintendent’s role in promoting relationships with selected stakeholder groups 

 in a large southwest urban school district? 

 4.  How does the portrait of this urban school district superintendent’s role in 

 promoting relationships with selected stakeholder groups in a large southwest 

 urban school district compare with the current literature on these relationships? 
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There was a focus on local school councils and the critical role they have with all 

of the selected stakeholder groups.  The topic of school councils was selected as a result 

of the increased role school-based management has in local school districts across the 

country.  The modern era of school accountability was ushered in by the publication of A 

Nation at Risk (Guthrie, Harris, & Wong, 2004).  School accountability entered a new era 

of reform under the Chicago School Reform Act, as stated online in Chicago Public 

Schools.  This new era produced a new role of parental empowerment that would change 

the landscape of K-12 public education.  Positive collaboration with selected stakeholder 

groups produced school improvement throughout the district (Bjork & Lindle, 2001).  

The superintendent’s role is dynamic and must be multidimensional at all times.  Every 

decision that is made will have a direct or indirect impact on the students, parents, 

teachers, and other members of the school community.  The single most important aspect 

of every decision must adhere to the following premise:  Every decision made is based on 

what is best for the students (Pardini, 2004).   

 The superintendent must focus on how collaboration with stakeholder groups is 

achieved in a large urban school district.  This will help foster a relationship between the 

large urban school district and the local community (Bjork & Lindle, 2001).  There are 

some critical components that will help the superintendent establish a relationship.  As a 

leader in the large urban school district, the superintendent must always be cognizant of 

his/her role as a decision maker and how this impacts the surrounding community (Hoy 

& Miskel, 2001).  A sense of urgency exists in knowing the community and the different 

roles coalitions play in relation to the power and politics of a school district.  This will 
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help the superintendent work with interest groups (Bjork & Lindle, 2001).  There must 

also be a strong relationship between the superintendent and the school board president in 

order for the superintendent’s policies and initiatives to move forward (Peterson & Short, 

2001).  In addition, the superintendent must be aware of all resources at their disposal.  

The wealth of knowledge available from theory and research should serve as a guide for 

the superintendent during his/her job-performing duties (Collins, 2001; Fullan, 2003).  

This can include traditional educational leadership theory and research and non-

traditional educational leadership theory and research (English, 2003).  Ethical decision 

making and following the appropriate state and local policy that defines the 

superintendent’s role are additional elements pivotal to the success of the superintendent.  

  Bennis (2003) stated that all leaders have four essential competencies.  I will 

briefly elaborate on the four competencies and how they apply to leadership.  First, 

leaders have a vision and can persuade others to make that vision their own (Bennis, 

2003).  Bennis then stated that all authentic leaders have a voice, purpose, and self-

confidence.  The third quality that all true leaders have is integrity.  The final quality is 

adaptive capacity, which allows leaders to respond quickly and intelligently to relentless 

change (Bennis, 2003).  Superintendents must be able to think on their feet, whether at a 

school board meeting, or when representing the school district throughout the 

community.   

Research Question 1 

What is the urban school district superintendent’s role in promoting relationships 

with selected stakeholder groups?  How does the urban school district superintendent 
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view his or her role and how do others view the urban school district superintendent’s 

role? 

Stakeholder Salience 

As Bennis stated (2003), the leader as a visionary must be able to engage others 

by creating shared meaning.  Leaders are able to promulgate their vision because they are 

exquisitely attuned to their followers and feel their pain, their wants, and their needs 

(Bennis, 2003).  To successfully implement visionary competency, the superintendent in 

a large urban school district must work effectively with the different stakeholder groups, 

especially those whose members possess stakeholder salience.  Stakeholder groups such 

as the teachers’ union, leading policy makers such as governing board members and 

elected officials, parents, and the business sector are groups that possess stakeholder 

salience in the large southwest urban school district.   

The stakeholder theory provides a detailed perspective through which to view 

educational policy environments (McDaniel & Miskel, 2002).  McDaniel and Miskel  

contended that educators and policy makers used stakeholder theory as a sign of having 

concerns, interests, investments, or shares in education policy and practice.  Stakeholders 

are defined as groups and individuals who affect or are affected by the actions, decisions, 

policies, practices, or goals of an organization (McDaniel & Miskel, 2002).  In the large 

southwest urban school district, parents, the teachers’ union, governing board members 

and elected officials, and the business sector represented many individuals and groups 

with stakes in education policy and practice.  According to McDaniel and Miskel (2002), 

within the educational policy environment, policy makers include board of education 
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members, elected officials, and others in governmental agencies responsible for 

developing and enacting policy.  In the study by McDaniel and Miskel, because 

stakeholders were both affected by and affecting the organization, they not only shared in 

the operation of the organization, they also claimed ownership of the organization.  In 

other words, there is a potential reciprocity of relationships between the stakeholders and 

policy makers.  The superintendent must be cognizant of this relationship when 

conducting the daily business of the large southwest urban school district.  

McDaniel and Miskel (2002) provided a detailed description of stakeholder 

typology and salience.  Stakeholder claims on educational policy are diverse and 

conflicting.  The superintendent as a decision maker needs strategies to identify 

stakeholders, to determine the balance of conflicting claims, and to predict problems or 

possible results.  In the study by McDaniel and Miskel, they provided a two-dimension 

classification scheme to identify stakeholders.  The classification scheme identified 

stakeholders by their legitimacy and by their ability or power to exercise their legitimacy.  

Mitchell et al. (1997) improved the accuracy of identifying stakeholders by adding a third 

dimension called urgency.   The superintendent can establish a relationship with the 

stakeholder groups by understanding their level of legitimacy, power, and urgency.   

Legitimacy is a socially constructed attribute that describes the behavior of an 

individual or group and connotes a normative characteristic (McDaniel & Miskel, 2002).  

Legitimate stakeholders are assumed to be acting in a desirable, appropriate manner on 

behalf of an organization.  Stakeholders with a high degree of legitimacy have acceptance 

both internally and externally with the organization (McDaniel & Miskel, 2002).  Power 
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implies influence over another, determined by the capacity to exercise the will of the 

stakeholder onto the environment (Mitchell et al., 1997).  Power indicators such as 

financial resources, political savvy, group membership, and broad-based support allow 

the stakeholder groups the ability to influence the large southwest urban school district 

toward the stakeholders’ goals.  The selected stakeholder groups are equipped with the 

ability to exert control in order to produce events.  Urgency is the degree to which the 

stakeholder claims call for immediate action (Mitchell et al., 1997).  Urgent stakeholders 

quickly mobilize a group toward action and actively pursue demands by seeking the 

attention of the top decision makers (McDaniel & Miskel, 2002).  Stakeholders quickly 

mobilize a group toward action to establish their cause in the environment.  

Mitchell et al. (1997) combined the attributes of legitimacy, power, and urgency 

to create an eight-category classification scheme.  Four components comprise the 

stakeholder typology.  First, legitimacy, power, and urgency are dynamic variables not 

steady states.  According to McDaniel and Miskel (2002), stakeholders vie for greater 

policy influence;  thus, the configuration of legitimacy, urgency, and power changes.  

Second, legitimacy, power, and urgency are socially constructed perceptions that 

determine the salience level of stakeholders.  The third component describes stakeholders 

who may or may not be conscious of possessing legitimacy, power, and urgency.  If they 

are conscious of possessing them, the stakeholders may choose not to enact implied 

behaviors.  The final component involves policy makers such as governing board 

members and legislators who want to achieve certain goals and pay particular attention to 

the stakeholder groups.   
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 The selected stakeholder groups and their attributes have been defined, but we 

must look to the level of influence these groups possess.  For us to extend the stakeholder 

typology to policy contexts means that salience is the degree of priority policy makers 

give to competing stakeholder claims (McDaniel & Miskel, 2002).  Stakeholder groups 

who attain high degrees of power, legitimacy, and urgency are highly salient and 

influential in policy environment.  The stakeholder model of Mitchell et al. (1997) 

presented eight qualitative classes of stakeholders.  The three stakeholder attributes of 

power, legitimacy, and urgency were organized into high or low degrees to form the eight 

classes or types of stakeholders ordered in low to high salience.  The eight stakeholder 

classes, based on their degree of salience, are divided into four metaclasses, definitive, 

expectant, latent, and nonstakeholder (McDaniel & Miskel, 2002). 

Nonstakeholders, as the first metaclass, essentially lack salience in the policy 

environment.  The second metaclass, latent stakeholders, contains groups or individuals 

whose policy claims are granted low priority (McDaniel & Miskel, 2002).  These 

stakeholders have some potential to exert significant influence but remain passive, being 

unable or choosing not to participate.  According to McDaniel and Miskel, the expectant 

stakeholder class contains groups that typically are more active in the policy environment 

than those in the latent category.  The definitive stakeholder metaclass holds high degrees 

of all three attributes, has the highest level of salience, and exerts the greatest amount of 

influence in policy enactment.  These policy actors can make explicit demands on the 

urban school district superintendent.   
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As a result of the explicit demands on the urban school district superintendent, 

this person must be able to think and react on his/her feet.  According to Bennis (2003), 

the fourth leadership competency is adaptive capacity.  Adaptive capacity allows leaders 

to respond quickly and intelligently to relentless change.  Michael Fullan (2001) 

examined the complexities of organizational leadership as they exist today in public 

education.  The author divided leadership into five different capacities and described how 

they each must work in concert.  According to Fullan, leaders will increase their 

effectiveness if they continually work on the five components of leadership, i.e., if they 

pursue moral purpose, understand the change process, develop relationships, foster 

knowledge building, and strive for coherence, with energy and enthusiasm.  Effective 

leaders will find themselves committed to stay the course by adhering to the 

aforementioned leadership capacities. 

 Following are the five different components that can represent positive change: 

1.  Moral Purpose.  The leader acts with the intention of making a positive difference in 

the lives of employees and society as a whole.   

2.  Understanding Change.  The leader must redefine resistance as a positive force and 

implement what Fullan calls reculturing.   

3.  Relationship Building.  Leaders must be relationship builders with diverse people and 

groups.  

 4.  Knowledge Creation and Sharing.  Leaders must find ways to turn information into 

knowledge with members of the organization.   

5.  Coherence Making.  Effective leaders tolerate complexity and use it as a vehicle to 
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achieve a certain level of creativity (Fullan, 2001). 

The leadership component of coherence making is what caught my attention the 

most.  Effective leadership means guiding people through the differences in the 

organization and enabling differences to surface (Fullan, 2001).  As a leader, one must 

come to the realization that complexity exists within the organization.  This serves as the 

basis for the new mind-set for leading in a culture of change.  Fullan concluded that the 

educational leader would have a moral compass that would serve as a guide to day-to-day 

organization development and performance.  The superintendency is a position fraught 

with a wide range of problems (Bjork et al., 2005).  Consequently, local boards of 

education seek to hire superintendents who are viewed as change agents capable of 

improving learning and teaching, increasing management efficiency, and effectively 

responding to community demands (Bjork et al., 2005).   

According to Bennis (2003), adaptive capacity allows the leaders to respond 

quickly and intelligently to relentless change.  Michael Fullan’s (2001, 2003) research 

pointed out the five components of leadership that will help leaders to establish positive 

change.  Relationship building and understanding change were two components that  

Barbara Eason-Watkins (2005) has implemented throughout the Chicago Public Schools.  

She went from the principalship to the second-ranking position in the district-chief 

education officer.  As principal, she won national recognition for developing McCosh 

Elementary School into a model professional learning community.  As chief education 

officer, she was leading the effort to replicate that success across the entire district.    
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Barbara Eason-Watkins (2005) experienced many challenges while developing 

the capacity of staff to build professional learning communities across an urban district 

that included over 620 schools, 45,000 employees, and 434,000 students.  The challenge 

was made even more formidable by legislation that gave considerable control of 

individual schools to elected bodies of parents, teachers, and community representatives.  

Barbara Eason-Watkins was faced with the challenges of an urban school district 

superintendent in terms of establishing relationships with select stakeholder groups.  

 Barbara Eason-Watkins (2005) adapted to the relentless change that Chicago 

Public Schools experienced.  This ability enabled her to establish relationships with the 

select stakeholder groups throughout the enormous school district.  There were three 

major steps that Chicago Public Schools had to undertake in order to conform to a culture 

built upon the notion of local control as a result of the School Reform Act, as stated 

online in Chicago Public Schools.  These steps could also prove beneficial to the 

superintendent of a large southwest urban school district as he/she strives to establish 

relationships with selected stakeholder groups.  

 The first step was to develop, establish, and articulate a clear and common vision 

and mission for the Chicago Public Schools (2005).  There had to be a structure that 

enabled principals and leadership teams to interact and plan quality instruction, learn 

from one another, look at students’ work, and build common practices. Chicago Public 

Schools used focus groups to obtain new ideas from stakeholders who successfully and 

not so successfully functioned within and outside the system on a daily basis.  The initial 

results were that professional learning communities were not a district priority, and the 
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leadership was not always in place for schools to develop their own.  Over a year of 

research and planning efforts culminated with the release of The Education Plan for the 

Chicago Public Schools in 2002.  The Education Plan presented all schools, staff, parents, 

and stakeholders with a clear purpose and goals for the district that could only be 

achieved by a transformation that developed new capacity at the classroom, school, and 

district levels (Chicago Public Schools, 2005). 

 The second step was to support this vision organizationally by realigning 

resources and creating incentives and opportunities for change.  The Education Plan of 

2002 reorganized the district from six regional offices to 24 instructional areas to provide 

support to schools for increasing instructional capacity and improving student 

achievement.  Barbara Eason-Watkins outlined the instructional support each area team 

must provide to include the following:  Instructional coaching and mentoring, support for 

building professional learning communities at the school level, and study groups for 

common problems and common professional development activities (Chicago Public 

Schools, 2005).      

 The third step to responding quickly and intelligently to relentless change for 

Barbara Eason-Watkins (2005) included direct support to schools.  The School Teams 

Achieving Results for Students (STARS) program was one of the initiatives developed by 

the CPS Office of Professional Development.  Direct support to schools is critical to 

establishing a relationship with select stakeholder groups.  STARS was a comprehensive, 

research-based professional development program that focused on improving instruction 

and student achievement through school-based leadership teams.  STARS was developed 



                      41             

 
 
 
 
 

as a multi-year program for school teams to participate in professional development that 

focused on implementing differentiated instruction and using data for decision making.  

This sustained approach to professional development enabled teachers and principals to 

engage in cooperative learning groups that focused on building professional learning 

communities and developing school leadership teams. 

The urban school district superintendent’s role in promoting relationships with 

selected stakeholder groups can be accomplished by developing professional learning 

communities throughout the school district.   Barbara Eason-Watkins (2005) proved this 

could be accomplished in Chicago Public Schools.  The urban school district 

superintendent’s role is that of top decision maker, and this perception is prevalent with 

all of the selected stakeholders in the school district community. 

 Bennis (2003) stated that the third competency of an effective leader is integrity. 

The leadership competency of integrity must be on the urban school district 

superintendent’s thoughts as he/she fulfills the role of top decision maker, which can 

prove to be overwhelming at times.  The school district community is constantly focused 

on every decision made by the superintendent.  According to Hoy and Miskel (2001), 

educational leaders need to be cognizant of premature decision making.  All of the 

alternatives need to be well thought out.  An effective decision maker takes into account 

the consequences of each alternative and bases his/her judgments on available 

information.  A superintendent encounters constant pressure with every decision, which 

can produce an abundance of stress.  Vigilance can prove beneficial in coping with the 

psychological stress.  During vigilance, the decision maker searches carefully for relevant 



                      42             

 
 
 
 
 

information, assimilates the information in an unbiased manner, and then evaluates the 

alternatives reflectively before making a choice (Hoy & Miskel, 2001). Every day there 

are monumental tasks for a superintendent to perform.  As stated in Hoy and Miskel, 

vigilance requires a careful survey of a wide range of alternatives.   

 A recent study from the American Association of School Administrators (Bjork & 

Lindle, 2001) revealed that more than 90 % of superintendents in large urban school 

districts identified interest groups as exerting political pressure on board policy and 

operations.  Active community pressure groups (e.g., community interests, political 

affiliations, religious ties, and the business sector) implement tactics that can split boards.  

A key ingredient to the superintendent’s success involves understanding the community 

power structures.  The most common power structures were pluralistic and factional.  

Most superintendents reported asserting proactive decision making and professional 

activities.  However, only 48% of the superintendents described their role as a 

professional adviser.  As professional advisers, superintendents offer research-based and 

expert judgments.   

Ethical Decision-Making 

 Unethical behavior has long been an issue for the American Association of 

School Administrators (Borja, 2005).  The Arlington, Virginia, based group for 

superintendents and other district-level administrators has focused on ethics for quite 

some time (Borja, 2005).  A good example of a lapse in ethical judgment recently took 

place in the Spring Branch Independent School District in Houston, Texas.  

Superintendent Yvonne Katz recommended Energy Education Inc., an energy-
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conservation company based in Wichita Falls, Texas, for a lucrative five-year contract 

with the district to improve energy efficiency (Borja, 2005).  However, she neglected to 

inform the school board that she worked for the company as a consultant and had done so 

for several years.  A controversy ensued over her relationship with the company, and she 

retired on November 30 from the 33,000-student district, even though she had three years 

remaining on her contract. 

Many experts suggest that moral and ethical lapses are undermining public trust in 

schools and their leaders.  What is potentially even more problematic are the seemingly 

routine administrative decisions school leaders make every day that can have a negative, 

long-term impact on a school or school district’s moral compass (Pardini, 2004).  

Institutions of higher education are addressing the current ethical dilemmas faced by 

educational administrators.  Lynn G. Beck (Pardini, 2004) dean of the school of 

education at Pacific Lutheran University in Tacoma, Washington, did her doctoral 

research on the ethics of school administrators.  She stated that a distinction existed 

between principle and problem-focused ethics and narrative ethics.  

Principle-focused ethics describe the way one responds to specific ethical 

dilemmas.  It also means making decisions to allocate your resources in order to create 

the greatest good for the greatest number of students (Pardini, 2004).  There are other 

examples of principle-focused ethics, according to Lynn Beck, and they include the 

following:  Deciding between the public’s right to know and an individual teacher’s right 

to privacy or between a lucrative district contract with a soft drink or more healthful, if 

less popular, vending machine offerings.  Lynn Beck believed that such decisions were 
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judgment calls based on a superintendent’s personal commitments and his/her need to be 

accountable to a school board (Pardini, 2004).  

Narrative ethics describe an individual’s orientation toward life.  Lynn Beck 

believed that narrative ethics focused more on making decisions than on solving 

dilemmas (Pardini, 2004).  It focuses on a school district’s structures with an eye on 

avoiding and eliminating major inequities and rooting out unfairness.  Joseph F. Murphy, 

Professor of Education at Vanderbilt University, has co-authored work with Lynn Beck 

on the subject of principle-focused and narrative ethics.  He agreed that a lot of what 

principals and superintendents do is value-based (Pardini, 2004).  The aforementioned 

professors believed that school leaders needed to practice both types of ethics.  Lynn 

Beck pointed out that current training for administrators focuses mostly on outcomes and 

that administrators must always be thinking of the ethical implications of their actions as 

they attempt to achieve these outcomes. 

There continue to be many new challenges facing current school systems’ leaders 

with ethical and moral implications.  Issues such as special education, racial and ethnic 

diversity, school safety, school choice, and freedom of speech are increasingly testing the 

mettle of school district superintendents, according to Clarence G. Oliver, Dean Emeritus 

of the School of Education at Oral Roberts University in Tulsa, Oklahoma (Pardini 

2004).  In addition, Clarence Oliver believed the problem of unethical behavior among 

some school district leaders had to do with the lack of experience of those educational 

leaders hired today by school boards to fill superintendencies.  Educators who entered the 

field in the 1960s and 1970s and rose through the ranks to become superintendents are 
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retiring.  The vacancies being created are not attracting experienced administrators.  

These administrators must be able to deal with the stress of facing school board members, 

the teachers’ union, parents, taxpayers, and those with vested interests, over budget 

deficits and unprecedented demands for accountability (Pardini, 2004).  

Another good point emphasized by Clarence Oliver was that many current 

superintendents were pushed into their position.  He suggested that many superintendents 

had not been adequately prepared and had just barely completed their certification 

(Pardini, 2004).  New superintendents may not have the training, experience, or strength 

to stand up to the pressures being forced on them.  Those entering the field without much 

experience in key decision-making roles are more likely to fall into the trap of what 

appears to be an innocent proposal without considering the underlying ethical issues 

(Pardini, 2004).   

Professor Joseph Murphy (1994), who is considered one of the premier scholars 

in educational administration, cited inadequate ethics training for school administrators as 

part of the problem.  Joseph Murphy maintained that both college-level and staff 

development programs traditionally have focused on topics deemed more objective or 

research-based (Pardini, 2004).  More issues that are related to values or morals that can 

help prospective administrators with the ethics of the job are needed.  Joseph Murphy 

credited Lynn Beck’s research (Pardini, 2004) with increasing the attention to ethics in 

educational leadership training programs.   

Other scholars in the field continue to focus on ethics for future educational 

leaders.  Michael Arnold, an associate professor in educational administration at 
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Southwest Baptist University in Bolivar, MO., focused on the ethical perspective of 

school leadership (Pardini, 2004).  He implemented case studies and conducted research 

on historical figures considered to be ethical.  Students in his classes were exposed to 

problem-based learning activities and analysis on a regular basis, and they were asked the 

following questions to stimulate ethical decision making: 

1. Why did you make that decision? 

2. Whom did it impact? 

3. Is what you did moral, legal, ethical, and good for kids? 

 National and state associations for school administrators are continuing to educate 

their members on appropriate ethical decision making practices.  Michael Arnold, 

who served as president of the National Council of Professors of Educational 

Administration (Pardini, 2004), was instrumental in choosing ethical decision making 

as one of three major themes highlighted at the organization’s national conference in 

Branson, MO (Pardini, 2004).  The Association of California School Administrators 

(Pardini, 2004) addressed the ethics issue at a seminar entitled “Leading With 

Credibility:  The Role of Ethics and Integrity in the Superintendency.”  This program 

attracted 40 superintendents who discussed what methods were most effective in 

dealing with the current ethical challenges of the job (Pardini, 2004).  During the 

2004 school year, the Illinois Association of School Administrators (Pardini, 2004) 

sent all of their members information on the provisions of the state’s new Ethics Act 

and Gift Ban Act, which applied to all school district employees. 
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 There must be a broader vision when it comes to ethical acts and decisions, 

according to Thomas Sobol, who is a professor at Teachers College at Columbia 

University.  He suggested that school and district leaders had a special responsibility to 

make sure the education they provided was expansive, embracing not only diligence and 

accuracy but also imagination, creativity, and an ethical dimension that addressed moral 

obligations and decision making (Pardini, 2004).   

Thomas Sobol served as a superintendent in Scarsdale, New York, before 

becoming a professor at Teachers College.  He noted that the standards movement has 

narrowed the scope and vision of education.  The scope and vision of education consist of 

knowledge and information that can only be measured on standardized exams.  Thomas 

Sobol believed this approach reduced the role of school leaders to that of technicians.  

The former superintendent believed most educators accepted positions in school system 

leadership with a desire to do good work for many others.  According to Thomas Sobol, 

ethics and morality are very much involved in educational leaders’ motivation for 

entering the profession.  Ethics and morality must remain as top priorities for every 

educational leader as he/she continues in a leadership role (Pardini, 2004). 

  Research Question 2 

 What is the intersection between the superintendent and the school board in 

promoting relationships with selected stakeholder groups? 

Superintendent and the School Board President 

  According to Bennis (2003), all authentic leaders have a voice, purpose, and self-

confidence, which is Bennis’ second leadership competency.  George Peterson and Paula 
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Short (2001) provided an exceptional study on the relationship between the 

superintendent and the school board president.  The school board president is the leader 

of the governing board.  This stakeholder group is considered to be a leading policy 

maker in the large southwest urban school district.  Interpersonal skills such as 

communication and trust are vital for a cooperative relationship between the 

superintendent and the school board.  The exploratory study by Peterson and Short (2001) 

investigated the school board president’s perception of the district superintendent’s social 

influence and social style and their effect on setting the board agenda and voting 

decisions made by the board of education.   

 Social influence theory contains the two characteristics of social attractiveness 

and credibility (Peterson & Short, 2001).  Social attractiveness involves the perceived 

similarity of one person to another based in part on similar experiences and backgrounds 

and the desire of that person to be like the other.  According to Peterson and Short, the 

second characteristic, credibility, has two components, trustworthiness and expertness.  

Trustworthiness is the perceived motivation of a communicator to use his or her 

knowledge and skill for the good of the audience, whereas expertness is the perception 

that the communicator possesses specialized knowledge or skills to solve a problem.  A 

superintendent must possess the skills to solve a problem with all of the stakeholder 

groups.  As a result, the superintendent will be perceived as self-confident throughout the 

large southwest urban school district.   

The second component of the school board president’s perception of the district 

superintendent involves the social style.  Social style is concerned with observable 
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communication behaviors and is defined as a concept of behavior denoting a particular 

pattern of actions that others can observe and agree on for describing a person’s behavior 

(Peterson & Short, 2001).  The two primary dimensions of social style are assertiveness 

and emotiveness.  According to Peterson and Short, assertiveness has been defined as the 

observable and measurable effort one makes to control and influence others.  Highly 

assertive individuals are perceived to be more confident, active, ambitious, powerful, 

competent, and versatile than low-assertive individuals.  Emotiveness is the second 

dimension, which can be defined as the degree to which a person is perceived as 

expressing feelings when relating to others.  Peterson and Short pointed out that 

emotiveness has a positive correlation with trust, sociability, interpersonal relations, 

composure, and social attraction. By establishing trust and demonstrating composure with 

the stakeholder groups, the superintendent will convey a level of self-confidence that will 

help him/her achieve success throughout the large southwest urban school district.   A 

highly assertive superintendent who is more competent and versatile will establish his/her 

voice and self-confidence as well.  

The exploratory study by Peterson and Short (2001) involved mixed methods.  

The findings for the quantitative data revealed that the superintendent’s reputation and 

job survival were largely dependent on others’ perceptions of his or her credibility as well 

as his or her ability to influence critical policy decisions.  The study suggested that a 

moderate to strong relationship existed between the characteristics of social influence, 

social style, and board decision making.  The qualitative data focused on superintendent 

influence and the relationship between the board president and the superintendent.  
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Superintendents influenced board decision making by possessing expert knowledge, 

which proved to be effective with other members of the organization and reduced 

opposition to innovation.   

In addition to expert knowledge, the qualitative data findings involved the scope 

and type of issue and personal attributes of the superintendent.  When dealing with 

internal issues such as curriculum and personnel policy, the superintendent was viewed as 

the expert authority.  However, external issues such as school construction, facilities, and 

school finance were issues that had an immediate impact on the community, and 

therefore the school board was viewed as the local authority (Peterson & Short, 2001).  In 

dealing with personal attributes, school board presidents indicated interpersonal skills 

such as communication, honesty, and trust were necessary if a superintendent wanted to 

influence decisions of the school board (Peterson & Short, 2001).  These skills were 

critical for a positive relationship between the board president and superintendent.  The 

superintendent’s ability to facilitate the formal board agenda resulted largely from board 

presidents’ perceptions of superintendents as competent, truthful, and responsive to the 

board president, the school board, and the community.   

In a mid-decade study conducted by Glass and Franceschini in 2007, good 

leadership was the reason given by nearly half (49.2 %) of superintendents as the most 

important reason their boards hired them.  Personal characteristics such as honesty, 

integrity, ethics, and dedication were the top reasons for board hiring by 21.7 % of school 

district superintendents.  Management skills in instruction, personnel, and budget 

received only 14 % of responses from superintendents.   
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According to Glass and Franceschini (2007), school boards today may be more 

interested in an effective superintendent leader who wants to develop a district through 

effective leadership practices based on appropriate professional standards and ethics.  It is 

likely that most districts regard principals as being the primary leaders of instructional 

improvement rather than the superintendent.                                                 

Superintendents and Interest Groups  

The article by Bjork and Lindle (2001) provided good insight on the relationship 

between community politics and superintendents.  The community school board typology 

by McCarty and Ramsey (1971) puts in perspective the different interest groups and their 

philosophies with which a superintendent must work.  Community power structures were 

defined as dominated, factional, pluralistic, and inert.  An elite power model in which a 

few individuals exert political influence from the top-down defined dominated power 

structures.  Factional communities have relatively equal power distribution among 

several groups.  These groups can include economic, religious, racial, or ethnic interests.  

In pluralistic communities, emergent issues galvanize the divisions in the community 

(Bjork & Lindle, 2001).  The inert community is inherently conservative but also 

inactive.   

 As stated by McCarty and Ramsey (1971), in a dominated community power 

structure, the school board is factional, and the superintendent must work as a political 

strategist among the competing interests.  A pluralistic community requires a status 

congruent board, one that is issue-oriented and responsive to the community without 

polarizing on issues.  The role of superintendent is that of professional adviser, offering 



                      52             

 
 
 
 
 

expert advice on immediate issues.  An inert community produces a sanctioning board 

that accedes to the superintendent’s proposals as long as the proposals do not disturb the 

status quo.  The superintendent is the decision maker in this configuration.   

The Political Frame and the Role Coalition Building Play in Relation to the Power and 

Politics of a School District   

 The development of strong coalitions can serve as a powerful ally for the 

superintendent in relation to power and politics.  Bolman and Deal (2003) presented 

frames to help a superintendent find his/her way around.  Frames are windows on the 

world of leadership and management.  Leaders must find new ways to lead their 

respective organization.  I will briefly describe the four frames but will focus on how the 

political frame can help establish a strong coalition.  The structural frame emphasizes 

goals, specialized roles, and formal relationships.  The human resource frame views an 

organization like an extended family, made up of individuals with needs, feelings, skills, 

and limitations.  In the symbolic frame, organizations are viewed as cultures, propelled 

more by rituals, ceremonies, and stories than by rules and policies (Bolman & Deal, 

2003).  A superintendent must learn to master the political frame.  The stakeholders 

within a school district compete for power and scarce resources.  Bargaining, negotiation, 

coercion, and compromise are normal components of everyday life.  Coalitions form 

around specific interests, and solutions arise from political skill and acumen (Bolman & 

Deal, 2003).   

Coalition building can help a superintendent accomplish objectives.  This can 

prove vital for someone new to the superintendency.  Margaret Blackmon became the 
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Superintendent of the Prince Edward County (Virginia) Public Schools on July 1, 1997.  

She adopted the belief that collaboration led to effective decision making and to 

empowering leaders not only in the schools but also in the entire community (Grogan & 

Blackmon, 2001).  Margaret Blackmon researched the schools and community before she 

arrived.  She began to introduce herself to the district employees and met with them 

individually or in groups.  Margaret Blackmon toured the county with her director of 

transportation and school board members.  She contacted district and community officials 

and invited them to meet with her to discuss the strengths and challenges of the Prince 

Edward County Public Schools. 

Margaret Blackmon realized that collaborating with others was the best way to 

accomplish the goal of educating children.  The central office administrators, principals, 

and assistant principals formed her Administrative Leadership Team.  The Prince Edward 

County Board of Supervisors provided the funding for the local school district.  Margaret  

Blackmon had to focus on fostering relationships between the school board and county 

supervisors.  She met individually or in small groups with the supervisors to interview 

them or gain their impressions about the schools.  She invited county supervisors to meet 

with school board members at district schools. Her purpose was twofold: for supervisors 

to witness their tax dollars at work in the schools and to have them talking with school 

board members about the budget.  Margaret Blackmon’s coalition-building strategy 

proved successful when county supervisors approved a 13.2 % increase in local funding 

for schools for the 1998-1999 school budget (Grogan & Blackmon, 2001). 
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Margaret Grogan pointed out Superintendent Blackmon’s attention to the world 

outside the school.  The superintendent used her interpersonal skills to analyze the local 

political scene.  Margaret Grogan stated that collaboration was based on a 

superintendent’s capacity for four activities:  coalition building, sharing information, 

shaping direction, and appreciating diversity (Grogan & Blackmon, 2001).  What 

emerged from this approach was empowering leadership.  Leadership that empowered 

others was premised on collaboration, coalition building, and sharing power.  The 

activities in which Margaret Grogan took part were macropolitics and micropolitics.  

According to Bjork et al. (2005), macropolitics is externally focused on federal, state, and 

local district levels of government as well as private and interest group activities.  

Micropolitics is focused on the internal actions of individuals within district offices and 

at the school level and on groups attempting to influence decision and policy making 

(Bjork et al., 2005).  There is broad agreement among policymakers, professors, and 

practitioners that the nature of schooling is becoming increasingly complex and decidedly 

political (Bjork et al., 2005). 

The landscape of community and district politics is a pervasive, complex, and 

challenging aspect of superintendents’ work (Bjork et al., 2005).  There are some 

elements of the professional knowledge base that are central to democratic statesmanship.  

Bjork et al. concluded that urban superintendents must have a sound understanding of the 

politics of public education and the dynamics of policy decision making about how 

resources are distributed at the federal and state (macro) levels of government, as well as 

at local and school (micro) levels within districts.  According to Bjork et al., 
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superintendents must be well versed in how to work successfully with school boards and 

competing community interest groups, communicate with constituents and professionals 

within the district, and effectively diagnose and collaboratively develop plans to resolve 

problems.     

The urban school district superintendent must have a broadened perspective in 

recognition of the factor that our society is part of an ever-widening, growing network of 

interdependence that binds all of us and our activities into one system (Jackson, 1995).  

Politically attuned superintendents will be able to witness their relationships with the 

school board, their key political connection, in a new light.  They can continue in their 

role as educational leaders and policy advisors to the school boards that represent the 

public (Jackson, 1995).  According to Jackson, urban superintendents must also be 

mindful of the political ramifications of policy decisions, working for constant, open, and 

honest communication with their boards and pointing out the political implications of 

board actions.  Jackson concluded that any superintendent representing a particular 

constituency will have to remain aware of his or her obligations to meet that 

constituency’s special expectations.   

Another factor to be investigated is the racial and gender makeup of the school 

board because these characteristics may influence the priorities and perspectives of 

various board members (Jackson, 1995).  Skills in group dynamics and team building are 

essential to a superintendent, especially with a diverse board.  Jackson concluded the 

urban superintendent must be prepared for the unexpected and for board members to 

change their views as well as their relationship with him or her.   
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Coalition building is a practice that is much easier if a superintendent has 

effective interpersonal skills.  Hoy and Miskel (2001) discussed other types of skills 

associated with leader effectiveness.  Interpersonal skills are so important because the 

focus is on establishing cooperative work relationships.  The superintendent must be able 

to understand the feelings and attitudes of all members in the organization on a daily 

basis to carry out the theme of effective communication.  A school district superintendent 

needs to have common sense and communicate effectively with the following employee 

groups:  School and central office administrators and certified employees such as 

teachers, counselors, librarians, speech pathologists, and district psychologists.  The 

superintendent must also communicate effectively with classified employees such as 

teacher assistants, office staff, custodians, grounds and maintenance personnel, and 

parent stakeholder groups such as school councils and parent/teacher associations that 

can serve as advocates for the superintendent. 

Research Question 3 

How do the development and implementation of local school councils in this large 

southwest urban school district illustrate the superintendent’s role in promoting 

relationships with selected stakeholder groups? 

The Reform Movement   

 Public education was on the brink of an incredible movement towards parental 

empowerment, stakeholder involvement, and school accountability.  The movement 

would empower stakeholders with newfound decision-making authority traditionally 

reserved for the superintendent and school principal.  Barbara Eason-Watkins (2005) 
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from Chicago Public Schools was faced with a significant challenge from legislation that 

gave considerable control of individual schools to elected bodies of parents, teachers, and 

community representatives in the form of school-based leadership teams.  These school-

based leadership teams have come to be known as school councils throughout school 

districts across the country.  School councils have become quite prevalent throughout 

large urban school districts.  Scholars and practitioners pointed out that the modern era of 

school accountability was ushered in by the publication of A Nation at Risk (Guthrie, 

Harris, & Wong, 2004).  A Nation at Risk launched the current school reform effort, one 

focused on attaining high levels of academic achievement for all children.  Unlike earlier 

reform efforts, its central focus on educational accountability raised expectations for both 

children and schools and propelled a dramatic expansion of state regulation of virtually 

every aspect of public education.  According to Gerry (1999), some of the examples of 

increased state regulation included teacher qualifications, teacher-pupil ratios, and 

standards for grade progression and graduation.  Eleven years later, Congress formally 

adopted the Educate America Act of 1994, which was a set of eight national education 

goals for the year 2000 (Gerry, 1999).  The current school accountability reform 

movement is the No Child Left Behind Act of 2001.  

The new era of every Chicago Public Schools having a local school council 

ushered in a sense of empowerment and parental involvement that would change the 

landscape of public education at the K-12 level throughout Chicago and the rest of our 

country’s public education system (Chicago Public Schools, 2003, retrieved from 

Chicago Public Schools Web Site).  Local school councils in Chicago Public Schools 
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were the site-based management team of each school.  Their primary responsibility was 

to select the school’s principal, renew the principal’s contract, approve the School 

Improvement Plan for advancing academic achievement, and approve the school’s budget 

for the school year (Chicago Public Schools, 2003, retrieved from Chicago Public 

Schools Web Site). 

 The Chicago School Reform Act of 1988 created local school councils for all 

Chicago Public Schools.  The newly formed councils consisted of the principal, two 

teachers, six parents, two community members, and a student representative on high 

school councils (Chicago Public Schools, 2003, retrieved from Chicago Public Schools 

Web Site).  The push for reform came from a couple of directions, first the declaration 

from President Reagan’s Secretary of Education that Chicago public schools were the 

worst in the nation and continued teacher strikes, which in September 1987 lasted for 19 

days (Chicago Public Schools, 2003, retrieved from Chicago Public Schools Web Site).  

The Reform Act was a product of grass-roots work to improve Chicago public schools 

through decentralization.  By creating the local school councils, parents and community 

members could exercise real control over their schools (Chicago Public Schools, 2003, 

retrieved from Chicago Public Schools Web Site).  This reform also ended principal 

tenure, which had allowed principals to stay in their position for life.  After the reform, 

all principals were selected by the local school councils and were only given four-year 

contracts, after which they had to reapply (Chicago Public Schools, 2003, retrieved from 

Chicago Public Schools Web Site).  The 1995 Chicago School Reform Act gave the 

mayor of Chicago more control over the schools and the ability to appoint a five-member 
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Board of Trustees and Chief Executive Officer.  The Board has veto power over local 

school council’s decisions to renew a principal’s contract.  However, Chicago still 

remains the most decentralized big city educational system in the nation (Chicago Public 

Schools, 2003, retrieved from Chicago Public Schools Web Site). 

 The current movement of school councils throughout the K-12 public education 

system has vastly changed how our schools operate.  Parental involvement and 

involvement from all stakeholders have ascended to unprecedented levels.  The following 

timeline provides an accurate historical background of Chicago School Reform (Chicago 

Public Schools, 2003, retrieved from Chicago Public Schools Web Site): 

1. 1979-Chicago Public Schools go bankrupt; School Finance Authority established. 

2. 1985-Legislation established statewide school accountability.  The Illinois 

legislature required Chicago schools to produce an annual report card on student 

performance, meet various accountability standards, establish learning objectives 

in major subject areas, implement various categorical programs, and strengthen 

professional development (Wong, 1996). 

3. 1987-Chicago Public Schools endured a 19-day school strike.  Mayor Harold 

Washington convened Education Summit. 

4. 1988-The Chicago School Reform Act (P.L. 85-1418) passed in December.  This 

Reform Act created local school councils, sub-district councils, a School Board 

Nominating Commission, and a Mayor-appointed interim board.  The Nominating 

Commission was composed of two parent or community members elected by and 

from each of the district’s 11 Sub-district Councils (Wong, 1996).  In the future, 
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five additional members would be appointed by the Mayor, as stated in Illinois 

School Code, 1993, Article 34-3.1 (Wong, 1996).  The Act also shifted resources 

to schools, including State Chapter I funds, and mandated school improvement 

plans. 

5. 1989-October:  Election of the first local school councils. 

6. There are 17,256 people who run for school council seats with 312,000 people 

casting their ballots.  An estimated 6,000 members were elected to serve on local 

school councils. 

7. 1990-91-The local school council voting process was declared unconstitutional.  

The Nominating Commission nominated a permanent 15-member board, and the 

legislature enacted a law creating a new local school council election process. 

8. 1993-The Chicago Public Schools’ budget does not balance, and schools do not 

open on time.  There are massive parent and community protests with the courts 

intervening to open schools.  Chicago Public Schools balanced the budget by 

issuing bonds and taking part of State Chapter I money and the teachers’ pension 

fund. 

9. 1995-Legislation restructured the Chicago Public Schools system.  Mayor Richard 

Daley, the business community, and the Republican-controlled legislature worked 

in collaboration with the Governor of Illinois who signed into law legislation that 

gave mayoral control over the school board and instituted a corporate 

management model in Chicago Public Schools in July 1995 (Wong, 1996).  The 

legislation produced a five-member Board of Trustees and Chief Executive 
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Officer appointed by the mayor, mandated an Academic Accountability Council, 

and made changes in collective bargaining.  In addition, incoming local school 

council members were required to take three days of training that totaled 18 

hours. 

10. 1996-Chicago Public Schools had the ability to set criteria for principal positions. 

11. 1999-Illinois legislation restructured the Chicago Public Schools system.  Two 

members were added to the Board of Trustees, and the name reverted back to the 

Board of Education.  Senate bill 652 passed and became Public Act-61-622 which 

mandated criminal background checks for all local school council members, and 

local school council members no longer had to file a statement of economic 

interest with Cook County (Chicago Public Schools, 2003, retrieved from 

Chicago Public Schools Web Site). 

The stakeholder groups that served on school councils represented all the selected 

stakeholder groups with which an urban school district superintendent must work. 

Parents, the community, teacher representatives, and the principal and board of education 

members were all involved in the local school council’s movement that began in Chicago 

public schools (Chicago Public Schools, 2003, retrieved from Chicago Public Schools 

Web Site).   Despite the fact that local school councils were created to provide autonomy 

to every school community, the board of education in Chicago still served in a “check 

and balance” capacity. In all of Chicago’s local school councils, parents did not need a 

college or high school degree nor must they be a legal resident of the United States to run 

(Chicago Public Schools, 2003, retrieved from Chicago Public Schools Web Site).  All 



                      62             

 
 
 
 
 

that was required of parents was an interest and willingness to participate in their child’s 

education.  Local school councils meet almost every month.  Most local school council 

meetings were open to the public.  The only closed meetings were those in which 

personnel information about the principals and teachers was discussed (Chicago Public 

Schools, 2003, retrieved from Chicago Public Schools Web Site).   

The local school council movement that began in Chicago spread across the 

country’s K-12 public education landscape.  Urban school district superintendents in the 

K-12 public education system must possess a keen awareness of the role the selected 

stakeholder groups possessed while serving on local school councils.  Chicago Public 

Schools were not the only school systems in which state-mandated reform acts resulted in 

the establishment of local school councils.  On July 1, 2000, Governor Roy Barnes signed 

The A+ Education Reform Act, House Bill 1187, which required the establishment of a 

school council in every Georgia public school by October 2003 (Marietta City Schools, 

2004, retrieved from Marietta City Schools Web Site).  Marietta City Schools chose not 

to wait and established councils in all of their schools in the Fall of 2000, the only system 

in the State of Georgia to do so (Marietta City Schools, 2004, retrieved from Marietta 

City Schools Web Site).  Each seven-member council consisted of two parent 

representatives, selected by parents; two teacher representatives, selected by teachers; and 

two business representatives, one selected by the council from among the school’s 

Partners in Education and the other selected by the Board of Education.  The school 

principal served as the council chair (Marietta City Schools, 2004, retrieved from 

Marietta City Schools Web Site).  By law, the Georgia local school councils provided 



                      63             

 
 
 
 
 

input on issues such as the curriculum, school budget priorities including capital 

improvement plans, and recommendations concerning school board policies (Marietta 

City Schools, 2004, retrieved from Marietta City Schools Web Site).   

In the state of Massachusetts, Lexington Public Schools implemented the 

provisions of Chapter 71 of the Acts of 1993, Section 53, which required the 

establishment of school councils in all of the public schools in the Commonwealth of 

Massachusetts (Lexington Public Schools, 2003, retrieved from Lexington Public 

Schools Web Site).  The Lexington public schools committee believed that parents, 

teachers, high school students, and other members of the community should work 

collaboratively to assist the principal.  Collaboration led to enhancement of education for 

all the children in Lexington (Lexington Public Schools, 2003, retrieved from Lexington 

Public Schools Web Site).  The purposes of the local school councils in Lexington public 

schools were to implement the following: 

1. Assist the principals in adopting educational goals for the schools. 

2. Assist the principals in the identification of the educational needs of the students. 

3. Assist the principals in the review of the annual school budget. 

4. Assist the principals in the formulation of a school improvement plan. 

 The role of the urban school district superintendent moved from enforcer and 

monitor to one of facilitator, encourager, and coordinator (Lexington Public Schools, 

2003, retrieved from Lexington Public Schools Web Site).  The superintendent had an 

increased role to articulate a vision for the district as a whole.  A strong central vision 

combined with a variety of implementation strategies at individual sites became the 
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operating norm (Lexington Public Schools, 2003, retrieved from Lexington Public 

Schools Web Site).  In Massachusetts, each school council was composed of the 

principal, who served as co-chair; teachers elected by the professional staff of the school; 

parents elected by their fellow parents; non-parent community persons recruited by the 

principal; support staff, including custodians, secretaries, and teacher assistants; and at 

the secondary level, at least one student elected by the student council (Lexington Public 

Schools, 2003, retrieved from Lexington Public Schools Web Site).  The number of 

parents equaled the number of teachers plus the principal. 

  According to Wong (1996), Chicago Public Schools experienced relentless 

change.  Decentralized decision-making took place, and school politics became a 

function of competition among organized interests within the system.  The politics of 

shared decision making resulted in parents, minority groups, principals, teachers, and 

community groups gaining a greater voice (Wong, 1996).  This competition contributed 

to an ambiguous structure of authority, incoherent operations, and an unclear role and 

mission.  Renowned scholar Kenneth Wong pointed out some areas where local decision 

making could influence policy decisions:  the Nominating Commission and principal 

selection.   The urban school district superintendent must be cognizant of the 

aforementioned characteristics. 

 The 1988 School Reform Law established a Nominating Commission to select the 

school board and increased the number of board members from 11 to 15.  The 

Nominating Commission was composed of two parent or community members elected by 

and from each of the district’s 11 Sub-district Councils (Wong, 1996).  Later, five 
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additional members were appointed by the Mayor, as stated in Illinois School Code, 

1993, Article 34-3.1 (Wong, 1996).  Sub-district Councils were made up of parent or 

community members from each local School Council from within the-sub district.  This 

process made the Nominating Commission constituency-based because the route onto the 

commission was through the local school Council (Wong, 1996).  In the study by Wong, 

it was determined the Nominating Commission maintained ideological consistency 

among board members that reflected a commitment to the local School Councils.   

 Although the board was ideologically consistent, everyday operations were 

inconsistent with local accountability (Wong, 1996).  Wong concluded there was 

incongruity between authority and accountability.  State funding resources, which went 

directly to the schools, remained accountable at the board level.  If the money were 

misused, the board assumed legal responsibility and repaid the money (Wong, 1996).  

The Chicago School Finance Authority (SFA) held the board, rather than each local 

School Council, fiscally accountable, and the district was held liable for audit exceptions 

and proper expenditures.  According to Wong (1996), the school board nominating 

process was driven by opposing political and constituency concerns where competition 

between the mayor and the nominating commission to appoint board members prevailed.   

 The 1988 School Reform Law has revised the job and authority of principals.  

The new law made the principal pivotal to the success of reform, but, by removing 

principal tenure and placing decisions for the hiring and firing of principals with the local 

School Councils, tied principal discretion to political considerations (Wong, 1996).  

Wong concluded that the selection of principals by the local School Councils was often 
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reflective of the racial and ethnic makeup of the local School Councils and their 

neighborhood constituencies.   

 According to Wong (1996), by the seventh year of parental empowerment, the 

mayor, state policy makers, and various groups of stakeholders had grown increasingly 

frustrated with the decentralization experiment, despite the advocacy efforts by some 

researchers to depict an image of successful local School Councils.  There was no major 

improvement in student achievement during the seven years of parental empowerment.  

The Chicago school board and its top administrators failed to restore public confidence, 

and key appointments were often filled by candidates of questionable competence 

(Wong, 1996).  In addition, Wong concluded that Mayor Richard Daley was frustrated 

because his power over school board appointments was substantially constrained by the 

nominating commission that was created by the 1988 legislation.  The mayor had to pick 

candidates from a slate that included his strongest critics.   

 The mayoral takeover of this urban school district was inevitable.  The governor 

of Illinois signed into law legislation that gave mayoral control over the school board and 

instituted a corporate management model in Chicago Public Schools that began in July 

1995 (Wong, 1996).  Mayor Daley appointed a five-member Board of Trustees, and Paul 

Vallas, a former city budget and revenue director, as the district’s chief executive officer.  

Vallas appointed to his top administrative team former city government officials who 

worked in city hall with Mayor Daley.  The only exception of a non-government official 

to his top administrative team was his chief education officer, who was a former school 

principal (Wong, 1996).   
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 Academic scholars such as Kenneth Wong (1996) provided research that 

questioned the effectiveness of local school councils and the school-based management 

model.  School-based management was adopted as a political reform that shifted the 

balance of power from the central office to the local school community (Briggs & 

Wohlstetter, 2003).  Many districts adopted school-based management as a mechanism 

for empowering teachers.  Teacher empowerment was thought to be central to developing 

teachers’ professional communities (Briggs & Wohlstetter, 2003).  However, questions 

arose quickly about the purpose of the effort and the work required for successful school-

based management.  At the urging of state and district policymakers, school-based 

management efforts increasingly became focused on improving student achievement 

(Briggs & Wohlstetter, 2003).   

Briggs and Wohlstetter (2003) examined school-based management and its effects 

on schools, teachers, administrators, and parents.  Their review of the research generated 

several elements of schooling that were associated with successful school-based 

management.  A vision focused on teaching and learning that was coordinated with 

student performance standards, decision-making authority used to change the core areas 

of schooling, and power distributed throughout the school was featured in Briggs and 

Wohlstetter’s study.  Research on successful school-based management discovered these 

schools were likely to have a vision that was linked with district and state standards.  

There must be an emphasis on the importance of a vision that is locally defined and 

connected to high expectations for student learning (Briggs & Wohlstetter, 2003).  

According to Briggs and Wohlstetter, a vision that was coordinated with an instructional 
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guidance mechanism produced goals and a common understanding of the school’s status 

that was more likely to be accepted by teachers, administrators, and parents. 

The other two elements that had a positive effect on school-based management 

included decision-making authority and the distribution of power (Briggs & Wohlstetter, 

2003).  When teachers, principals, and others were empowered to make decisions that 

directly influenced students, there was motivation for involvement in school-based 

management.  One critical area of authority for schools was budget authority.  In the 

study by Briggs and Wohlstetter, the successful school-based management schools found 

ways to redirect funds to support their plans for student academic improvement.  This 

authority to allocate funds that supported school decisions and initiatives was a key 

element in instituting change.  

 In addition, Briggs and Wohlstetter (2003) concluded that successful school-

based management schools distributed power beyond the principal or a single council to 

involve many stakeholders in the decision-making.  In another setting, over 70 percent of 

the teachers in the Chicago Public Schools reported their schools offered a broad array of 

structures for teacher input.  Successful school-based management schools creatively 

divided power among individuals by establishing networks, work teams, and ad hoc and 

permanent committees (Briggs & Wohlstetter, 2003).  According to Briggs and 

Wohlstetter, school councils in successful school-based management models placed 

priority on building connections and coordinating activities across decision-making 

groups.  The school councils worked to ensure that work teams were focused on the 

school’s vision and that they had the resources for effective operations.  Briggs and 
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Wohlstetter discovered that successful school-based management schools were 

restructured to provide teachers significant periods of time to work together. 

 The urban school district superintendent is presented with many challenges 

throughout the current K-12 public education system.  As leaders they may want to 

implement their vision for an effective organization, but they must be able to collaborate 

with many different stakeholders who may have different visions.  The modern-day urban 

school district superintendent must be extremely multidimensional.  The different 

stakeholders include educational administrators, teachers, teaching assistants, parents, 

support staff, community, business, religious leaders, and policy makers.  Each of these 

stakeholders represents interest groups that possess a different agenda. Despite the 

challenges that are present, the urban school district superintendent must demonstrate 

courageous leadership and make every decision with the best interests of the students in 

mind. 

 Urban school district superintendents must discover the vital components to doing 

the job, create a set of values, and continually move their decisions through these values.  

A leader’s values must be strong and ethical, and this will serve as a moral compass and 

guiding principle to doing the job effectively and with pride and distinction.  The urban 

school district superintendent must stand for something positive, work at continually 

challenging his/her sense of what is right, make sure that he/she is confident in a personal 

moral compass, and have the courage to stand tall even when others would encourage the 

urban school district superintendent to falter.   
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 In addition to the research and the experience obtained as a practitioner, the urban 

school district superintendent must possess a passion to make a difference in the life of a 

child each and every day.  By performing a service to the school community and school 

district community and being there for all of the stakeholders involved, the urban school 

district superintendent will experience personal and professional growth and a 

tremendous sense of fulfillment and self-gratification that will make the job in the K-12 

public education environment well worth the investment. 

Research Question 4 

 How does the portrait of this urban school district superintendent’s role in 

promoting relationships with selected stakeholder groups in a large southwest urban 

school district compare with the current literature on these relationships? 

 The urban school district superintendent must be able to communicate effectively 

with all selected stakeholder groups to achieve a level of success within the school 

district.  According to Kowalski (2005), experience arising from the current school 

reform movement demonstrated that relationship-enhancing communication rather than 

top-down dicta is necessary for advancing educational agendas.  This urban school 

district superintendent from a large southwest district must be a visionary by focusing on 

how to maximize student achievement.  By focusing on improved student achievement, 

the urban school district superintendent will be taking a step in the right direction of 

satisfying arguably the most important stakeholder groups, the parents and the school 

board members. 
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The leader as a visionary, which is the first leadership competency according to 

Bennis (2003), must be able to engage others by creating shared meaning.  Leaders are 

able to promulgate their vision because they are exquisitely attuned to their followers and 

feel their pain, their wants, and their needs.  Leaders, in every field, are richly endowed 

with empathy (Bennis, 2003).  Michael Fullan’s (2003) tri-level reform and the role of 

the district are organizational theories that can support the superintendent’s role as a 

visionary.  Fullan argued for deep and sustained change from educational leaders.  He 

suggested that motivation was enhanced by altering the working conditions of teachers in 

a way that made it possible for them to improve and stay motivated on a sustained basis.  

The New American Schools (NAS) group has drawn the same conclusion.  NAS 

emphasized the focus should be on comprehensive school improvement, a system 

approach, not just a design or model (Fullan, 2003).  Fullan stressed the importance of 

this system approach because current educational reform must focus on leadership, 

school-wide reculturing, and related fundamental changes at the school, community, 

district, and state levels in order to achieve reform to support continuous improvement.   

As a visionary, the superintendent can also use successful external models to help 

change the culture of the profession within the district.  For example, District 2 in New 

York City used a combination of accountability and capacity-building strategies to 

support school and student improvement (Fullan, 2003).  Seven organizing principles for 

reform strategy took place in District 2 between 1988 and 1996.  Reform is about 

instructional improvement being a long, multi-stage process involving awareness, 

planning, implementation, and reflection (Fullan, 2003).  Shared expertise is the driver of 
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instructional change, the focus is on system-wide improvement, and good ideas come 

from talented people working together.  The last two principles involve setting clear 

expectations and then decentralizing with collegiality, caring, and respect playing critical 

roles (Fullan, 2003).  In addition, Fullan stated there must always be intense professional 

development in the school district’s program, and continuous monitoring and feedback, 

which encompass the theory of change.   

As stated, Fullan’s (2003) focus was on deep and sustained change from 

educational leaders.  In the San Diego City Schools District in 1998, superintendent Alan 

Bersin hired Anthony Alvarado as chancellor of instruction.  The two educational leaders 

created the Blueprint for Student Success in a Standards-Based System (Fullan, 2003).  

The blueprint’s focus was on a set of instructional practices such as the literacy 

framework with a focus on student achievement results and professional development 

directed at instructional improvement.  According to Fullan, Bersin and Alvarado sought 

professional development for principals, teachers, peer-coach staff developers, and 

instructional leaders.  Professional development was built into monthly, weekly, and 

daily interactions organized around the concept of learning communities.   

Chancellor Alvarado and Superintendent Bersin established the first competency 

of the leader as a visionary.  They devised structures through which principals could learn 

about exemplary instructional practice and ways to support student learning (Fullan, 

2003).  In addition, Fullan pointed out that the leaders of the San Diego City Schools 

District developed a mechanism for principal learning called Walkthrough.  Walkthrough 

was a school accountability and review process adapted from District 2 in New York 
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City, and was used to evaluate site progress and assist principals in identifying 

instructional support needs. Bersin and Alvarado’s theories of instruction and change 

were of a visionary nature.  They identified their instructional theory as an attempted one 

to professionalize teaching by grounding decisions in both greater shared knowledge 

about effectiveness practice and an expectation that teachers would learn to apply 

knowledge to the individual needs of students (Fullan, 2003).  

 The current literature states that the urban school district superintendent must 

pursue reform in an information-based society (Kowalski, 2005).  Noting this fact, 

analysts (Bauman, 1996; Sarason, 1996) concluded that school systems will not improve 

unless the influence of prevalent change-resistant cultures was attenuated.  Educators in 

many schools still believe that they are more productive by virtue of working individually 

and in seclusion and that schools are most productive when they prevent community 

interventions (Kowalski, 2005).  The belief of some educators that isolationism is 

effective is why urban school district superintendents must be effective communicators 

with selected stakeholder groups.  Schein (1992) argued that highly effective 

organizations have replaced change-resistant cultures with learning cultures-belief 

systems built on the assumption that communication and information were central to 

organizational well-being and must therefore create a multichannel communication 

system that allowed everyone to connect to everyone else. 

 The urban school district superintendent should have considered the strategies and 

insight set forth in the literature.  According to Kowalski (2005), initiating and 

facilitating culture change are especially risk-laden assignments for superintendents.  
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Many lack a deep understanding of organizational culture and its effects on change 

(Sarason, 1996), and most have not had experience as change agents (Murphy, 1994).  

Culture change strategies found in the literature commonly recognize that the process 

requires visualizing a destination and developing a plan for reaching it.  In the case of 

public education, visioning and planning should be inclusive activities; to meet this 

expectation, superintendents must engage stakeholders in discussion of seemingly 

intractable governance, power, and organizational design problems (Carlson, 1996; 

Heckman, 1993).  Organizational change in general, and culture change specifically, 

become more probable when top executives provide direction, symbolic leadership, and 

facilitation through effective communication (Fullan, 2001).    

 The relationship between organizational structure and communication is highly 

relevant to the core strategy of the current school reform movement, that is, replacing 

change-resistant cultures with authentic learning cultures and professional learning 

communities (Bauman, 1996; Eason-Watkins, 2005).  The idea of school restructuring is 

nested in the belief that public school districts will meet local community needs more 

fully if they communicate with stakeholders in more systemic ways (Kowalski, 2005).   

 According to Kowalski (2005), the classical administrative communication model 

promotes one-way, directive, coercive exchanges inevitably reducing opportunities for 

mutual influence and information sharing.  As a result, superintendents who persist in 

deploying this behavior usually fail to engage stakeholders in meaningful discourse (Hoy 

& Miskel, 2001).  Both professionally and politically, relationship-enhancing 

communication is a more effective alternative for administrators who must initiate and 
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sustain change (Kowalski, 2005).  When communication produces mutual 

understandings, mutual influence, negotiation, openness, credibility, trust, and positive 

organizational development becomes more likely.  These components are extremely vital 

for the urban school district superintendent because they strive to promote effective 

relationships with selected stakeholder groups. 

Theory and Research  

The superintendent must implement theory and research as guides in their job-

performing duties.  Theory and research can provide additional leadership characteristics 

for a superintendent who wants to improve relationships with selected stakeholder groups 

through communication and organizational change.  Level 5 leadership (Collins, 2001) 

can prove to be a powerful tool.  Level 5 leaders combine personal humility and 

professional will while simultaneously being timid, ferocious, and modest with a fierce, 

unwavering commitment to high standards.  These good-to-great leaders demonstrate a 

personal humility in which they are quiet and reserved.  According to Collins, Level 5 

leaders channel their energy toward building a great organization.  They assume 

responsibility for poor results and give credit to others.  As President Harry Truman (as 

cited in Collins, 2001) stated, “You can accomplish anything in life, provided that you do 

not mind who gets the credit” (p. 17).  

Professional will and personal humility are the two sides of Level 5 leadership.  

According to Collins (2001), the leader with professional will demonstrates unwavering 

resolve to do whatever must be done to produce the best long-term results, no matter how 

difficult.  The superintendent, as the educational leader of the large urban school district, 
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should implement the following professional will characteristic when working with the 

selected stakeholder groups:  Look in the mirror, not out the window, to apportion 

responsibility for poor results, never blaming other people, external factors, or bad luck 

(Collins, 2001).   

The second side of Level 5 leadership (Collins, 2001) is personal humility.  A 

superintendent, as educational leader of a school district, must demonstrate a compelling 

modesty, shunning public adulation, and remembering not to act in a boastful manner.    

By implementing the personal humility characteristic, the superintendent can establish 

relationships with the selected stakeholder groups throughout the school district 

community.  In the study by Collins, the Level 5 leader acted with quiet, calm 

determination and relied principally on inspired standards, not inspiring charisma, to 

motivate.   

Level 5 leadership (Collins, 2001) has other characteristics that can help the large 

urban school district superintendent with improved communication that can result in 

positive organizational change.  The good-to-great leaders began the transformation by 

first getting the right people on the bus (and the wrong people off the bus) and then 

figuring out where to drive the bus.  According to Collins, good-to-great leaders were 

rigorous, not ruthless, in people decisions.  There are three basic steps to follow when 

selecting the right people for your organization:  (1) When in doubt, keep looking for the 

right employees; (2) When you know you need to make a people change, act; and (3) put 

your best people on your biggest opportunities, not your biggest problems.   
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As an effective communicator, when implementing Level 5 leadership (Collins, 

2001), the large urban school district superintendent must acknowledge the reality of 

his/her organization to have an effective relationship with selected stakeholder groups.  In 

Level 5 leadership, Collins stated that a leader must confront the brutal facts.  As stated 

by one of the great leaders of the 20th century, Sir Winston S. Churchill, “There is no 

worse mistake in public leadership than to hold out false hopes soon to be swept away” 

(Collins, 2001, p. 65). 

 Leadership does not begin just with vision.  It begins with getting people to 

confront the facts and to act on the implications (Collins, 2001).  The superintendent as a 

communicator and visionary must create a culture where people have an opportunity to 

be heard and, ultimately, for the truth to be heard.  Collins concluded that creating a 

climate where the truth is heard involved the four following basic practices:  (1) Lead 

with questions, not answers; (2) engage in dialogue and debate, not coercion; (3) conduct 

autopsies, without blame; (4) build red flag mechanisms that turn information into 

information that cannot be ignored.  The superintendent in a large urban school district 

must create a culture where selected stakeholder groups believe the truth is being told 

about the state of the school district.  As a superintendent, this is an excellent method for 

establishing trust and credibility that will lead to a relationship with selected stakeholder 

groups (Peterson & Short, 2001).   

There also needs to be a refocus on the history of leadership that is centered in the 

humanities.  According to English (2003), this will get the educational leadership field in 

touch with the deep roots in genuine leadership studies.  In addition, an in-depth review 
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of literature and history can help revisit what the point of scientificity (pos) has erased.  

As a communicator working towards positive organizational change, the superintendent 

should revisit literature regarding leaders and leadership that extended into antiquity and 

to which countless 20th century leaders looked in moments of defeat, solace, and triumph 

(English, 2003).  English noted that both Gandhi and Winston Churchill had read Thomas 

Carlyle’s (1841/1935) On Heroes, Hero-Worship and the Heroic in History.  Leaders 

such as Abraham Lincoln were inspired by Shakespeare’s plays, lines of which Lincoln 

quoted often. According to English, Harry Truman read Plutarch and Shakespeare over 

and over during his presidency.  If the leaders of nations could implement literature from 

humanities to achieve a relationship with their followers, then a superintendent of a large 

urban school district can follow the same formula for achieving a relationship with the 

selected stakeholder groups. 

The proven leadership of Harry Truman during his eight years as president can 

prove beneficial for any leader of any organization.  In this case, an urban school district 

superintendent can learn from the strength and resolve that Harry Truman demonstrated 

during his presidency.  McCullough (1992) not only captured Truman as a more 

complex, informed, and determined man than ever before imagined but also the turbulent 

times in which he rose, boldly, to meet unprecedented challenges.  All of these 

accomplishments came from a man who never obtained his college degree.  Truman’s 

presidency included the legendary Whistle-Stop campaign of 1948, confronting Joseph 

Stalin at Potsdam to decide the political future of Eastern Europe, and the difficult 

decision to fire General MacArthur (McCullough, 1992).  President Truman was 
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extremely well prepared for each event and this is definitely a trait any current school 

district superintendent can apply in his/her job as well as the following famous quotes 

from this historic leader:  “The buck stops here:  If you can’t stand the heat, you better 

get out of the kitchen (McCullough, 1992, pp. 467, 584). 
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CHAPTER 3 

METHODOLOGY 

Introduction 

 This case study used qualitative methods of data gathering.  The case study is but 

one of several ways of doing social science research.  In general, case studies are the 

preferred strategy when “how” or “why” questions are being posed (Yin, 2003).  I 

designed a case study to collect, present, and analyze data fairly.  According to Yin and 

Ary et al. (2006), the case study is used in many situations to contribute to our knowledge 

of individual, group, organizational, social, political, and related phenomena.  The case 

study has been a common research strategy in psychology, sociology, political science, 

social work, business, and economics.  In other words, the case study method allows 

investigators conducting research to retain the meaningful characteristics of real-life 

events such as organizational and managerial processes and neighborhood change (Yin, 

2003).  These two characteristics accurately depict the current local School Council 

movement.  The local school council movement is what the urban school district 

superintendent must facilitate in promoting relationships with selected stakeholder groups 

in a large southwest urban school district.   

 Yin (2003) described the distinctive characteristics of the case study as a research 

method.  The case study is an empirical inquiry that investigates a contemporary 

phenomenon within its real-life context, especially when the boundaries between 

phenomenon and context are not clearly evident.  A case study includes data collection 

and data analysis strategies, which are a part of the case study inquiry.  Yin’s work 
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helped the investigator determine how to define the case being studied; how to determine 

the relevant data to be collected; and what should be done with the data, once collected.  

According to Yin, in my role as the investigator, I covered all of the phases of the case 

study design, the data collection, analysis, and reporting.  Case studies typically make use 

of many methods of data collection but lean most heavily toward qualitative methods 

such as observations, interviews, and the study of documents (Worthen et al., 1997).  

According to Worthen et al., the design is descriptive, and there is an emphasis on depth 

of description.  To achieve that depth, many methods must be used.  The case study on 

the superintendent’s role in promoting relationships with selected stakeholder groups in a 

large southwest urban school district involved a triangulated data-collection procedure.  

The triangulated data were obtained from superintendent interviews, document analysis, 

and participant observation.  

 Triangulated Case Study   

 The superintendent interviews were conducted over a period of time.  They 

included four interviews, in which the superintendent had the opportunity to review draft 

reports to ensure that I accurately reflected the superintendent’s communication in the 

interview.  The superintendent, who is no longer leading the district, responded to the 

interview questions as if they were still leading the urban school district. The 

superintendent provided a unique retrospective during our last interview and provided 

some insight on the previous interviews.  In addition, I used an expert panel of past and 

current school district superintendents who answered the interview questions used for my 

case study.  Their role was to review the interview protocol.  They provided a trial 
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response to the questions I used with the urban superintendent in my case study, to 

determine if the questions were appropriate.  Their responses indicated the interview 

would reveal answers to research questions, and as a result the questions were 

appropriate.   

 The document analysis included the review of board policies, newspaper articles, 

and board minutes.  The documents I reviewed included the following:  documents from 

the school council trainings I attended, documents from the community forums for the 

superintendent finalists, newspaper articles, and board agendas.  Document analysis 

proved helpful in identifying specified characteristics of the material (Ary et al., 2006).  

Document analysis is stable, it can be reviewed repeatedly, and it is exact because it 

contains exact names, references, and details of an event (Yin, 2003).  These details of 

events were evident during my descriptive findings section of chapter four. 

 The participant observation procedure included the documents and observations 

gathered from my monthly school council meetings at the elementary school where I 

served as principal.  According to Yin (2003), in my participant observer role, I was able 

to coordinate minor events such as our local school council meetings.  In addition, I was a 

participant observer during the district school council trainings I attended, and the real-

life events I encountered.  These documents also represented participant/observer 

protocol when I attended these meetings and events as a participant and, later in time, re-

examined the happenings as a removed observer through the document analysis.  The 

participant observation included observation of district school board meetings and public 

hearings. 
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The real-life events mentioned previously were events that occurred in the 

everyday life of an organization, whether the event was social, political, or involved an 

individual or group of people.  In other words, the case study method allows investigators 

conducting research to retain the meaningful characteristics of real-life events such as 

organizational and managerial processes and neighborhood change (Yin, 2003).  

Examples of real-life events are discussed in greater detail in the descriptive findings 

section of the next chapter.  The real-life events were applied in the triangulated case 

study procedure, primarily with the document analysis and participant observation 

components. 

 The research questions that were the focus in this case study included the 

following: 

1. What is the urban school district superintendent’s role in promoting 

relationships with selected stakeholder groups?  How does the urban school 

district superintendent view his/her role, and how do others view the urban school 

district superintendent’s role? 

2. What is the intersection between the superintendent and the school board in 

promoting relationships with selected stakeholder groups? 

3.  How do the development and implementation of local school councils in this 

large southwest urban school district illustrate the urban school district 

superintendent’s role in promoting relationships with selected stakeholder groups? 

4. How does the portrait of this urban school district superintendent’s role in 

promoting relationships with selected stakeholder groups in a large southwest 
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urban school district compare with the current literature on these relationships? 

The essence of a case study is that it tries to illuminate decisions or sets of 

decisions:  Why they were taken, how they were implemented, and with what result (Yin, 

2003)?  According to Yin, a case study is an empirical inquiry that investigates a 

contemporary phenomenon within its real-life context, especially when the boundaries 

between phenomenon and context are not clearly evident.  A case study includes data 

collection and data analysis strategies, which are a part of the case study inquiry.  Yin 

concluded that the case study inquiry relied on multiple sources of evidence, with data 

converging in a triangulating fashion and, as another result, benefits from the prior 

development of theoretical propositions to guide data collection and analysis.   

The case study as a research strategy comprises an all-encompassing method 

covering the logic of design, data collection techniques, and specific approaches to data 

analysis (Yin, 2003).  As a result, the case study is a comprehensive research strategy.  

Robert Yin’s case study research was applied in my study for multiple reasons.  By using 

multiple sources of evidence, I triangulated the data to test the data’s truthfulness and 

completeness.  The case study methodology rests upon theoretical bases and a 

comprehensive literature review.  Case studies in educational administration are intended 

to help prospective and practicing administrators develop problem-solving and decision-

making skills (Kowalski, 2008).  Kowalski concluded that case studies provided a nexus 

between the theoretical component of the profession’s knowledge base and the realities of 

a changing society.   
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Designing the Case Study   

A case study research design deals with a logical problem or question.  For case 

studies, five components of a research design are especially important:  A study’s 

questions, the propositions, the unit of analysis, the logic linking the data to the 

propositions, and the criteria for interpreting the findings (Yin, 2003).  As stated 

previously, the case study strategy is most likely to be appropriate for “how” and “why” 

questions.  The case study’s propositions direct attention to something that should be 

examined within the scope of study.  According to Yin, the individual person is the case 

being studied, and the individual is the primary unit of analysis.  My unit of analysis was  

an urban school district superintendent.  During part of the case study the unit of analysis 

was a sitting superintendent, and during part of the study the unit of analysis was a 

former superintendent.   Case studies have examined decisions, programs, and 

organizational change (Yin, 2003).   

 Case studies provide an in-depth description of a specific unit that may be 

selected because it is unique or typical for a variety of reasons (Ary et al., 2006).  The 

superintendent of this large southwest urban school district was unique for a number of 

reasons.  This person served as a principal and assistant superintendent previously in the 

same district and was brought out of retirement on an interim basis for one year, and then 

served and completed a three-year contract.  According to Ary, et al. case studies attempt 

to describe the subject’s entire range of behaviors and the relationship of these behaviors 

to the subject’s history and environment.  Ary et al. concluded that the case study seeks to 

understand the whole individual in the totality of that individual’s environment.  Case 
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studies are anchored in real life and can provide rich, detailed accounts of the person 

being studied.  

 I attended many real-life events as a participant observer which enabled me to 

collect more information about the person being studied.  The theories of stakeholder 

salience and pluralism provided a guide for my case study.  These theories gave me direct 

insight into the behaviors demonstrated by the selected stakeholder groups at the real-life 

events which I attended.  The former superintendent in my case study was focused on 

stakeholder collaboration and establishing professional learning communities throughout 

the large urban school district.  The culture that was created by the former superintendent 

proved to be the same culture that made his last several months in the superintendent job 

quite tumultuous.  The public hearings conducted by the superintendent and school 

district afforded the selected stakeholder groups (parents, employee groups, and 

community officials) the ability to influence the decision-making authority of the 

governing board.  I was able to participate as moderator for a public information meeting 

conducted by the former superintendent and also was an observer for what was the most 

intense real-life event of my case study, the public hearing conducted by the governing 

board for a local historic elementary school.  These two events provided insight and 

reflection and conveyed to me the importance of real-life events in a case study.   

According to Yin (2003), covering the aforementioned five components of 

research designs forces the researcher to begin constructing a preliminary theory related 

to the researcher’s topic of study.  For case studies, theory development as part of the 

design phase is essential, whether the ensuing case study’s purpose is to develop or test 
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theory (Yin, 2003).  The complete research design embodies a “theory” of what is being 

studied.  The complete research design provides strong guidance in determining what 

data to collect and the strategies for analyzing the data.  For this reason, theory 

development prior to the collection of any case study data is an essential step in case 

studies (Yin, 2003).  Yin concluded there was a full range of theories that could be 

relevant to the case study conducted by the researcher. The theories that were selected for 

this study included pluralism and stakeholder salience. 

Case Study Evidence   

As stated earlier, a triangulated case study was conducted.  A major strength of 

this case study data collection was the opportunity to use many different sources of 

evidence (Yin, 2003).  The use of multiple sources of evidence in case studies allows an 

investigator to address a broader range of historical, attitudinal, and behavioral issues 

(Yin, 2003).  As principal investigator, I triangulated the data during my case study.  

Document Analysis 

Document analysis was the first component of the triangulated case study. Such 

an analysis can take many forms and should be the object of explicit data collection plans 

(Yin, 2003).  Document analysis includes letters, memoranda, and other communiqués.  

According to Yin, agendas, announcements and minutes of meetings, and other written 

reports of events are also included.  The documents I reviewed included the following:  

documents from the school council trainings I attended, documents from the community 

forums for the superintendent finalists, newspaper articles, and board agendas.  

Document analysis is stable; it can be reviewed repeatedly; and it is exact because it 
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contains exact names, references, and details of an event (Yin, 2003).  Another advantage 

is it provides broad coverage over a long span of time and many events and settings. 

During my document analysis of the triangulated case study, I reviewed the notes 

I took from the real-life events that occurred in this large urban school district during the 

Spring of 2008.  The personal reflection broadened my perspective of the depth of issues 

with which the superintendent was presented on a regular basis.  I was also exposed to 

the agendas and documents from the school council trainings, and the public community 

forums I attended that were instrumental in selecting the next superintendent for this 

large urban school district.    This process of reviewing documents enabled me to discern 

accuracy of the other components of the study. 

Superintendent Interviews 

 The second component of the triangulated case study was composed of interviews 

with the superintendent who was the unit of analysis.   Yin (2003) concluded that 

interviews were one of the most important sources of case study information.  I had two 

jobs throughout the interview process:  (a) to follow the line of inquiry as reflected by the 

case study protocol and (b) to ask the actual conversational questions in an unbiased 

manner that also served the needs of the line of inquiry (Yin, 2003).  Most case study 

interviews are of an open-ended nature in which the respondents can be asked about the 

facts of a matter as well as their opinions about events.  According to Yin, interviews are 

targeted and focus directly on the case study topic, and the interviews are insightful by 

providing perceived causal inferences.  Interviewing involves entering another person’s 

world, and his/her perspectives but also remaining alert to its configurations (Measor, 
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1985).  According to Measor, the central issues in interviewing are keeping a critical 

alertness about the interview and also about yourself and your own performance. 

 As stated previously in this chapter, four interviews were conducted with the 

urban school district superintendent during this case study.  Each of the four interviews 

corresponded with the four research questions used during this case study.  The 

interviews were between one and one and one-half hours in length.  They were conducted 

at local restaurants on the west side of the city.  The superintendent and I decided to 

conduct the interviews at these restaurants to provide privacy and a high comfort level.  

The interviews were not taped; however, I did type the superintendent’s responses when 

he answered the questions.  I asked for clarification when necessary, and the 

superintendent elaborated quite eloquently.  I provided the superintendent with the 

interview questions so he could reflect on his responses prior to the interviews.  The 

superintendent did not have an opportunity to review the questions prior to two of the 

interviews, so I provided the questions just before he answered them.  I found this 

method to be just as effective because the superintendent reflected for a moment and then 

gave his response.  After the interviews were conducted, I reviewed the responses and 

made necessary corrections or additions before I left the interview location.  This process 

was beneficial, especially because the information was fresh in my mind.   

 According to Worthen et al. (1997), personal interviews can provide a wealth of 

information.  The more specific the information desired, the more structured the 

interview should be.  I developed the questions to be asked, making sure that they 

covered the spectrum required to address the case study.  This was used to develop 



                      90             

 
 
 
 
 

rapport with the respondent and explain the general procedures. Worthen et al. (1997) 

concluded that participants needed time to ask any questions.   

Participant Observation 

 The third component of my triangulated case study involved my role as a 

participant-observer, at times actually participating in the events being studied.  The 

participant observation role was used in everyday settings with a local school council, 

and in large settings in the district-wide meetings that involved the selected stakeholder 

groups from this case study.  The participant-observation role provided the distinctive 

opportunity to gain access to events or groups that were otherwise inaccessible to 

scientific investigation (Yin, 2003).  Yin concluded that in participant-observation, the 

investigator has the ability to manipulate minor events such as convening a meeting of a 

group of persons in the case study. 

 My role as participant observer provided a tremendous amount of insight.  I 

served as a moderator at the request of the urban school district superintendent at the first 

public information meeting that involved the possible closure of a historic elementary 

school.  All of the selected stakeholder groups that were used for my case study were 

present at the superintendent’s public information meeting.  This experience provided an 

opportunity for me to witness the superintendent’s top executive staff debate with the 

local school community and selected stakeholder groups on whether or not to close a 

historic elementary school.  In my role as participant observer, I was also present for the 

most intense real-life event that occurred during my case study.  The historic elementary 

school had a public hearing in which all of the members of the urban school district 
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governing board were present.  There were current and retired elected officials present, 

longtime community activists, school community members and parents, members of the 

local fire and police departments, and leaders of the local municipal government who 

pleaded their case to the governing board to keep the school open. 

 During my role as a participant observer and researcher, I was a sitting principal 

in the same district of the urban superintendent, who was the unit of analysis for my case 

study.  During the case study I implemented some of the directives from the 

superintendent.  The reason for inclusion of real-life events from my school site, is that 

these events were pertinent to demonstrate the leadership of the unit of analysis, the 

superintendent, during my case study. 

Analyzing Case Study Evidence 

 Of the analytical strategies possible for use in a case study, the following 

strategies were chosen (Yin, 2003):  The use of theoretical propositions, explanation 

building and chronologies.   

Theoretical Propositions 

 In analyzing the case study, the theoretical propositions set forth in this literature 

review served as a moral compass.  The focus was limited to the four essential 

competencies described by Bennis (2003).  Viewing the leader as a purposeful and self-

confident visionary with integrity and an adaptive capacity (Bennis, 2003) assisted my 

research in analyzing the case study of the superintendent’s role in promoting 

relationships with selected stakeholder groups in a large southwest urban school district. 
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 In addition, I focused on the scholarly research of Wong (1996) and Briggs and 

Wohlstetter (2003) on the implementation of local school councils throughout our K-12 

public education system.  The theoretical base of pluralism and interest groups of 

legislation (Eskridge et al., 2006) and stakeholder salience (McDaniel & Miskel, 2002) 

served as a guide when analyzing the case study evidence, especially as they pertained to 

local school councils.  The key points of pluralism such as citizens organizing into groups 

for political action and interest group politics resulting in pluralism, the spreading of 

political power across many political actors, were an excellent way for theory to relate to 

the modern practice of local school councils. 

Explanation Building 

 Explanation building was the second analytic technique for this case study.  

According to Yin (2003), the goal in explanation building is to analyze the case study 

data by building an explanation about the case.  The goal was not to conclude the study 

but to develop ideas for further study.  In most existing case studies, explanation building 

has occurred in narrative form.  The better case studies are the ones in which the 

explanations have reflected some theoretically significant propositions (Yin, 2003).     

Chronological Events 

 The compiling of chronological events, the third technique, is a frequent 

technique in case studies and may be considered a special form of time-series analysis 

(Yin, 2003).  The chronological sequence again focused directly on the major strength of 

case studies and allowed me to trace events over time.  The chronology covered many 

different types of variables rather than being limited to a single independent or dependent 
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variable and, as a result, was richer and more insightful (Yin, 2003).  

Case Study Data Collection 

 During my case study of the superintendent’s role in promoting relationships with 

selected stakeholder groups in a large southwest urban school district, the basic list of 

commonly required skills as defined by Yin (2003) were strictly followed.  According to 

Yin, the skills include the following: 

1. As the case study investigator, I was able to ask good questions and interpret 

the answers. 

2. I was a good “listener” and was not trapped by my own ideologies or 

preconceptions.   

3. I was adaptive and flexible, so that newly encountered situations were seen as 

opportunities. 

4. I had a firm grasp of the issues being studied, whether this was a theoretical or 

policy orientation or even if it was an exploratory mode.  A solid grasp reduced 

the relevant events and information to be sought to manageable proportions.   

5. A person should be unbiased by preconceived notions, including those derived 

from theory.  Thus, a person should be sensitive and responsive to contradictory 

evidence.  

Case studies require an inquiring mind during data collection not just before or 

after the activity (Yin, 2003).  One insight into asking good questions is to understand 

that research is about questions and not necessarily about answers (Becker, 1998).  

According to Yin, being a good listener means being able to assimilate large amounts of 
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new information without bias.  When conducting the case study research, I demonstrated 

a certain adaptiveness and flexibility.  I adapted when necessary; maintained an unbiased 

perspective; and remembered to balance adaptiveness with rigor, which cannot be 

overemphasized (Yin, 2003).  In case study data collection, my role was to record the 

data and interpret the information as it was being collected.  I demonstrated a lack of bias.  

All of the preceding conditions would have been negated if I had sought to use a case 

study only to substantiate a preconceived position (Becker, 1967).  According to Yin, my 

role as investigator in the case study consisted of an understanding as to why the study 

was being done, what evidence was being sought, what variations could be anticipated, 

and what would constitute supportive or contrary evidence for any given proposition.   

Generally, a case study protocol should have an overview of the case study 

project (project objectives, case study issues, and relevant readings about the topic being 

investigated).  Specific questions that I kept in mind when collecting data were also part 

of the case study protocol (Yin, 2003).  The field procedures of the case study protocol 

need to emphasize the major tasks in collecting data.  The former urban school district 

superintendent granted me authorization to conduct the case study for this research. 

 The heart and soul of the case study protocol are a set of substantive questions, 

and these questions reflected my actual line of inquiry (Yin, 2003).  The protocol’s 

questions were reminders regarding the information that needed to be collected and why.  

Each question was accompanied by a list of likely sources of evidence such as the names 

of individual interviewees, documents, or observations.  The level of questions in the case 

study protocol reflected the full set of concerns from the initial design.  According to Yin, 
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Level 1 questions are asked of specific interviewees.  Level 2 questions are asked about 

the individual case, and these are the questions in the case study protocol that were 

answered in my role as investigator during a single case, even when the single case was 

part of a larger, multiple-case study. 

 According to Yin (p. 69) the case study protocol includes the following: 

  1.  Project objectives.     

  2.  Case study issues.    

  3.  Relevant readings about the topic.    

  4.  Substantive questions.  

 Regarding project objectives:  My focus included how to promote relationships 

with selected stakeholder groups.  Regarding case study issues:  My research questions 

reflected the issues that were the focus of this study.  Regarding relevant readings about 

the topic:  In chapter 2 the research reviewed and reported exemplifies the relevant 

readings found about this topic.  Regarding substantive questions:  The research 

questions for this study comprised the substantive questions for the case study. 

 Criteria for Case Study Research Designs 

 According to Yin (2003), a research design should represent a logical set of 

statements, and the researcher should also judge the quality of any given design 

according to certain logical tests.  Concepts that have been offered for these tests include 

trustworthiness, credibility, confirmability, and data dependability (Yin, 2003).  The 

criteria offered by Lincoln and Guba (1985) have now been used by qualitative 

researchers for more than 20 years.  These are the criteria chosen as evaluative tools for 
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the conduct of this research:  credibility, transferability, dependability, and 

confirmability.   

Credibility 

 Credibility is concerned with the truth of the findings for particular subjects in a 

particular context and would replace the concern with internal validity found in 

traditional research methods (First, 2006).  Internal validity is only a concern for causal 

(or explanatory) case studies, in which an investigator is trying to determine whether 

event x led to event y (Yin, 2003).  Yin concluded that the concern over internal validity 

for case study research might be extended to the broader problem of making inferences.  

In a valid research study, the evidence gathered is an accurate reflection of the evidence 

sought, and as a result, the pursuit of validity in research is, in everyday language, best 

described as the pursuit of accuracy (Silbergh, 2001).  Accuracy is a fundamental 

cornerstone of all academic work.   

Transferability 

 According to Guba and Lincoln (1989), to determine the transferability or 

applicability of a study to another context, the research would assess the fit of the 

findings to that problem or that setting.  The more complete the description in the original 

study, the more likely a potential fit can be assessed.   The concern with transferability 

replaces the concern with external validity found in traditional research studies (First, 

2006).  External validity deals with the problem of knowing whether a study’s findings 

are generalizable beyond the immediate case study (Yin, 2003).  In measuring external 

validity with case studies, Yin concluded that case studies rely on analytical 
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generalization.  In analytical generalization, the investigator is striving to generalize a 

particular set of results to some broader theory.  As has been stated, the research in this 

study sought to generalize the particular set of results to the theories of pluralism and 

stakeholder salience. 

Dependability   

 The dependability or consistency of the study replaces concern for traditional 

reliability (Guba & Lincoln, 1989; Lincoln & Guba, 1985).  According to First (2006), an 

audit trail is used to determine this kind of dependability, i.e., if a second policy 

researcher or policy research team reviewed the documentation and the underlying 

reasoning, would agreement on the findings be reached?  Most people are already 

familiar with this test of research.  The objective of reliability is to be sure that if a later 

investigator followed the same procedures as described by an earlier investigator and 

conducted the same case study again, the later investigator would arrive at the same 

findings and conclusions (Yin, 2003).  In general terms then, a study is regarded as 

reliable if its results can be reproduced regardless of who or where it was carried out 

(Silbergh, 2001).  The audit trail in my study provided evidence of the dependability of 

the study.  The theories for this study were pluralism and stakeholder salience.   

Confirmability 

Guba and Lincoln (1989) concluded that confirmability meant neutrality or 

objectivity, which is what I implemented during the case study on the superintendent’s 

role in promoting effective relationships with selected stakeholder groups in a large 

southwest urban school district.  The data should be factual and confirmable, and I made 
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sure that each piece of information was confirmable at each step in the research process 

(First, 2006).  The triangulation of the data in this study contributed to the confirmability.  

When triangulation is absent or weak in a case study, the faults of the study can become 

readily apparent. 

I paid close attention to the aforementioned criteria, and if the study is utilized 

when and where it is needed for decision making leading to the greater good of society, I 

can be confident that it is a good research study (First, 2006).  I had the satisfaction of 

knowing that the work from my case study will make a positive difference in the ongoing 

quest for the greater good of society.  In this case, the greater good of society will be the 

use of this research to improve the role of urban school district superintendents in 

promoting relationships with selected stakeholder groups, leading to improved 

educational opportunities for students.   
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CHAPTER 4 

PRESENTATION AND ANALYSIS OF DATA 

 Statement of the Problem  

A school board finds it both crucial and difficult to maintain a relationship with 

all of the stakeholders in a large southwest urban school district. For the district 

superintendent with multiple job responsibilities, working with, meeting the needs of, and 

at times appeasing interest groups proves to be a great challenge.  The superintendent’s 

role in promoting relationships with selected stakeholder groups in a large southwest 

urban school district was discussed in detail in this case study.  The superintendent must 

work in collaboration with stakeholder groups such as the following:  Elected school 

board members; district parents; employee groups (e.g., certified and classified 

members); and community officials such as elected officials, neighborhood activists, and 

civil rights organizations. 

Purpose of the Study   

The purpose of the study was to conduct a case study of a large southwest urban 

school district superintendent in relation to the superintendent’s role in promoting 

relationships with selected stakeholder groups.  My goal was to design a case study and 

to collect, present, and analyze data fairly.  According to Yin (2003) and Ary et al.(2006), 

the case study is used in many situations to contribute to our knowledge of individual, 

group, organizational, social, political, and related phenomena.  The case study has been 

a common research strategy in psychology, sociology, political science, social work, 

business, and economics.  In other words, the case study method allows investigators 
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conducting research to retain the meaningful characteristics of real-life events such as 

organizational and managerial processes and neighborhood change (Yin, 2003).   

Research Questions   

As stated previously, it is difficult for the school board to maintain relationships 

with all of the stakeholders in a large southwest urban school district.  The 

superintendent’s difficulty in performing all aspects of that demanding job while 

simultaneously working with interest groups was explored in this study.   

Descriptive Findings   

In this section of the chapter, I revisited each of my four research questions.  I 

applied each item of my triangulated case study to each question.  The components of 

document analysis, participant observation, and superintendent interviews were applied 

based on the data I collected for each component of the triangulated case study. 

Research Question 1 

 What is the urban school district superintendent’s role in promoting relationships 

with selected stakeholder groups?  How does the urban school district superintendent 

view his/her role, and how do others view the urban school district superintendent’s role? 

Document Analysis 

 Document analysis can take many forms and should be the object of explicit data 

collection plans (Yin, 2003).  Document analysis includes letters, memoranda, and other 

communiqués.  According to Yin, agendas, announcements and minutes of meetings, and 

other written reports of events are also included.   The documents I reviewed included the 

following:  documents from the school council trainings I attended, documents from the 
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community forums for the superintendent finalists, newspaper articles, and board 

agendas.  Document analysis is stable, it can be reviewed repeatedly, and it is exact 

because it contains exact names, references, and details of an event (Yin, 2003).  Another 

advantage is it provides broad coverage and includes many events and settings that take 

place over a long span of time. 

 The superintendent is the leader in this large urban school district.  He/she must 

provide the vision and the direction for the district and for all of the selected stakeholder 

groups.  The selected stakeholder groups that are prevalent in this large urban school 

district included employee groups and parents, and their increased involvement in local 

school councils was evident.  The superintendent focused on school council trainings for 

the stakeholder groups.   

 The superintendent had various departmental leaders conduct information 

sessions for parents, teachers (certified), and classified employees.  School council 

members were presented with a paradigm shift in their newfound responsibilities.  The 

urban school district moved from a centralized decision-making process with limited 

dialogue between school councils and district departments, to a decentralized decision-

making model which included open lines of communication between schools and district 

departments (Local Urban School District, 2007). 

There is always a fine line between perception and reality, and this certainly was 

the case as it pertained to how the superintendent viewed his/her role as opposed to how 

others viewed the superintendent’s role.  According to Yin (2003), document analysis 

provides broad coverage and includes many events and settings that take place over a 
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long span of time.  The real-life event (Yin, 2003) to which I make reference occurred 

during September of the 2007-2008 school year.  The school district and the teachers’ 

union were involved in a contract negotiation dispute.  The superintendent proposed a 1-

2% increase in salary and the teachers’ union demanded a 3% increase (Arizona Daily 

Star, 2007). 

The superintendent was forthright and explained that the district was in the 

process of finding money to support the salary increase.  However, the president of the 

teachers’ union maintained the position of 3% for all teachers.  The teachers’ union 

president was personal and stated that everyone in the school district understood tight 

budgets, but families had tight budgets too, and employees must provide for their families 

(Arizona Daily Star, 2007).  This was a powerful message, which made the front page of 

the local newspaper.  The perception of teachers was that the superintendent was not 

forthright, and as a result, before the school district and teachers’ union reached an 

agreement, there was a massive employee sickout as a symbol of solidarity and 

discontent with the efforts from the school district during contract renegotiations 

(Arizona Daily Star, 2007). 

Participant Observation 

 As stated previously, I served as a participant observer in the case study and 

participated in the events being studied.  My role as participant observer included my 

involvement in our school and school district’s local school council meetings and 

trainings.  According to Yin (2003), in my participant observer role, I was able to 

coordinate minor events such as our local school council meetings.  During the past year 
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as principal, I served as an extension of the former superintendent’s vision and shared on 

a monthly basis the scope of decentralized decision making as it pertained to our local 

school council.  Some of the real-life events that involved our school council members, 

such as our parents and certified and classified employee group members, resulted in 

discussion and participation of the following items during scheduled school council 

meetings:  School accountability plan, allocation of undesignated tax credit monies, and 

the classroom site fund plan performance goals. 

I attended an intense real-life event during my case study.  My former 

superintendent asked me to serve as moderator of an information meeting that involved a 

neighborhood school that faced potential closure.  This neighborhood school was located 

in the community where I lived for the first 35 years of my life.  I also served on the city 

council in this community and was familiar with many of the speakers in the call to the 

audience.  All of the selected stakeholder groups were in attendance including parents, 

certified and classified employee groups, local elected and retired community officials, 

community members, the superintendent’s top executive staff members, and media.   

All of the above stakeholder groups had their perceptions of the urban school 

district superintendent’s role.  The 26 members who spoke during the call to the audience 

asked how the school district could conduct a 60-day process of closing a school that had 

been in existence for 87 years.  Of those 26 calls to the audience, I had to address every 

speaker.  I introduced the format for the meeting that was scheduled to take two hours but 

instead lasted over three hours.  My former superintendent was seated at a table next to 

me with an interpreter who conducted direct translation for the 250 people in attendance.  
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The former superintendent’s top executive staff members were seated in the first two 

rows, and I could not help but notice that once the audience asked the superintendent the 

difficult questions, not one of the top staff members stepped forward to answer any 

questions.  These are the meaningful characteristics of real-life events such as 

organizational and managerial processes and neighborhood change that Yin (2003) 

referred to in his book.                                                                                    

Superintendent Interviews 

Yin (2003) concluded that interviews were one of the most important sources of 

case study information.  According to Yin, interviews are targeted, focus directly on the 

case study topic, and the interviews provide insightful perceived causal inferences.  

Interviewing involves entering another person’s world, and their perspective, but 

remaining alert to its configurations at the same time (Measor, 1985).  According to 

Worthen et al., (1997), personal interviews can provide a wealth of information.  I 

developed the questions to be asked, making sure they covered the spectrum required to 

address the case study (Worthen et al., 1997).  The interviews I conducted with my urban 

school district superintendent proved to be as insightful as any data component of my 

triangulated case study.   

As stated above by Measor (1985), I was able to enter my former superintendent’s 

world.  According to McDaniel and Miskel (2002), stakeholder salience is the degrees of 

priority policy makers give to competing stakeholder claims.  The superintendent, who is 

no longer leading the district, responded to the interview questions as if they were still 

leading the urban school district.  I believe this approach was more objective and 
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insightful for the superintendent.  The superintendent responded to which group or 

groups have the most stakeholder salience in the school district.  The superintendent 

stated that as a group board members politically and professionally have the most 

salience. The second in priority order is the general category of groups or unions or 

professional associations such as the Teacher Education Association (TEA), Federal State 

County Municipal Employees (FSCME), Communication Workers of America (CWA), 

Educational Leaders Group (ELG), the parent group of School Community Partnership 

Council (SCPC). An informal group was the executive team (deputy superintendent, 

principal supervisors, and assistant superintendents) as a stakeholder group.  

 In addition to the aforementioned stakeholders, there were the Superintendent 

Student Advisory Council and the Social Justice Program that included student voices 

that have increased their importance as stakeholders.  Local school councils represented 

each school, and in some cases, the mayor and council get involved in district issues.  A 

local Air Force Base, the state department of education, neighborhood associations, and 

the plaintiffs in the district desegregation suit are additional stakeholders involved on a 

regular basis in school district business.  At the federal level, there are Title I fund 

entitlement auditors, the audit committee, and the bond fiscal oversight committee. In 

terms of partnerships, there are the University of Arizona and Pima Community College.  

The Joint Technology Education District (JTED), in terms of applying vocational 

technology in the school, played a role as well. The Business Advisory Committee, which 

involved the business community, was another stakeholder as well as the Southern 

Arizona Leadership Committee.  The Educational Enrichment Foundation has financial 
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resources, and they are also stakeholders in the urban school district.   

In terms of my case study, the superintendent’s role in promoting relationships 

with selected stakeholder groups, the focus shifts more to community groups and officials 

who impact not only schools with school councils at the local level, but also at the district 

level.  Whereas parents, certified members such as teachers, and classified members such 

as office managers are more involved with my local school council, an independent 

observer can discern that there is a broad spectrum of stakeholders involved throughout 

the urban school district community.   

I was also able to ask the superintendent which stakeholder groups possessed the 

highest degree of legitimacy, power, and urgency.  In terms of legitimacy, the 

superintendent referred to the stakeholders in the first question answered.  There were 

individuals who had salience throughout the community, such as community person x 

who was given a lot of listening time.  The superintendent continued to return to 

community person x, and the unusual level of legitimacy possessed by this person. There 

was ethnic advisory community groups that went back up to Question 1.  Another 

stakeholder that had the attention of my superintendent, was a local county religious 

group.    

The board was the most legitimate and had the most power.  Members also had 

the authority to call for immediate action.  The executive team (the deputy 

superintendent, principal supervisors, assistant superintendents) had all the components 

of legitimacy, power, and urgency.   The executive team had stakeholder salience because 

they were expected to represent the views and concerns of elementary, middle, and high 
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school principals and assistant principals.  The superintendent stated that the culture was 

permeated with dynamics of ethnic groups; some of that was good and positive, and some 

involved power struggles.  Some of our stakeholders with the most sense of urgency 

could mobilize groups with actions, such as the district employee groups, the executive 

team, and the governing board.  Ethnic groups such as the National Association for the 

Advancement of Colored People (NAACP) and the League of United Latin American 

Citizens (LULAC), and local Native American tribal councils possessed a high degree of 

urgency.  The superintendent stated that the governing board, employee groups, the 

executive team, the aforementioned ethnic groups, and community member x had the 

most legitimacy, power and urgency.  

 The final of the three questions that pertained to my Research Question 1 that I 

asked the superintendent during my first interview involved what power indicators were 

the most prevalent with the selected stakeholder groups.  The power indicators included 

financial resources, political savvy, group membership, and broad-based support.  Group 

membership played a critical role with the governing board, employee groups, the 

executive team, ethnic groups, and community member x.  The power of the ballot in 

terms of electing board members was a key component.  

The employee groups had political savvy, clout, and broad-based support.  The 

business advisory committee had political savvy and broad-based support in this state if 

they shared a political affiliation with the dominant political party.  In terms of financial 

resources, local school councils were players in the schools.  The superintendent did not 

sense the influence of local school councils at the central level as compared to the school 
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level.  The superintendent noted there was a decentralization process for school councils 

from the central office and stated one could get a different set of answers from the leader 

of the schools versus a leader of a district.   

The superintendent’s perspective of the district from an outside lens proved to be 

insightful.  The superintendent’s belief that board members politically and professionally 

had the most salience, power, and were the most legitimate, is a belief that had not 

changed from my informal conversations we had in the past.  Employee groups were still 

viewed as having a high level of stakeholder salience, as were the executive team (deputy 

superintendent, assistant superintendents, and principal supervisors).   

The superintendent provided a unique retrospective during our last interview and 

provided some insight on the previous interviews and the current leadership change in the 

urban school district.  Research question 1 focused on the urban school district 

superintendent’s role in promoting relationships with selected stakeholder groups.  There 

are two challenges a superintendent is presented with when assuming control of a school 

district.  The first challenge is a rebuilding of the old stakeholder groups and a 

reauthorization of those relationships.  The second challenge is a shift of change in 

leadership.  The school board remains as the leading group with the most stakeholder 

salience.  The newly hired superintendent must also be aware of the dynamics of the 

different stakeholder groups. 

The superintendent’s role in promoting relationships, based on the evidence for 

each leg of the triangulation, is to inform stakeholder groups of issues that are pertinent to 

those stakeholders in their school community.  Based on the information from the 
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interview, the superintendent’s focus shifted more to community groups and officials 

who impact schools at the district level.  The board members in the urban district 

possessed the most salience.  Parents and employee groups possessed salience as well.  

The second part of the first research question, how the urban school district 

superintendent viewed his or her role, was addressed during the real-life event that 

occurred during the participant observation section.  The superintendent’s information 

meeting on the potential closure of a local historic elementary school was intense.  The 

superintendent believed it was their role to be share information with the stakeholders 

from this school community and get their input on the decision-making process.  

However, the community that was faced with school closure believed this was poor 

planning on the superintendent’s part.  The school community stated this should have 

been planned at least one year in advance.   

The final part of the first research question was the most difficult to address.  

Each leg of the triangulation for question one did not yield the evidence for which I had 

hoped.  This lack of evidence for the final part of the first research question also proved 

to be a weakness for this part of the study.  The superintendent was not detailed during 

the interview responses of how others viewed the superintendent’s role.  One observation 

I made during the aforementioned real-life event, were the stakeholders’ comments that 

the superintendent was not prepared for the school closure process.  The superintendent 

attempted to facilitate a 60-day process of closing a school that had been in existence for 

87 years.  This was obviously not a constructive way to promote relationships with the 

selected stakeholder groups in the large urban school district. 
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However, the strength of each type of evidence was the general information 

shared with how to promote relationships.  During the interview section for this research 

question, the superintendent reiterated that as a district leader you must know which 

stakeholders possess the most salience.  As superintendent, you must be cognizant of all 

the stakeholders in any district, let alone an urban school district.   

Research Question 2 

 What is the intersection between the superintendent and the school board in 

promoting relationships with selected stakeholder groups? 

Document Analysis   

I would like to share another real-life event and the role the stakeholder groups 

from this real-life event played as it pertained to the case study.  Superintendent forums 

for the four superintendent finalists for the large urban school district were conducted 

during the case study.  One of the finalists for the position was interviewed and answered 

questions from the community during the forum.  The finalist stated that he/she would 

seek to maintain effective lines of communication with governing board members, 

parents, employee groups, and the media.  However, the superintendent finalist did not 

mention school principals in the response.  In addition, the superintendent finalist 

responded to a question that stated they were part of the old establishment that had 

created some of the challenging issues which the district was currently faced with.  The 

next day, the headline in the morning newspaper had the superintendent finalist’s 

response in quotation marks:  “I am not part of the old guard” (Arizona Daily Star, 2008).  

The superintendent finalist was not selected for the position.   
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 At another community forum for a superintendent finalist from the Midwest, it 

was his/her turn to answer questions and address the urban school district community.  

The candidate served as an associate superintendent in a Midwest school district.  This 

finalist was intelligent, personable, verbal, had served as a high school teacher and school 

principal, and was able to articulate ideas with the urban school district community.  The 

school board president and other board members were in attendance, in addition to 

parents, employee groups, and community officials.  These groups made up local school 

councils, and they provided community feedback and were able to grade the finalists.  

This involvement in having input and playing a role in deciding the next superintendent 

was a testament to the legitimacy and power possessed by stakeholders who comprised 

local school councils.  The governing board made their decision to narrow the field to 

two finalists.  The finalists were the Midwest associate superintendent and a retired local 

business executive.  The article in the morning paper had comments from the board 

president and the rationale for the two finalists.  The board members took into account 

community feedback from those in attendance such as school principals, employee group 

members, parents, top executive staff, and other community officials.  I cannot help but 

contemplate the impression that was made by the Midwest associate superintendent and 

the comments from another superintendent finalist. Upon arrival at the school where I 

served as principal, every teacher expressed enjoyment and stated the two non-district 

candidates were good for morale and a new direction for the urban school district.  

Participant Observation   

 I participated in a real-life event and attended a school district board meeting from 
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7:00 p.m. to 11:00 p.m. during my case study. The meeting was highlighted by two issues 

that dominated the agenda and public discourse.  The governing board was presented 

with a potential $20 million budget deficit.  As a cost-cutting measure, the district had 

been studying the school closure process of four schools to help reduce the budget deficit.   

There was spirited debate throughout the evening among board members, between the 

superintendent and board members, and during the calls to the audience.  The board 

members voted three to two to begin the school closure process.  This decision was made 

several hours after the last call to the audience on the issue.  Most of the community 

members from the affected schools had already left the board meeting room, but the three 

media stations were still in attendance.  The superintendent and school board members 

appeared completely exasperated as they were faced with the difficult decision of closing 

elementary schools. 

The other agenda item that clearly impacted stakeholder groups in the district, 

many of whom were involved in local school councils, included the reduction of 

librarians and counselors and eliminating the classroom size reduction initiative in 

primary grades.  Employee groups representing counselors and librarians addressed the 

governing board during the call to the audience.  There was also a group of parents who 

addressed the board on the issue of the classroom size reduction initiative.  These parents 

comprised the override coalition and took their issue to the voters during the next general 

election.  The override item on the ballot failed.  A common theme that was shared by the 

voting majority of the governing board was that if budget cuts were not made in these 

areas, they would eventually have to be made in other areas, which could include more 
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full-time employees losing their jobs.   

Superintendent Interviews 

  The superintendent, who is no longer leading the district, responded to the second 

set of interview questions as if they were still leading the urban school district.  I believe 

this approach was more objective and insightful for the superintendent.   As part of my 

second interview with the superintendent, I asked how the superintendent developed 

coalition building.  The superintendent stated that coalitions by their nature were groups 

linking individuals to form a group.  A coalition of groups resulted from being able to 

build trust.  The superintendent shared with me the definition of coalition, which is the 

convergence of understanding in order to accomplish a goal or a certain set of goals.  

Coalitions are developed to get something done.  In doing so, the superintendent must 

develop trust with the individuals.  The superintendent pointed out that in dealing with a 

large urban school district, the superintendent was dealing with a coalition of groups and 

must develop trust to break down the barriers. The override coalition was comprised of 

two stakeholder groups, parents and community officials, two groups that are also 

involved in local school councils.   The override coalition was made up of a group of 

stakeholders passionate about small class size and the arts.  These stakeholders were 

competing for resources such as small class sizes and the arts.   

 The superintendent stated the district partnership was another example of 

stakeholders in the district collaborating towards a common goal.  The basis was building 

trust between the senior executives including the superintendent, deputy superintendent, 

chief executive officer, teachers’ union president, administrators’ group president, the 
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leader of the Federal State County Municipal Employees (FSCME), and the 

Communication Workers of America (CWA), along with a federal mediator.  The focus 

was on the budget and conducting simultaneous conversations with all of the 

aforementioned stakeholders about the conditions of district employees.  The open 

discussion demonstrated that there were no hidden agendas.  The superintendent 

emphasized that the budget process must be transparent to all the stakeholders. 

  The next question I asked the superintendent pertained to Research Question 2 

and addressed whether coalition building with stakeholders was different because of their 

roles as parents, employee groups, community officials, or board members.   

The response was related to the same basic development ideals in terms of the trust and 

the transparency of the district budget. The superintendent stated that parents were the 

largest stakeholders in the urban school district of 60,000 students.  In the 

superintendent’s estimation, this equaled around 90,000 parents.  It is difficult to talk to 

all the parents in a large school district.  The School Community Partnership Council 

(SCPC), the parent component of the urban school district that had representation on 

local school councils, was not a direct representation of all the parents in the district.  A 

superintendent must build coalitions by using the same basic ideals in different ways.  

The superintendent can get the union leaders and community officials together; however, 

getting all the parents together is difficult.  Communication methods such as using 

technology to build coalitions had not been effectively implemented in the district.   

The final question I asked the superintendent dealt with Superintendent Blackmon 

and how she conducted the first year of her superintendency for Prince Edward County 
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Public Schools in Virginia in 1997 (Grogan & Blackmon, 2001).  The four activities 

Margaret Blackmon utilized in establishing district collaboration were coalition building, 

sharing information, shaping direction, and appreciating diversity (Grogan & Blackmon, 

2001).  The superintendent elaborated on how these activities had helped to develop 

collaboration in the large urban school district.  The superintendent stated sharing 

information and shaping direction were most helpful in district collaboration.  The 

strategic planning process of sharing information involved people sharing information 

with the superintendent.  A superintendent must create plans to shape the direction of the 

district.  To establish direction, a superintendent must use coalition building and 

appreciate diversity.  The superintendent stated the district had a mindset of diversity, and 

this must be appreciated. The selected stakeholder groups of parents, community 

officials, and employee groups must be heard.  

 The superintendent’s perspective of the district from an outside lens proved to be 

insightful.  The superintendent provided a unique retrospective during our last interview 

and provided some insight on the previous interviews.  Sharing information is a two-way 

street and a superintendent must appreciate diversity, especially in a large urban school 

district.  The superintendent reflected on the four activities Margaret Blackmon utilized 

in Prince Edward County Public Schools in Virginia in 1997 to establish district 

collaboration.  The superintendent in my case study stated that you build coalitions to 

shape directions.  This is accomplished by sharing information.  A superintendent can 

share information by appreciating diversity.  The activities of coalition building, sharing 

information, shaping direction, and appreciating diversity are of equal value. 
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 The intersection between the superintendent and school board in promoting 

relationships with selected stakeholder groups involved collaboration.  This collaborative 

process with stakeholder groups built trust and transparency with decision-making 

responsibilities such as the budget process and the search for a new superintendent.  

Based on the evidence for each leg of the triangulation for Research Question 2, the 

stakeholder groups were involved during critical processes.  During the document 

analysis stage the stakeholders from this case study had an opportunity to evaluate and 

question the superintendent finalists and their input was instrumental in the school 

board’s selection of the next urban school district leader.   

 The participant observation stage for this question is a fine example of the 

transparency involved between the superintendent and school board as they conveyed the 

budget process with the selected stakeholder groups.  The superintendent and school 

board were forthright with the budget deficit and explained to the stakeholders the steps 

that had to be taken for the school district to eliminate their budget deficit. 

 The evidence obtained from the superintendent interviews reinforced how critical 

it was for the superintendent to establish trust with the selected stakeholders.  The 

superintendent built coalitions by establishing trust with stakeholders.  Trust was 

established as a result of the transparent budget process between the superintendent and 

parents, community officials, employee group leaders, and school board members. The 

superintendent and school board worked in collaboration to share information, and shape 

direction.   
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 The strength for each type of evidence for Research Question 2 involved the 

collaboration between the superintendent and the school board that established trust with 

the selected stakeholders.  The trust was enhanced as a result of the transparent processes 

with stakeholders during the community forums for the superintendent finalists, and 

during the district budget deficit discussion.  The only weakness of each type of evidence 

that I discovered, is that with so many stakeholders involved in key decision-making 

responsibilities the superintendent and school board run the risk of losing some of their 

decision-making authority.   

Research Question 3 

  How do the development and implementation of local school councils in this large 

southwest urban school district illustrate the urban school district superintendent’s role in 

promoting relationships with selected stakeholder groups? 

Document Analysis  

 As I complete this section of the triangulated case study for Research Question 3, 

the focus is on analyzing the responses the superintendent provided to Research Question 

2.  This circular process allowed me to reflect accurately on the components that related 

to the development of local school councils.  The former superintendent stated that 

coalition building was vital to developing trust and working with groups of selected 

stakeholders.  I must reiterate the point made in the second interview with the 

superintendent.  A district partnership had been established between the senior executives 

that included the superintendent, deputy superintendent, chief executive officer, and the 

respective leaders of the different employee groups.  The intent was to establish open 
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discussions between the selected stakeholder groups so that the perception of hidden 

agendas did not exist. 

 The second part of my interview that pertained to Research Question 2 was the 

involvement of coalition building with the selected stakeholder groups in the large urban 

school district.  Parents were the largest stakeholder group in the urban school district, 

and the superintendent found this group to be the most challenging with which to have an 

effective line of communication.   

 I posed the question of which of the four activities that Margaret Blackmon 

utilized in her first year as superintendent in Prince Edward County Public Schools in 

Virginia was most helpful in achieving district collaboration.  The urban school district 

superintendent stated sharing information and shaping direction were the most critical 

activities.  When these two activities occur, coalition building and appreciating diversity 

are more likely to come to fruition.   

Participant Observation   

 The second component of the triangulated case study for Research Question 3 

included the desegregation budget process which required the approval of our school 

council.  Our school council was a microcosm of the stakeholders with whom the 

superintendent worked with at the district level.  Parents and teachers were involved in 

approving our desegregation budget before we presented our final report to the district’s 

desegregation budget review committee.  I had to make sure our school council facilitator 

and parent teacher organization president, who were on the school council, approved our 

proposed budget.  The desegregation budget review committee consisted of district 



                      119             

 
 
 
 
 

stakeholders as defined by the superintendent throughout the first two interviews.  The 

top executive staff members were the deputy superintendent, my principal supervisor, the 

executive director of human resources, and the finance director.  

 The real-life event that occurred during my case study was a desegregation budget 

proposal to the desegregation budget review committee.  We met with the committee in 

the superintendent’s conference room, and to my surprise, there were three other 

elementary principals presenting their desegregation budgets.  I had two of my top 

leadership team members with me at this critical meeting.  Our curriculum and 

instruction specialist and our intervention specialist, who also served as our school 

council facilitator, helped me with our Power Point presentation.  We were the only one 

of the four schools that provided a binder detailing our budget proposal, student 

achievement results outlining the formative and summative assessments, local and 

statewide recognitions for our success as an excelling school, and other information that 

demonstrated our focus on targeted, strategic, data-driven decision making.     

 During the course of the next several weeks, there were various meetings that 

principals with desegregation budgets were required to attend.  Some principals 

discovered their desegregation budgets were eliminated by $50,000 to $80,000 over the 

next three school years.  Our desegregation proposal and budget of $839,714 were 

approved.  We did not have one penny cut from our budget, and not one program was 

eliminated.  During the next several weeks, I made personal visits to the finance 

department to ensure that our desegregation documents were in order, and our new 

budget with our designated teachers was complete.  There were principals with more 
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years of experience who were 10 to 20 years older than I who did not produce the same 

results. 

Superintendent Interviews   

 The superintendent, who is no longer leading the district, responded to the third 

set of interview questions as if they were still leading the urban school district.  I believe 

this approach was more objective and insightful for the superintendent.   As part of the 

third question for this triangulated case study, the focus was on the development and 

implementation of local school councils.  I asked the superintendent how the evolution of 

school councils had increased collaboration among the selected stakeholder groups such 

as parents, the teachers’ union, community officials, and governing board members.  The 

superintendent responded by stating the evolution to date and future evolution of school 

councils would form a significant basis of topic for communication between and among 

these groups.  The collaboration will create the evolution for questions to be answered, 

including what decisions should be made at the schools.  In addition, the membership and 

balance are maintained, and because of increased decision making by school councils, 

this will necessitate the involvement of members of all the aforementioned groups in 

providing input to those decisions.  The superintendent mentioned that to date, the range 

of decision making for school councils was relatively limited, and as a result, the district 

was in the beginnings of this evolution. 

 The second question I asked the superintendent of the large urban school district 

involved the Chicago Public Schools’ movement with local school councils and the 

parental involvement that followed as a result.  I wanted to know whether this could 
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prove beneficial in the superintendent’s daily responsibilities.  I reminded the 

superintendent of some of the important details from the Chicago Public Schools local 

school council movement.  The Chicago School Reform Act of 1988 was a product of 

grass-roots work to improve Chicago public schools through decentralization.  By 

creating the local school councils, parents and community members could exercise real 

control over their schools (Chicago Public Schools, 2003, retrieved from Chicago Public 

Schools Web Site).   The 1995 Chicago School Reform Act gave the mayor of Chicago 

more control over the schools and the ability to appoint a five-member Board of Trustees 

and Chief Executive Officer. 

 The superintendent responded that some positive aspects of the Chicago Public 

Schools plan could be adopted, but having the mayor of the city in control of the school 

district would be problematic.  The superintendent preferred the current focus of 

stakeholder group collaboration and stated that the current urban school district did not 

have the same kind of labor agreement with the school administrators.  The 

superintendent was the only administrator with a multi-year contract.  Other school 

administrators had annual contracts and served at the pleasure of the superintendent. 

 The superintendent stated that school councils play a proper role in the selection 

of principals, and this has created both positive and negative results.  Negative results 

occur, especially when local control of the selection process was combined with the 

direction of district reform.   The positive aspect of this part of the school council process 

is that there is school council and community support for the person selected.  The other 

issue that presents difficulty is the transfer of principals, which requires approval of the 
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school council and is not solely at the district’s discretion.  The positive point of reform 

in the Chicago model was the decentralization of school budgets.  The various 

stakeholder groups had the power of decision making with resources behind those 

decisions.  

 The final question for Research Question 3 that I asked the superintendent of the 

urban school district was about the ramifications if local school councils were authorized 

to conduct closed meetings and discuss personnel information about the principal and 

teachers.  The district had been clear in their expectation of school councils in that they 

were not to be involved in personnel issues at every site, only involved with the selection 

of the principal.  The principal needs to build his or her team by selecting an assistant 

principal, but the central office needs to have flexibility in selecting assistant principals.  I 

agreed with the response the superintendent gave regarding closed meetings and how 

they would present a negative disruption to the school.  If school councils were 

constructed to have an equal number of parents, classified staff, and community officials 

per Arizona statutes and continued the focus on student achievement, school councils 

could be productive.  However, parents on school councils should not be evaluators of the 

principal, and principals should be the only stakeholders to possess supervisory authority 

of school personnel. 

 The superintendent’s perspective of the district from an outside lens proved to be 

insightful.  The superintendent provided a unique retrospective during our last interview 

and provided some insight on the previous interviews.  The superintendent reflected on a 

few local examples of a middle school and a high school site council that filed lawsuits 
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against the urban school district.  These two school councils claimed unfair distribution 

of school district monies.  These are examples of two school councils that believe they 

are the governing bodies for the school and are independent of the school district.  The 

superintendent stated the tension created is to develop an agreed upon job description of 

school councils and whether school councils serve as advisory or in a decision making 

authority capacity. 

 The development and implementation of local school councils illustrated the 

superintendent’s role in promoting relationships with selected stakeholder groups.  Based 

on the evidence from each leg of the triangulation from Research Question 3, the 

superintendent continued to focus on increased collaboration that involved decision-

making responsibilities.  During the document analysis section the superintendent stated 

that coalition building is necessary to establish trust.  However, before coalition building 

occurs, it is vital to share information and shape direction. 

 In my participant observation section, our local school council played a critical 

role in the approval of our desegregation budget.  After I gained our school council’s 

approval, the district’s desegregation budget review committee had to give their approval.  

The aforementioned role of the school council demonstrated their importance in the 

decision-making process.  This was an example of the collaboration the superintendent 

directed principals to have with these selected stakeholders.  The collaboration was 

achieved as a result of the transparent, decision-making process with the budget. 

 The evidence obtained from the superintendent interviews reinforced how critical 

the development of local school councils has become in the urban school district.  The 
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superintendent was quick to acknowledge that the evolution of school councils, and the 

future evolution would form a significant topic for communication among stakeholder 

groups.  The superintendent stated that collaboration is essential with local school 

councils since they play a critical role in the selection of principals.   

 A strength of each type of evidence for Research Question 3 included the 

decentralization of school budgets throughout the district.  The stakeholder groups that 

serve on local school councils, parents, employee groups, and community officials, have 

the ability of decision-making with resources behind these decisions.  A weakness 

obtained from the evidence is the tension that has been created as a result of the increased 

involvement of local school councils.  The tension has centered around an agreed upon 

job description of school councils and whether these councils serve as advisory or in a 

decision-making authority capacity.  

Research Question 4 

How does the portrait of this urban school district superintendent’s role in 

promoting relationships with selected stakeholder groups in a large southwest urban 

school district compare with the current literature on these relationships? 

Document Analysis   

 As I completed this section of the triangulated case study for my Research 

Question 4, the focus was on analyzing the responses the superintendent provided from 

Research Question 3.  This circular process enabled me to reflect accurately on the 

components that related to the portrait of this school district superintendent‘s role in 

promoting relationships with selected stakeholder groups in a large southwest urban 
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school district.  The first interview question I asked the superintendent involved the 

evolution of school councils and collaboration with selected stakeholders.  The 

superintendent stated collaboration would provide a moral compass and direction for 

school-based decisions, and decision making for school councils was relatively limited. 

 The second part of the interview that pertained to Research Question 3 was the 

parent involvement that followed as a result of the local school council movement in 

Chicago Public Schools.  The former urban school district superintendent stated that 

mayoral control was problematic, and the current focus of stakeholder collaboration was 

preferred.  Parents were involved through the school council’s selection of principals.  

One positive point made by the former urban superintendent was the decentralization of 

school budgets, with parents involved as decision makers with resources behind those 

decisions.  The former urban superintendent stated parent involvement was critical to 

sustained long-term change; however, the Chicago model encountered difficulties until 

the training of site council members was introduced.  

 The final question that pertained to Research Question 3 dealt with site councils 

conducting closed meetings to discuss personnel information about principals and 

teachers, a practice conducted in the Chicago Public School system.  According to the 

superintendent, school councils were not involved in personnel issues of the school but 

were involved in the selection of principals.  Parents as stakeholders on school councils 

should not be evaluators for principals, closed meetings negatively disrupt the school, and 

principals should be the only stakeholders with supervisory authority of school personnel.   
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Participant Observation 

 The final real-life event in which I participated was my attendance at a governing 

board public hearing on a potential school closure.  The measure was an attempt by the 

governing board to save $2 million of the projected $8 million budget deficit with which 

the urban school district was faced.  All of the selected stakeholder groups that were the 

basis of my case study and the stakeholder groups that were identified during my 

superintendent interviews were in attendance.  Certified and classified employees 

representing the employee groups, parents of students in the elementary school, and 

community officials including current and retired elected officials, the superintendent’s 

executive staff members, and all of the governing board members were in attendance to 

conduct the public hearing.  The people in attendance had shirts, posters, and buttons that 

expressed support for the elementary school.  A human chain surrounding the school was 

formed by the community before the meeting to demonstrate support for the local 

elementary school.  Public comments to the board lasted for two hours. 

 The first speaker was a local City Councilmember who stated that there existed a 

history at the school that could not be measured in dollars.  The history involved pride 

and culture, and the governing board’s decision could impact the neighborhood for 5 to 

10 years or more.  The Council representative stated emotion could not be measured in 

dollars, but it could help in making different decisions.  The next speaker was a Pascua 

Yaqui parent who had her son speak to the board on her behalf.  Her son pleaded for the 

governing board not to close the school where her ancestors were once students.  Next 

was an Arizona State Representative who spoke for the neighborhood where the 
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elementary school was located.  She empathized with the governing board and the 

decision they must make.  The state representative had served as a board member in 

another school district and was presented with similar difficult decisions, yet she lobbied 

for the urban school district not to close the school. 

 The next several speakers included teachers from the elementary school and local 

community leaders.  A reading program teacher stated closing the school would derail 

students who had been far below the standard and who were now approaching the state 

standard in reading.  By closing the school, the governing board would send the message 

that they had given up on the elementary school students who were making 

improvements in a state-funded reading program that was in place at the school.  A 

neighborhood activist who worked at a neighboring community center for many of the 

students from the elementary school stated his discontent with the possible closure of the 

elementary school.  

 Another teacher from the elementary school stated that the school-wide positive 

behavior intervention system had produced an improvement in school-wide discipline.  A 

current primary teacher stated that more students were at the strategic and benchmark 

level on the stated-mandated reading assessment. 

 The next two speakers in the call to the audience were from the same family who 

had been involved in a career of politics for the school community.  A retired elected 

official who was unquestionably one of the city’s political leaders stated that he had lived 

in the neighborhood of this elementary school his whole life.  The political patriarch 

stated this was quite a historic event that forced him to come out of retirement.  The 
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retired elected official stated that his family had the pleasure of serving the residents of 

this elementary school community for over 32 years, and the community support was 

evident with the over 600 people who formed a human chain around the school to express 

their desire to keep the school open.  The current Mayor of the square-mile city in which 

the school resided also was the daughter of the retired political patriarch.  The Mayor was 

adamant in her dismay at the governing board’s actions towards the elementary school 

and asked why the governing board members had not looked at data citing the board‘s 

fiscal irresponsibility.  There was one point I found interesting in the Mayor’s final 

remarks.  The Mayor expressed gratitude to the two board members who voted no on 

closing the school and to the board president who was the potential swing vote in keeping 

the school open. 

 The next group of speakers included a long-time community activist, several 

parents, and another Arizona State Representative.  The community activist currently had 

a school named in his honor and stated that his family grew up in these neighborhoods in 

the barrio, and they had a deep feeling for the people who lived in this economically 

deprived area.  This activist asked the governing board to consider other alternatives so 

that this school would not be closed and the children of this area could continue to 

receive the services this school could provide.  The next several speakers were arguably 

the most passionate of the whole public hearing.  A Spanish-speaking parent pleaded with 

the board and explained that closing the school would make transportation more difficult 

for her child.  The parent stated she did not have a car and was dependent on the school 

district for providing services to her child.  Another parent stated she planned to e-mail 
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the governor’s office to ask for help to keep the school open.  The state representative 

stated when the district closed schools, home ownership decreased in the neighborhood 

and rentals increased.  The decision to close the school would have a lasting impact, and 

there would be a larger human cost if the school closed.   

 The next speaker was an alumni of the school.  This community member was 

extremely passionate and continued to speak even after the board president informed the 

speaker the three-minute time limit had expired.  The message was the same in that the 

board‘s decision would have an impact for many years to come.   The next parent stated 

she could not read and started to cry.  Her daughter was in special education and could 

not speak well.  This mother could not read to her daughter at night and did not want her 

daughter to suffer the humiliation the mother experienced during her call to the audience. 

 The final speakers were employees of the one-square-mile city in which the 

elementary school resided.  The city’s finance director provided a detailed overview of 

the school district’s budget, which was $376 million, with the elementary school‘s budget 

at $776,000.  Several hundred thousand dollars of the school’s budget came from state 

and federal grant monies.  The school district would lose some of this money if the 

elementary school were closed down.  A police sergeant for the square-mile city, who 

also served as a community resource officer for the elementary school, stated that the 

school provided for the neighboring youth center, and it would be impossible to replace 

what this school had to offer.  The police sergeant emphasized that closing the school 

would be a loss in terms of a community sense of pride.  The final speaker was a 

community advocate who was the director for a local social service organization that 
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provided food for many of the families that lived in the city.  The community advocate 

stated that many of the families whose children attended the elementary school were 

living in poverty, and the school provided hope and liberation for many of the children.  

His final message resonated throughout the auditorium as he reminded all of the urban 

school district board members that if they voted to close the elementary school, this 

would serve as their legacy while they served on the governing board.  In addition, the 

community advocate vowed to support any opposition against those board members and 

vote against their candidacy for governing board. 

Superintendent Interviews 

 The superintendent, who is no longer leading the district, responded to the final 

set of interview questions as if they were still leading the urban school district.  I believe 

this approach was more objective and insightful for the superintendent.  In my final 

interview, the superintendent was quite reflective and provided astute observations.  I 

asked what had been the most challenging aspect in achieving communication with 

selected stakeholder groups in the large urban school district. The superintendent stated 

that communication takes a lot of time, especially the planning, and money also plays a 

key role in planning an effective communication budget.  The other challenge had been 

trying to simplify the message to try to understand the science of instruction and teaching 

and learning with the selected stakeholder groups. 

  The final point made by the superintendent was when the district did 

communicate, it was trying to keep intact the integrity of the communication by keeping 

the message consistent.  During the monthly leadership meetings, the challenge was to 
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maintain the completeness of that message taken back to the schools.  There must be as 

much integrity as possible from the original message.  Another challenge is that selected 

stakeholder groups possessed hostile agendas.  In some cases, the agendas were not 

congruent with the message of the district, and the district needed to be cognizant of not 

pandering to the special interest groups.  In addition to the aforementioned comments, the 

superintendent stated that effective communication had become increasingly difficult due 

to the role of the media and the media’s more aggressive behavior in terms of story lines.  

The media appeared to be more interested in conflict and story lines, and the district 

needed to be more proactive than reactive. 

 The second question I asked that pertained to Research Question 4 was how the 

superintendent was able to move the district from a change-resistant culture towards a 

professional learning community.  I asked the superintendent if the creation or 

improvement of a multi-channel communication system had been beneficial.  The 

superintendent was quick to admit that this was the district’s goal.  The district 

recognized their involvement in organizational culture change from the very beginning, 

and the professional learning community model was implemented to provide stability and 

direction for professional growth and student achievement.  The superintendent stated 

that some schools and some district departments were functioning towards becoming 

professional learning communities.  However, the superintendent shared with me that the 

district as a whole had not made the kind of progress that was envisioned.  The 

stakeholder groups had not come together as a district due to their self-interest agendas, 

and as a result, the district had not been able to find the common ground to overcome 
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these roadblocks to become an overall effective professional learning community. 

 The superintendent was quite intrigued by the topic of a multi-channel 

communication system and believed the department had not realized its potential.  The 

district had not been able to put a lot of resources into the communication system, and the 

superintendent pointed out the department had a small studio with untapped potential.  

The district partnership was a recent innovation and included employee group leaders and 

top district leadership.  This creation from the superintendent had potential, was only 

three or four months old, and could lead towards a culture change. 

 The final question that pertained to Research Question 4 involved the 

superintendent’s experience as a change agent, how the superintendent visualized a 

destination for the district, and what the plan was for achieving that destination.  As an 

interim change agent, the superintendent stated there were a few phases that occurred.  

The role adopted by the superintendent was to bring some stability to the district that was 

experiencing some turmoil from decisions made by the board to an attempt to reorganize 

the district.  The superintendent reflected that during the initial transition, the district was 

able to open school in a relatively normal way, and there was a feeling that things were 

more productive.    

 When the superintendent was hired for a three year contract, long term goals were 

needed.  The new district leadership visualized a school district that focused on student 

achievement as the main goal.  To focus on this critical goal, high-quality classroom 

teachers and other employees were needed.   These employees had to become 

interculturally proficient with the history and current demographics of the district.   The 
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teaching population was 75 % Anglo-American with the Hispanic student population 

approaching the 75% level.  It was the superintendent’s belief that the lack of 

understanding of the cultural gap between teachers and students led to lower student 

achievement.   

  Another component of the change agent role included the district’s need to create 

a vision and a mission statement and to set a framework for how to get to achieve those 

goals, in part by providing feedback, training, and professional development.  Some of 

the challenges in achieving the new district goals included the context of state funding 

and the more recent issues of the immigration debate.  The shared perception was that 

this organization could not be managed by one person.  The superintendent described the 

district as having islands of academic excellence, and the issue for a leader was not only 

to acknowledge those islands but to create pathways to other islands.  These islands of 

excellence exist in a sea of controversy, and the district must resolve the controversy and 

create other islands, resulting in a land mass for success.  The district is a lighthouse that 

could send out beacons of hope and direction. 

 The superintendent’s perspective of the district from an outside lens proved to be 

insightful.  The superintendent provided a unique retrospective during our last interview 

and provided some insight on the previous interviews.  Research Question 4 focused on 

how the portrait of this urban school district superintendent’s role in promoting 

relationships with selected stakeholder groups in a large southwest urban school district 

compared with the current literature on these relationships.  The superintendent’s 

response demonstrated similarities with question 1.  There are two challenges a 
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superintendent is presented with when assuming control of a school district.  The first 

challenge is a rebuilding of the old stakeholder groups and a reauthorization of those 

relationships.  The second challenge is a shift of change in leadership.  The school board 

remains as the leading group with the most stakeholder salience.  The newly hired 

superintendent must also be aware of the dynamics of the different stakeholder groups. 

 The superintendent stated how the new superintendent of the urban school district 

has discontinued a business advisory committee.  This committee sponsored another 

candidate who was a finalist for the same superintendent position.  These actions by the 

current superintendent are an example of the reauthorization of relationships a 

stakeholder group possessed with the superintendent used in my case study.  In addition 

to the business advisory committee, community person x, who possessed stakeholder 

salience with the superintendent used in my case study, does not possess the same 

salience with the new superintendent.  Community person x had an inside track with the 

superintendent from my case study, and with the former governing board president.  

Community person x does not possess salience with the new superintendent, nor does 

he/she possess salience with the new governing board president.   This is an example of 

the rebuilding of the old stakeholder groups and a reauthorization of those relationships.  

I found this to be the most insightful of the retrospectives provided by the superintendent 

used in my case study. 

 Based on the evidence from each leg of the triangulation from Research Question 

4, the portrait of this superintendent’s role in promoting relationships with selected 

stakeholder groups does compare with the current literature on these relationships.  My 
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document analysis provided a reflection on how important parent involvement was and 

Chicago Public Schools gave school councils the authority to conduct closed personnel 

meetings on principals and teachers.  The superintendent stated that school councils are 

not involved in personnel issues in this urban school district.  The urban superintendent 

remained current with the literature and did not usher in all of the characteristics of 

school councils from other school districts. 

 The participant observation section conveyed that the superintendent remained 

consistent with their role in promoting relationships with stakeholders.  The pubic 

hearing reinforced that all of the selected stakeholders from my case study were involved 

in the decision-making process of a potential school closure.  External issues such as 

facilities, and school finance were issues that had an immediate impact on the 

community, and therefore the school board was viewed as the local authority (Peterson & 

Short, 2001). 

 The interviews demonstrated that the superintendent must work in collaboration 

with the selected stakeholder groups in this study.  The communication with the 

stakeholders must be consistent and the superintendent must create a mission statement 

and vision for the district to follow.  A rebuilding of old stakeholder groups and 

reauthorization of those relationships is paramount.  The activity of interest groups will 

increase their civic virtue and their ability to participate intelligently in public 

deliberation about important issues (Eskridge et al., 2006).   

 A strength of each type of evidence for Research Question 4 included the 

continued collaboration and communication that is vital for the superintendent to promote 
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relationships with the selected stakeholder groups.  This message of collaboration, 

communication, and establishing trust was evident throughout the case study.  A 

weakness obtained from the evidence involved the document analysis section relying on 

my reflection from the superintendent interview for Research Question 3.   

 Case Study Analysis   

 The aforementioned components for my triangulated case study provided some 

valuable insights on how to promote relationships among the selected stakeholders in a 

large urban school district.  The real-life events I experienced were described by Yin 

(2003), and the knowledge obtained will give me guidance as a practitioner in my current 

job as principal and in future educational leadership positions.  The following analysis 

unveiled some salient points that could assist current and future urban school district 

superintendents.   

The exploratory study by Peterson and Short (2001) involved mixed methods.  

The findings for the quantitative data revealed that the superintendent’s reputation and 

job survival were largely dependent on others’ perceptions of his or her credibility as well 

as his or her ability to influence critical policy decisions.  The study suggested that a 

moderate to strong relationship existed between the characteristics of social influence, 

social style, and board decision making.  The qualitative data focused on superintendent 

influence and the relationship between the board president and the superintendent.  

Superintendents influenced board decision making by possessing expert knowledge, 

which proved to be effective with other members of the organization and reduced 

opposition to innovation.   
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In addition to expert knowledge, the qualitative data findings involved the scope 

and type of issue and personal attributes of the superintendent.  When dealing with 

internal issues such as curriculum and personnel policy, the superintendent was viewed as 

the expert authority.  However, external issues such as school construction, facilities, and 

school finance were issues that had an immediate impact on the community, and 

therefore the school board was viewed as the local authority (Peterson & Short, 2001).  In 

dealing with the personal attributes, school board presidents indicated interpersonal skills 

such as communication, honesty, and trust were necessary if a superintendent wanted to 

influence decisions of the school board (Peterson & Short, 2001).  These skills are critical 

for a positive relationship between the board president and the superintendent.  The 

superintendent’s ability to facilitate the formal board agenda results largely from board 

presidents’ perceptions of superintendents as competent, truthful, and responsive to the 

board president, the school board, and the community.    

 The theoretical insights provided by Peterson and Short (2001) referred to the 

importance of trust between the superintendent and the school board president.  Two 

dimensions affect the school board president’s perception of the school district 

superintendent:  social influence theory and social style.  According to Peterson and 

Short, social influence theory is comprised of two characteristics.  The second 

characteristic, credibility, is comprised of trustworthiness and expertness.  Social style 

involves assertiveness and emotiveness.  Highly assertive leaders are perceived as more 

confident and powerful.  The confidence characteristic aligns with Bennis’ (2003) 

leadership competency of purposeful and self-confident.  Emotiveness can be defined as 
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the degree to which a person is perceived as expressing feelings when relating to others 

and has a positive correlation with trust (Peterson & Short, 2001).   

 Decentralization of decision making has been a constant in promoting 

relationships with selected stakeholder groups.  The characteristic of trust became evident 

when promoting relationships.  The emotiveness characteristic discussed by Peterson and 

Short (2001) was consistent with the responses I obtained during my superintendent 

interviews for Research Question 2.  The superintendent stated coalition building with 

selected stakeholders was rooted in the same basic development ideals in terms of trust.  

There must be a transparency factor when associating with parents, employee groups, 

community officials, and governing board members.  The superintendent stated that 

sharing information and shaping direction were most helpful in promoting relationships 

with stakeholders.  The district must share information about where it is and what it has 

to offer to selected stakeholder groups.  The feedback provided helps to shape the 

direction of the district.      

The superintendent must work in collaboration with the selected stakeholder 

groups in this study.  The optimistic vision of interest groups portrays such activity as 

consistent with the larger public good in a number of ways (Eskridge et al., 2006).  The 

first way is that strong interest groups, whether they are private or voluntary 

organizations, are bulwarks against oppressive and tyrannical government (Eskridge et 

al., 2006).  Peter Schuck (1997) provided a definition of interest groups that narrowed the 

focus of interest groups even more.  According to Schuck, special interests include any 

group that pursues contested political or policy goals and that is widely regarded by the 
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public as being one contending interest among others.  Power that is sought is dispersed 

among many competing interest groups.  According to Eskridge et al., (2006), the 

ambition of one group checks the ambition of others of governmental actors.   

The second way that the vision of interest groups generates activity that is 

consistent with the larger public good is the scholarly findings that are the result of a 

pluralist system that will produce more moderate and well-considered policies (Eskridge 

et al., 2006).  Eskridge et al. concluded that because constant negotiations among 

different centers of power are necessary in order to make decisions, citizens and leaders 

will perfect the art of dealing peacefully with their conflicts and not merely to the benefit 

of one partisan but to the mutual benefit of all the parties to a conflict.  The 

superintendent and school leaders in a large southwest urban school district must be 

skilled in the art of collaboration so that a mutual benefit can be achieved for all parties 

involved, most importantly for the students. 

 The third way that the vision of interest groups generates activity that is consistent  

with the larger public good and is of utmost importance to elected officials, is that interest 

groups can be seen representing the most meaningful possibility for real political 

participation by individual citizens (Eskridge et al., 2006).  The individual citizens are the 

constituents who elect school board members, and these individual citizens comprise 

employee group members, community officials, and district parents.  Eskridge et al. 

concluded that the activity of interest groups is likely not only to improve the policies 

adopted by the government, but also the involvement of individuals in groups will 

increase their civic virtue and their ability to participate intelligently in public 
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deliberation about important issues.   

Local school councils offer real political participation for individual citizens 

throughout the urban school district and have come to symbolize the decentralization 

process of decision making that is so critical in promoting relationships with selected 

stakeholder groups.  According to Wong (1996), Chicago Public Schools experienced 

decentralized decision making, and school politics became a function of competition 

among organized interests within the system.  The politics of shared decision making 

resulted in parents, employee groups, and community officials gaining a greater voice 

(Wong, 1996).  Two additional elements have a positive effect on school-based 

management: decision making authority and the distribution of power (Briggs & 

Wohlstetter, 2003).  When teachers, parents, and community officials were empowered to 

make decisions that directly influenced students, there was motivation for involvement in 

school-based management.  One critical area of authority for schools was budget 

authority.  In the study by Briggs and Wohlstetter, the successful school-based 

management schools found ways to redirect funds to support their plans for student 

academic improvement. 
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 CHAPTER 5 

SUMMARY OF FINDINGS, DISCUSSION OF FINDINGS, IMPLICATIONS, AND 

RECOMMENDATIONS 

Introduction 

 The final chapter of my dissertation restates the research questions and reviews 

the major methods used in the study.  The major sections summarize the results and 

discuss their implications.  As stated throughout my first four chapters, I conducted a case 

study of an urban school district superintendent and his role in promoting relationships 

with selected stakeholder groups in a large southwest urban school district.  I conducted a 

triangulated case study that included the implementation of document analysis, 

participant observation, and superintendent interviews.  The process involved an analysis 

of the four interviews with the superintendent who was the unit of analysis.  My 

participant observations included real-life events such as governing board meetings, 

public school closure hearings, superintendent interview forums, school council training 

sessions, and desegregation budget review proposal meetings.  

Overview of the Study 

Statement of the Problem 

 As I have previously stated throughout my case study, the school board found it 

both crucial and difficult to maintain a relationship with all of the stakeholders in a large 

urban school district. For the district superintendent with multiple job responsibilities, 

working with, meeting the needs of, and at times appeasing the interest groups proved to 

be a greater challenge.  The superintendent’s role in promoting relationships with 
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selected stakeholder groups in a large southwest urban school district was the focus of my 

case study.  The superintendent of this large urban school district worked diligently over 

the course of my study to establish collaboration with stakeholder groups such as the 

following:  Elected school board members, district parents, employee groups (e.g., 

certified and classified members), and community officials such as current and retired 

politicians, neighborhood and community activists, business coalitions, and civil rights 

organizations. 

Review of the Methodology 

 My dissertation was a case study using qualitative methods of data gathering.  The 

case study is but one of several ways of doing social science research.  In general, case 

studies are the preferred strategy when “how” or “why” questions are being posed (Yin, 

2003).  My goal was to design a good case study and to collect, present, and analyze data 

fairly.  According to Yin and Ary et al. (2006), the case study is used in many situations 

to contribute to our knowledge of individual, group, organizational, social, political, and 

related phenomena.  The case study has been a common research strategy in psychology, 

sociology, political science, social work, business, and economics.  In other words, the 

case study method allows investigators conducting research to retain the meaningful 

characteristics of real-life events such as organizational and managerial processes and 

neighborhood change (Yin, 2003).  The urban school district superintendent must 

facilitate promoting relationships with selected stakeholder groups in a large southwest 

urban school district.   
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 Yin (2003) covered the distinctive characteristics of the case study as a research 

method.  The case study is an empirical inquiry that investigates a contemporary 

phenomenon within its real-life context, especially when the boundaries between a 

phenomenon and context are not clearly evident.  A case study includes data collection 

and data analysis strategies, which are a part of the case study inquiry.  Yin’s work helps 

the investigator determine how to define the case being studied; how to determine the 

relevant data to be collected; and what should be done with the data, once collected.  In 

accordance with Yin, in my role as the investigator, I focused on the phases of the case 

study design and the data collection, analysis, and reporting.  Case studies typically make 

use of many methods of data collection but lean most heavily toward qualitative methods 

such as observations, interviews, and the study of documents (Worthen et al., 1997).  

According to Worthen et al., the design is descriptive, and there is an emphasis on depth 

of description.  To achieve that depth, many methods must be used.  The case study on 

the superintendent’s role in promoting relationships with selected stakeholder groups in a 

large southwest urban school district involved a triangulated data collection procedure.  

The triangulated data were obtained from superintendent interviews, document analysis, 

and participant observation.  

Triangulated Case Study  

 The superintendent interviews were conducted over a period of time.  They 

included four interviews, in which the superintendent had the opportunity to review draft 

reports to ensure that I accurately reflected the superintendent’s communication in the 

interview.  The superintendent, who is no longer leading the district, responded to the 
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interview questions as if they were still leading the urban school district. The 

superintendent provided a unique retrospective during our last interview and provided 

some insight on the previous interviews.  In addition, I used an expert panel of past and 

current school district superintendents who answered the interview questions used for my 

case study.  Their role was to review the interview protocol.  They provided a trial 

response to the questions I used with the urban superintendent in my case study, to 

determine if the questions were appropriate.  Their responses indicated the interview 

would reveal answers to research questions, and as a result the questions were 

appropriate.   

 Document analysis can take many forms and should be the object of explicit data 

collection plans (Yin, 2003).  Document analysis includes letters, memoranda, and other 

communiqués.  According to Yin, agendas, announcements and minutes of meetings, and 

other written reports of events are also included.  The documents I reviewed included the 

following:  documents from the school council trainings I attended, documents from the 

community forums for the superintendent finalists, newspaper articles, and board 

agendas.  Document analysis is stable, it can be reviewed repeatedly, and it is exact 

because it contains exact names, references, and details of an event (Yin, 2003).  These 

details of events were evident during my descriptive findings section of chapter four. 

 The participant observation procedure included the documents and observations 

gathered from my monthly school council meetings at the elementary school where I 

served as principal.  According to Yin (2003), in my participant observer role, I was able 

to coordinate minor events such as our local school council meetings.  In addition, I was a 
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participant observer during the district school council trainings I attended, and the real-

life events I encountered .  These documents also represented participant/observer 

protocol when I attended these meetings and events as a participant and, later in time, re-

examined the happenings as a removed observer through the document analysis.  The 

participant observation included observation of district school board meetings and public 

hearings.   

 The real-life events mentioned earlier were events that occurred in the every-day 

life of the large southwest urban school district I used for my case study.  In other words, 

the case study method allows investigators conducting research to retain the meaningful 

characteristics of real-life events such as organizational and managerial processes and 

neighborhood change (Yin, 2003).  The real-life events were applied in the triangulated 

case study procedure, primarily with the document analysis and participant observation 

components. 

Research Questions 

 The research questions that were the focus of this case study included the 

following: 

1. What is the urban school district superintendent’s role in promoting 

relationships with selected stakeholder groups?  How does the urban school 

district superintendent view his/her role, and how do others view the urban school 

district superintendent’s role? 

2. What is the intersection between the superintendent and the school board in 

promoting relationships with selected stakeholder groups? 
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3. How do the development and implementation of local school councils in this 

large southwest urban school district illustrate the urban school district 

superintendent’s role in promoting relationships with selected stakeholder groups? 

4. How does the portrait of this urban school district superintendent’s role in 

promoting relationships with selected stakeholder groups in a large southwest 

urban school district compare with the current literature on these relationships? 

 The essence of a case study is the attempt to illuminate a decision or set of 

decisions:  Why they were taken, how they were implemented, and with what result (Yin, 

2003).  According to Yin, a case study is an empirical inquiry that investigates a 

contemporary phenomenon within its real-life context, especially when the boundaries 

between a phenomenon and context are not clearly evident.  A case study includes data 

collection and data analysis strategies, which are a part of the case study inquiry.  Yin 

(2003) concluded that the case study inquiry relies on multiple sources of evidence, with 

data needing to converge in a triangulating fashion, and as another result benefits from 

the prior development of theoretical propositions to guide data collection and analysis. 

Summary of the Findings/Results 

 Research question 1.  What is the urban school district superintendent’s role in 

promoting relationships with selected stakeholder groups?  How does the urban school 

district superintendent view his or her role, and how do others view the urban school 

district superintendent’s role?   

 Throughout the entire period of the study, the urban school district superintendent 

focused on decentralized decision making and involving all of the selected stakeholders 
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in the governing process.  Another excellent example of decentralized decision making 

included my role as a participant observer in a real-life event that involved a possible 

school closure.  The audience included the selected stakeholder groups that were the 

focus of this case study:  Employee groups, parents, and community officials.  The 

superintendent’s information meeting demonstrated the decentralization effort to include 

selected stakeholder groups in the decision-making process. 

 In response to the second part of Research Question 1, the urban school district 

superintendent’s perception of his/her role included responding to the stakeholder groups 

that possessed stakeholder salience, which is the degree of priority policy makers give to 

competing stakeholder claims (McDaniel & Miskel, 2002).  The superintendent 

responded to the group or groups that currently had the most stakeholder salience in the 

school district.  The superintendent stated that as a group board members, politically and 

professionally, had the most salience followed by the general category of groups, unions, 

or professional associations.  By engaging in dialogue and giving opportunities to those 

stakeholder groups that possessed stakeholder salience the superintendent promoted 

relationships by implementing the decentralization process throughout the school district. 

The final part of the first research question was the most difficult to address.  

Each leg of the triangulation for question one did not yield the evidence for which I had 

hoped.  This lack of evidence for the final part of the first research question also proved 

to be a weakness for this part of the study.  The superintendent was not detailed during 

the interview responses of how others viewed the superintendent’s role.  One observation 

I made during the real-life event for this question, were the stakeholders’ comments that 
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the superintendent was not prepared for the school closure process.   

 Research Question 2.  What is the intersection between the superintendent and the 

school board in promoting relationships with selected stakeholder groups? 

 In the large urban school district, the superintendent and school board worked 

simultaneously to involve the selected stakeholder groups in the decision-making 

process.  The superintendent and school board offered the concept of decentralization 

through local school councils to involve selected stakeholders in the decision-making 

process.  The concept of decentralization was also implemented during real-life events.  

 Based on the evidence for each leg of the triangulation for Research Question 2, 

the stakeholder groups were involved during critical processes.  During the document 

analysis stage the stakeholders from this case study had an opportunity to evaluate  and 

question the superintendent finalists and their input was instrumental in the school 

board’s selection of the next urban school district leader.   

 The participant observation stage for this question is a fine example of the 

transparency involved between the superintendent and school board as they conveyed the 

budget process with the selected stakeholder groups.  The evidence obtained from the 

superintendent interviews reinforced how critical it was for the superintendent to 

establish trust with the selected stakeholders.  The superintendent built coalitions by 

establishing trust with stakeholders.  

 Research Question 3.  How does the development and implementation of local 

school councils in this large southwest urban school district illustrate the urban school 

district superintendent’s role in promoting relationships with selected stakeholder 
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groups? 

 The focus of maintaining the decentralized decision-making model for the urban 

school district was extremely evident when it came to the topic of local school councils.  

Based on the evidence from each leg of the triangulation from Research Question 3, the 

superintendent continued to focus on increased collaboration that involved decision-

making responsibilities.  During the document analysis section the superintendent stated 

that coalition building is necessary to establish trust.  However, before coalition building 

occurs, it is vital to share information and shape direction. 

 In my role as participant observer, I had to obtain the approval of my school’s 

desegregation budget from our local school council.  Parents and employee groups were 

the stakeholders at the school level, and the district stakeholders included the deputy 

superintendent, assistant superintendents, and principal supervisors.  The collaboration 

among all of these selected stakeholder groups created an evolution for questions to be 

answered, including what decisions should be made at schools.   

 The evidence obtained from the superintendent interviews reinforced how critical 

the development of local school councils has become in the urban school district.  The 

superintendent was quick to acknowledge that the evolution of school councils, and the 

future evolution would form a significant topic for communication among stakeholder 

groups.  The superintendent stated that collaboration is essential with local school 

councils since they play a critical role in the selection of principals.   

 Research Question 4.  How does the portrait of this urban school district 

superintendent’s role in promoting relationships with selected stakeholder groups in a 



                      150             

 
 
 
 
 

large southwest urban school district compare with the current literature on these 

relationships?  

 I would like to compare the portrait of the urban school district superintendent’s 

role in promoting relationships with selected stakeholder groups with the current 

literature.  Barbara Eason-Watkins (2005), the chief education officer in Chicago Public 

Schools, who had focused on the capacity of the large urban school district to build 

professional learning communities for over 620 schools, 45,000 employees, and 434,000 

students.  The challenge was made even more formidable by legislation that gave control 

of schools to local school councils comprised of elected bodies of parents, teachers, and 

community officials.  According to Eason-Watkins, the Chicago Public Schools 

attempted to create a shared vision in the district by sharing knowledge and clarifying the 

goals and priorities of the system.   

 The urban school district superintendent in my case study followed the 

professional learning community model used in Chicago to provide stability and direction 

for professional growth and student achievement.  Based on the evidence from each leg 

of the triangulation from Research Question 4, the portrait of this superintendent’s role in 

promoting relationships with selected stakeholder groups does compare with the current 

literature on these relationships.  My document analysis provided a reflection on how 

important parent involvement was and how Chicago Public Schools gave school councils 

the authority to conduct closed personnel meetings on principals and teachers.  The 

superintendent stated that school councils are not involved in personnel issues in this 

urban school district.  The urban superintendent remained current with the literature and 
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did not usher in all of the characteristics of school councils from other school districts. 

 The participant observation section conveyed that the superintendent remained 

consistent with their role in promoting relationships with stakeholders.  The interviews 

demonstrated that the superintendent must work in collaboration with the selected 

stakeholder groups in this study.  

Discussion of the Findings/Results 

Theoretical Propositions 

 In analyzing the case study, the theoretical propositions set forth in this literature 

review served as a moral compass.  The focus was limited to the four essential 

competencies described by Bennis (2003):  the leader as a visionary, purposeful and self-

confident, with integrity, and an adaptive capacity.  These competencies assisted my 

research in analyzing the case study of the superintendent’s role in promoting 

relationships with selected stakeholder groups in a large southwest urban school district. 

 In addition, I focused on the scholarly research by Wong (1996) and Briggs and 

Wohlstetter (2003) on the implementation of local school councils throughout our K-12 

public education system.  The theoretical base of pluralism, interest groups of legislation 

(Eskridge et al., 2006), and stakeholder salience (McDaniel & Miskel, 2002) served as 

guides when analyzing the case study evidence, especially as it pertained to local school 

councils.  The key points of pluralism such as citizens organizing into groups for political 

action and interest-group politics resulting in pluralism, the spreading of political power 

across many political actors was an excellent way for theory to relate to the modern 

practice of local school councils. 



                      152             

 
 
 
 
 

Explanation Building 

 Explanation building was the second analytic technique for this case study.  

According to Yin (2003), the goal in explanation building is to analyze the case study 

data by building an explanation about the case.  The goal is not to conclude the study but 

to develop ideas for further study.  In most existing case studies, explanation building has 

occurred in narrative form.  The better case studies are those in which the explanations 

have reflected some theoretically significant propositions (Yin, 2003).  I remained 

focused and implemented analytical insight at all times during the explanation building. 

Chronological Events 

 The compiling of chronological events, the third technique, is a frequent 

technique in case studies and may be considered a special form of time-series analysis 

(Yin, 2003).  The chronological sequence focused directly on the major strength of case 

studies, which allowed me to trace events over time.  

 Research Question 1.  What is the urban school district superintendent’s role in 

promoting relationships with selected stakeholder groups?  How does the urban school  

district superintendent view his or her role, and how do others view the urban school 

district superintendent’s role?   

 As I stated in the methodology section of Chapter 3, I used theoretical 

propositions to analyze my case study.  The leadership literature from Bennis (2003) 

provided a moral compass for this part of the case study.  According to Bennis, the urban 

school district superintendent must provide a vision for the selected stakeholder groups to 

promote relationships.  During the course of the case study, a central theme became 
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extremely apparent: By decentralizing the decision-making process throughout the large 

southwest urban school district, the superintendent was promoting relationships with all 

of the selected stakeholder groups.  The superintendent’s vision of decentralization 

throughout the urban school district was the vision to which Bennis refered as one of the 

four leadership competencies.  The real-life events in which I took part involved 

decentralized decision making.  My service on my local school council and requiring 

their approval of our school accountability plan and appropriation of our non-designated 

tax-credit were real-life events.  In addition, the public hearings and meetings on school 

closures involved the selected stakeholder groups from this case study, governing board 

members, employee groups, parents, and community officials. This was another example 

of a real-life event that involved decentralized decision making.  The governing board 

took into account the public’s opposition to school closures and voted against them.   

 The theoretical foundations for my case study, pluralism, interest groups of 

legislation (Eskridge et al., 2006), and stakeholder salience (McDaniel & Miskel, 2002), 

provided guidance as I analyzed the case study evidence.  The key points of pluralism 

such as citizens organizing into groups for political action and interest group politics 

resulting in pluralism, the spreading of political power across many political actors, 

occurred during the real-life events in which I participated.  The selected stakeholder 

groups of parents, employee groups, and community officials organized into vocal 

opposition of the potential school closure of a historic elementary school.  As a result, the 

governing board voted in opposition of the superintendent’s recommendation of school 

closures.  As stated in the superintendent interviews, the governing board was the most 
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legitimate group of stakeholders and had the most power.  The governing board overruled 

the superintendent’s recommendation to close this historic elementary school as part of a 

budget reduction measure.   

 Stakeholder salience is the degree of priority policy makers give to competing 

stakeholder claims (McDaniel & Miskel, 2002).  The urban school district governing 

board recognized the stakeholder salience possessed by the selected stakeholder groups.  

As a result, the governing board supported the vocal opposition to school closure.  

Stakeholder salience is comprised of legitimacy, power, and urgency.  Legitimacy is a 

socially constructed attribute that describes the behavior of an individual or group and 

connotes a normative characteristic (McDaniel & Miskel, 2002).  Legitimate stakeholders 

are assumed to be acting in a desirable, appropriate manner on behalf of an organization.  

Stakeholders with a high degree of legitimacy have acceptance both internally and 

externally with the organization (McDaniel & Miskel, 2002).  Power implies influence 

over another, determined by the capacity to exercise the will of the stakeholder onto the 

environment (Mitchell et al., 1997).  Power indicators such as financial resources, 

political savvy, and group membership allowed the stakeholder groups the ability to 

influence the large southwest urban school district toward the stakeholder goals.  The 

selected stakeholder groups were equipped with the ability to exert control in order to 

produce results.  Urgency is the degree to which the stakeholder claims call for 

immediate action (Mitchell et al., 1997).  Urgent stakeholders quickly mobilized a group 

toward action and actively pursued demands by seeking the attention of the top decision 

makers (McDaniel & Miskel, 2002). 
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 The legitimate stakeholders of the elementary school faced with possible closure 

included the parents, employee group members, and community officials.  The 

community officials, especially the current and retired elected officials, had a high degree 

of acceptance both internally and externally with the organization.  The selected 

stakeholders from the public information meeting also possessed political savvy and 

group membership.  The selected stakeholder groups possessed urgency as they 

mobilized and set their demands with the top decision makers of the large urban school 

district.  A retired elected official who was the political patriarch informed me that he and 

other community leaders held a private lunch with the urban school district governing 

board president at a restaurant located in this elementary school community.  The 

meeting lasted two hours, and the message to the board president was clear:  Do not vote 

to close this historic elementary school. 

 Research Question 2.  What is the intersection between the superintendent and the 

school board in promoting relationships with selected stakeholder groups?   

 As stated in the methodology section of Chapter 3, I used theoretical propositions 

to analyze my case study.  According to Bennis (2003), the leader of an organization 

must be purposeful and self-confident.  The leader must have a sense of self and the 

passion to express his/her ideas.  The leadership competency of being purposeful and 

self-confident is extremely vital when the urban school district superintendent must work 

with the school board in promoting relationships with selected stakeholder groups.   

 In the large urban school district, the superintendent and school board worked 

simultaneously to involve the selected stakeholder groups in the decision-making 
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process.  The superintendent and school board offered the concept of decentralization 

through local school councils to involve selected stakeholders in the decision-making 

process.  The concept of decentralization was also implemented during real-life events.  

As stated in the summary of findings, the urban school district held community forums in 

which the four superintendent finalists participated.  The school board president stated 

the school board took into account comments from the selected stakeholders in the 

audience when the school board selected two finalists for the superintendency.   

 George Peterson and Paula Short (2001) provided an exceptional study on the 

relationship between the superintendent and school board president.  The school board 

president is the leader of the governing board.  This stakeholder group is considered to be 

a leading policy maker in the large southwest urban school district.  Interpersonal skills 

such as communication and trust are vital for a cooperative relationship between the 

superintendent and the school board.  The exploratory study by Peterson and Short 

investigated the school board president’s perception of the district superintendent’s social 

influence and social style and its effect on setting the board agenda and voting on 

decisions made by the board of education.   

 Social influence theory contains the two characteristics of social attractiveness 

and credibility (Peterson & Short, 2001).  Social attractiveness involves the perceived 

similarity of one person to another based in part on similar experiences and background 

and the desire of that person to be like the other.  According to Peterson and Short, the 

second characteristic, credibility, has two components, trustworthiness and expertness.  

Trustworthiness is the perceived motivation of a communicator to use his or her 
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knowledge and skill for the good of the audience, whereas expertness is the perception 

that the communicator possesses specialized knowledge or skills to solve a problem.  A 

superintendent must possess the skills to solve a problem with all of the stakeholder 

groups.  As a result, the superintendent will be perceived as self-confident throughout the 

large southwest urban school district.   

The second component of the school board president’s perception of the district 

superintendent involved social style.  Social style is concerned with observable 

communication behaviors and is defined as a concept of behavior denoting a particular 

pattern of actions that others can observe and agree on for describing a person’s behavior 

(Peterson & Short, 2001).  The two primary dimensions of social style are assertiveness 

and emotiveness.  According to Peterson and Short, assertiveness has been defined as the 

observable and measurable effort one makes to control and influence others.  Highly 

assertive individuals are perceived to be more confident, active, ambitious, powerful, 

competent, and versatile than low-assertive individuals.  Emotiveness is the second 

dimension, which can be defined as the degree to which a person is perceived as 

expressing feelings when relating to others.  In the study by Peterson and Short, they 

pointed out that emotiveness had a positive correlation with trust, sociability, 

interpersonal relations, composure, and social attraction. By establishing trust and 

demonstrating composure with the stakeholder groups, the superintendent will convey a 

level of self-confidence that will help his/her to achieve success throughout the large 

southwest urban school district.     
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Research Question 3.  How do the development and implementation of local 

school councils in this large southwest urban school district illustrate the urban school 

district superintendent’s role in promoting relationships with selected stakeholder 

groups?   

 According to Bennis (2003), the third quality that all true leaders have is integrity.  

One component of integrity is a strong moral compass.  Bennis pointed out that former 

president Harry Truman stated that it takes one kind of courage to face a duelist, but it is 

nothing like the courage it takes to tell a friend no.  The leadership competency of 

integrity is extremely vital when the urban school district superintendent must work with 

the school board in promoting relationships with selected stakeholder groups.  The 

superintendent and school leaders must deal with the empowerment of local school 

councils to make decisions about school budgets while simultaneously having the 

courage to tell local school councils that there must be different options.   This is an 

example of decentralized decision making that promotes relationships with selected 

stakeholder groups.   

 The real-life event of my local school council approving our school’s 

desegregation budget was an excellent example of decentralized decision making.  All of 

the selected stakeholder groups were involved in the process which began at the school 

level and concluded at the district level.  Certified and classified employee groups, along 

with parents, were involved at the school level.  There were also members of the 

superintendent’s executive leadership team, such as the deputy superintendent, assistant 

superintendents, and principal supervisors.  During my interviews, the superintendent 
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stated there was a positive point of reform of the Chicago model, and the point involved 

the decentralization of school budgets.  The various stakeholder groups had the power of 

decision making with resources behind those decisions.   

 The evolution of local school councils increased collaboration among selected 

stakeholder groups.  There has been a significant basis of topic formed for 

communication among parents, employee groups, community officials, and governing 

board members.  The collaboration created the evolution for questions to be answered, 

including what decisions should be made at the local school council level.  By having 

increased collaboration among the stakeholder groups, the urban school district 

superintendent was decentralizing the decision-making process.  The superintendent 

stated that school councils played a proper role in the selection of principals, and this has 

created positive and negative results.  The results were evident especially when local 

control of the selection process was combined with the impetus of district reform.  There 

was resistance to change because the principal represented the status quo instead of 

acting as a change agent.  The positive aspect of the school council process was a buy-in 

by the school council and community.  The other issue that presented difficulty was the 

transfer of principals, which required approval of the school council and not solely 

district discretion.        

The theoretical base of pluralism as a positive force in politics had a strong 

correlation with this section on local school councils.  The superintendent of a large 

southwest urban school district must face the reality that organized groups, such as board 

members, parents, employee groups, and community officials, play a large role in the 
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political process.  Some interest groups form as reactions to particular issues and view 

political activity as their primary objective (Eskridge et al., 2006).  David Truman (1951) 

defined an interest group as any group that, on the basis of one or more shared attitudes, 

makes certain claims upon other groups in the society for the establishment, maintenance, 

or enhancement of forms of behavior that are implied by the shared attitudes.  According 

to Eskridge et al. (2006), the ideal pluralist system is one where organized interests 

emerge in every sector of our lives and adequately represent most of those sectors, so that 

one organized group can be found effectively answering and checking some other 

organized groups as they seek to prosecute their claims against society.  Interest group 

liberalism not only allows a give-and-take among different points of view but also allows 

constituents (i.e., parents, employee groups, and community officials) to signal the 

intensity of their preferences in a way voting under a one-person, one-vote rule cannot 

(Eskridge et al., 2006). 

 Research Question 4.  How does the portrait of this urban school district 

superintendent’s role in promoting relationships with selected stakeholder groups in a 

large southwest urban school district compare with the current literature on these 

relationships?  

 As stated in the methodology section of Chapter 3, I used theoretical propositions 

to analyze my case study.  According to Bennis (2003), the fourth quality that all true 

leaders have is adaptive capacity.  Adaptive capacity is what allows leaders to respond 

quickly and intelligently to relentless change.  Bennis pointed out that adaptive capacity 

allows today‘s leaders to act and then to evaluate the results of their actions instead of 
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relying on the traditional decision-making model, which calls for collecting and 

analyzing the data, before acting.  According to Bennis, today’s leaders must assess the 

results of their actions, correct their course, and quickly act again.  Adaptive capacity is a 

kind of creativity and encompasses the ability to identify and seize opportunities.   

 The real-life event in which I participated during my case study, the public 

hearing on a potential school closure, was an excellent example of the selected 

stakeholder groups in my case study and the decentralization of the decision-making 

process.  All of the governing board members were present, in addition to parents, 

employee groups, and community officials.  These stakeholder groups mobilized in a 

show of opposition to the recommendation by the superintendent to close the historic 

elementary school.  Employee group members were represented by teachers from the 

teachers’ union; parents from the school community addressed the governing board; 

community advocates expressed strong opposition to the superintendent’s 

recommendation; and current and retired elected officials from the local, county, and 

state level expressed their opposition.  The public hearing was scheduled for two hours, 

but the only order of business that was accomplished was the call to the audience.  Before 

the meeting, all of the stakeholders representing the school formed a human chain 

circling the school, demonstrating solidarity and opposition to the district’s plan of school 

closure. 

 The aforementioned description of stakeholders’ opposition to the 

superintendent’s recommendation demonstrated stakeholder salience.  The parents, 

employee groups, and community officials demonstrated legitimacy, power, and urgency.  
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As a result, their stakeholder salience was at an extremely high level, and the governing 

board supported the vocal opposition from the school community and voted against 

school closure.  The urban school district superintendent demonstrated adaptive capacity 

and focused on different options to reduce the district budget deficit.  As stated by Bennis 

(2003), the superintendent assessed the actions, corrected the course, and acted again.  

This movement of local school control by the community throughout the urban school 

district was comparable to the professional learning community movement that occurred 

in Chicago Public Schools.   

Implications for Practice 

 Although a single case study cannot provide a sound basis for promoting 

relationships with selected stakeholder groups, my study (and other case studies with 

similar findings) suggests that urban school district superintendents should understand 

that the decentralization of the decision-making process is paramount.  The urban school 

district superintendent must perform a balancing act of empowering local school councils 

and communities to be involved in the decision-making process throughout the urban 

school district, without taking away school principals’ decision-making authority.  This 

decentralization process establishes trust and coalition building between the selected 

stakeholder groups and the top decision makers in the urban school district, preferably the 

superintendent. 

 The art of promoting relationships with selected stakeholder groups in any district 

is challenging, especially when local school communities have been empowered to make 

decisions through the local school councils.  The selected stakeholders in my case study 
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mobilized and demonstrated stakeholder salience, especially when the urban school 

district put forth recommendations that affected local school communities.  Urban school 

district stakeholders such as parents, employee groups, and community officials can 

influence the governing board members by participating in real-life events.   

 Real-life events are great examples of decentralized decision making in a large 

urban school district.  Real-life events occur in the everyday life of an organization, 

whether the event is social, political, or involves an individual or group of people.  In 

other words, the case study method allows investigators conducting research to retain the 

meaningful characteristics of real-life events such as organizational and managerial 

processes and neighborhood change.  During the real-life events, the selected 

stakeholders in my case study demonstrated stakeholder salience and engaged in a form 

of pluralism.  The urban school district superintendent must be able to use real-life events 

to his/her advantage as a mechanism to promote relationships with selected stakeholder 

groups.   

According to Glatthorn (1998), research should contribute to the development of 

theory and provide greater depth of knowledge about a previously studied phenomenon.  

The essence of this case study, the superintendent’s role in promoting relationships with 

selected stakeholder groups in a large southwest urban school district, was an attempt to 

illuminate a decision or set of decisions:  Why they were taken, how they were 

implemented, and with what result (Schramm, 1971; Yin, 2003).  According to Yin, a 

case study is an empirical inquiry that investigates a contemporary phenomenon within 

its real-life context, especially when the boundaries between phenomenon and context are 
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not clearly evident.  Yin concluded the case study method benefits from the prior 

development of theoretical propositions to guide data collection and analysis.  My 

theoretical bases included the ideal pluralist system, which is one where organized 

interests emerge in every sector of our lives and adequately represent most of those 

sectors so that one organized group can be found effectively answering and checking 

some other organized group as it seeks to prosecute its claim against society (Eskridge et 

al., 2006).  In addition to the pluralism theory, stakeholder salience theory served as a 

theoretical base.  Stakeholder salience is the degrees of priority policy makers give to 

competing stakeholder claims (McDaniel & Miskel, 2002).  The case study as a research 

strategy comprises an all-encompassing method covering the logic of design, data 

collection techniques, and specific approaches to data analysis (Yin, 2003).  As a result, 

the case study is a comprehensive research strategy.   

As a practitioner, I have learned from the literature and my theoretical bases that 

the urban school district superintendent must decentralize the decision-making process to 

the point where the selected stakeholder groups believe they are empowered.  They can 

believe they are empowered, but as the superintendent, you must persuade the selected 

stakeholder groups to base all of their decisions on what is best for the students.  The 

superintendent must possess the political savvy and mental acumen to lead the selected 

stakeholders, especially during the real-life events that take place in a large urban school 

district.   

In addition, I discovered that the practitioner has a plethora of strategies to 

incorporate from the theoretical bases provided in this case study.  Pluralism can prove 
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useful for superintendents if they use the interest group strategy to their advantage.  As 

superintendent, one must have parents who support the initiatives that are in place to 

benefit the students.  After obtaining parental support of the district mission and vision, 

the superintendent needs to persuade the local community officials to support the 

district’s mission and vision.  These two groups of selected stakeholders provide a 

tremendous amount of support to the governing board members.  The governing board 

members have the most legitimacy, the most power, and also the most urgency to call for 

immediate action.  Governing board members can implement policy in the urban school 

district in which the teachers will have to follow suit. 

Recommendations for Further Research 

 There is a need for additional research on the topic of urban school district 

superintendents and their goal of promoting relationships with selected stakeholder 

groups.  Superintendents should make decisions based on what is best for students per the 

first code in the American Association for School Administrators (Pardini, 2004), not 

based on what is best for the advancement of adult agendas, especially those adults who 

have not been trained as educators or in educational leadership positions.  However, the 

main point for additional research on this topic is the true test of political savvy and 

mental acumen that lies in the challenge of local school council empowerment without 

school and district leaders having their decision-making authority diminished. 

 Decentralization of decision making was extremely apparent as the most effective 

method when promoting relationships with the selected stakeholders of the large urban 

school district used for my case study.  Decentralized decision making can be effective in 
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such areas as school budget, which is what my case study demonstrated.  My role as a 

participant observer when our local school council approved our desegregation budget 

was an excellent example of decentralized decision making that involved parents, 

employee groups, and community officials.  This activity promoted relationships in a 

collegial environment.  As evidenced by Briggs and Wohlstetter (2003), two elements 

have a positive effect on school-based management, decision making authority and the 

distribution of power.  When teachers, parents, and community officials were empowered 

to make decisions that directly influenced students, there was motivation for involvement 

in school-based management.  One critical area of authority for schools was budget 

authority.  In the study by Briggs and Wohlstetter, the successful school-based 

management schools found ways to redirect funds to support their plans for student 

academic improvement. 

 The aforementioned example of collegial decentralized decision making  

promoted relationships between the selected stakeholder groups in my case study.  

However, decentralized decision making mobilized parents, employee groups, and 

community officials to demonstrate stakeholder salience (McDaniel & Miskel, 2002) in 

opposition to the superintendent’s recommendation to close a historic elementary school.  

The superintendent had a role in promoting relationships, but these relationships were 

between parents, employee groups, and community officials who did not support the 

superintendent’s recommendation.  These selected stakeholder groups undermined the 

superintendent’s authority and appealed the superintendent’s decision to the governing 

board members.  The governing board members supported the community and not the 
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superintendent’s recommendation.  

 There is a need for additional research on how urban school district 

superintendents can promote relationships with selected stakeholder groups, especially 

when superintendents are presented with controversial or sensitive topics, and still 

maintain the decision-making authority that comes with all of the accountability and 

responsibility of leading a large urban school district.  School district and school leaders 

are serving in a time of stakeholder empowerment.  This empowerment has afforded 

decision-making ability to stakeholders who are not responsible or accountable for the 

daily operation, management, and leadership of schools and school districts.  If school 

district and school leaders are being held accountable by No Child Left Behind (2001) 

and state education policies, there must be a balance of decision-making authority that 

remains with these leaders.  If the buck stops with school and district leaders, then these 

leaders should be able to decide how this buck will be spent, especially if this buck is 

spent with the most important caveat when it comes to public education:  Every decision 

made must be done with the best interest of the students in mind.  
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GLOSSARY 

 Pluralism.  The ideal pluralist system is one in which organized interests emerge 

in every sector of our lives and adequately represent most of those sectors so that one 

organized group can be found effectively answering and checking some other organized 

groups as they seek to prosecute their claims against society. 

 Stakeholder Salience.  The degrees of priority that stakeholders demand are given 

by decision makers. 

 Legitimacy.  Legitimacy is a socially constructed attribute that describes the 

behavior of an individual or group and connotes a normative characteristic.  Legitimate 

stakeholders are assumed to be acting in a desirable, appropriate manner on behalf of an 

organization.  Stakeholders with a high degree of legitimacy have acceptance both 

internally and externally with the organization.  

 Power.  Power implies influence over another, determined by the capacity to 

exercise the will of the stakeholder onto the environment.  Power indicators such as 

financial resources, political savvy, group membership, and broad-based support allow 

the stakeholder groups the ability to influence the large southwest urban school district 

toward the stakeholders’ goals.   

 Urgency.  Urgency is the degree to which the stakeholder claims call for 

immediate action. Urgent stakeholders quickly mobilize a group toward action and 

actively pursue demands by seeking attention of the top decision makers.  

 

 Real-life events.  An event that occurs in the every day life of an organization, 
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whether the event is social, political, or involves an individual or group of people.  In 

other words, the case study method allows investigators conducting research to retain the 

meaningful characteristics of real-life events such as organizational and managerial 

processes and neighborhood change.  

 Selected stakeholders.  Groups and individuals that affect or are affected by the 

actions, decisions, policies, practices, or goals of an organization.  The stakeholders in 

this case study who were the focus of the superintendent in promoting relationships 

included parents, employee groups, community officials, and governing board members.  
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