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ABSTR.^CT 

Educational reform movements have dominated educational arenas for decades. 

The public is demanding higher achievement of students and guarantees of equal 

opportunities and success for all. Many educational studies and articles document 

changes that need to occur, such as the implementation of high academic standards, 

effective teaching methodologies and leadership practices that support change. Some 

studies analyze how specific subgroups, e.g., race and gender, are influenced by the many 

educational reform movements across the nation, directed by local, state and federal 

entities, but few analyze how social class differences impact student achievement and 

future success. Even less scrutinize the specific behaviors used by educators that 

typically occur with different levels of social class, demonstrating unequal opportunities 

for students. 

This study utilizes specific and effective communication attributes used with 

teachers working with students from middle level socioeconomic backgrounds 

documented from another study and compares the findings to the same specific 

communication attributes used by school principals with their staff members during staff 

development meetings. The specific communication attributes arc external and internal 

standards of authority, present versus future role orientation, cognitive skills and 

achievement, and verbal presentation skills. This study qualitatively examines the 

relationship of two principal-leaders working in middle schools with very different social 

class demographics. The study analyzes the types of communication attributes and 

behaviors commonly used by each principal during staff development meetings. The 



leader from the higher socioeconomic school consistently uses communication attributes 

that reinforce high expectations and effective techniques that promote problem-solving, 

critical thinking and self presentation skills. These specific communication attributes 

may serve as a learning model for teachers that may transfer to more effective classroom 

practices with students. 

The study also examines the characteristics and influences of social dominance in 

educational settings, effective leadership practices and the understanding of 

organizational culture, and how all of these foci illuminate the overall success of a school. 

The results of this study provide insight into how educational practices need to consider 

the knowledge of socioeconomic status and how this information can be used to establish 

more effective training opportunities for educational leaders. 
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CHAPTER ONE 

BACKGROUND OF THE STUDY 

Introduction 

The United States has institutions that characterize the country differently from 

other societies in the world. These institutions are the family, the class system, the 

economy, and the educational system (Musgrave, 1979, p. 13). The purpose of our 

educational system is to prepare all students for their futures, livelihoods, work and 

productive citizenship. Public education is perceived as society's great equalizer because 

of its entrenched foundation that strives to provide equal educational opportunities for all 

children, regardless of gender, social class, race, language or religion (Strouse, 2001, 

p.l 17). The cry for equal educational opportunities for all students continues to resonate 

across the educational arenas; however, the means of achieving these opportunities 

remains complicated. Brantlinger (2003) views schools as "meritocracies that reward 

capacities, where students have equal chances to succeed. However, meritocracies are 

not based on the principle of success for all; rather they differentially reward high 

intelligence, athletic competence, work ethic and other types of student merit" (p.l). 

Now and for the last two decades, public education in America continues to be 

heavily concentrated on systems of accountability based on student outcomes. Today's 

educational reform efforts address three areas of focus; the use of content standards as a 

basis for assessment and accountability; the realization that all students must be 

challenged and expected to achieve a level of performance that indicates their level of 

mastery; and the use of high stakes accountability systems as a means to dictate students' 
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success or failure (Linn, p.5). Sergiovanni (2000) states that "in today's environment, 

control over what is taught, how it is taught and what is learned is being increasingly 

transferred from parents, teachers and local citizens in the schoolhouse to legislators and 

other elites in the statehouse" (p.8). The responsibility for school success is now in a 

much bigger arena. Michael Fullan (1997) adds to the understanding of this issue by 

stating that the organization of school does not exist or follow any single path of logical 

order. There are competing goals, and differences in the distributions of power and 

decision making, external envirormients and how constituents are satisfied, and in the 

teaching envirormient and process itself (p.207). School leaders, teachers and students 

have a responsibility to meet these challenges. 

The factors that contribute to successful schools and successful experiences in 

schools are diverse and numerous. This study analyzes two important components that 

contribute to the effectiveness of schooling. One component is identified as the specific 

and effective indicators of principal-leadership. The second component is the impact that 

social class has on creating effective schools, and effective student achievement and 

success. Combined, these components reveal the effective characteristics of leadership 

and how these characteristics influence teacher actions and social class barriers. 

Patrick Finn (1999) succinctly describes how social class can influence the 

educational setting by stating that schools contain two kinds of education: empowering 

education that leads to positions of power and authority; and domesticating education that 

leads to functional outcomes (p.x). Each type of education expresses a different value of 

hope placed on the aspirations and outcomes of students. 
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The terms principal-leadership or principal-leader are used by the researcher 

throughout this study. It denotes that a school principal is more than an administrator or 

manager of an organization. The characteristics of principal-leadership consistently 

embrace and express leadership qualities and behaviors that increase the overall 

performance and effectiveness of a school. 

Effective principal-leadership characteristics are complex; therefore, this study not 

only identifies overall cogent leadership characteristics, but it specifically analyzes 

leadership communication strategies and the relationship that communication has on 

modeling strategies that influence social class awareness. The communication behaviors 

analyzed specifically relate to those associated with specific levels of social class; which 

builds a better understanding of the characteristics of social class. The analysis of this 

study helps to bridge the understanding between effective communication behaviors of 

principal-leaders and their connection to fostering educational environments that provide 

effective models for teachers that promote quality instructional practices for all students, 

regardless of social class differences. Specifically, the social class differences analyzed 

in the study are those variables associated with the poor people and communities, and 

those associated with the professional and affluent people and communities, two 

extremes that exist in the socioeconomic structures in the United States. 

Statement of the Problem 

This study focuses on two important factors that contribute to overall school 

effectiveness and the perceptions that label a school effective. One factor is the analysis 

of the characteristics and practices related to effective principal-leadership behaviors and 
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outcomes. The second factor is the analysis of the principal-leader's practices and 

outcomes that correspond to behaviors and perceptions that identify and support specific 

levels of the social class hierarchy. Social class structures influence the attitudes, actions 

and values of school leaders, whether these influences are knowingly or unknowingly 

understood. The research questions directly relate to the differences in specific attributes 

that define certain levels of social class. The questions are as follows. 

1. How do educational leaders communicate and demonstrate external and/or internal 

standards of authority to their teaching staffs? 

2. How do educational leaders demonstrate present and/or future orientations and 

consequences to their teaching staffs? 

3. How do educational leaders communicate by using verbal presentation skills to their 

teaching staffs? 

4. How do educational leaders support student achievement and cognitive development 

with their teaching staffs? 

5. How do these specific educational leadership communication characteristics and 

behaviors relate to overall school, teacher and student success in relationship to the 

understanding of social class barriers and how to overcome them? 

6. How do specific leadership actions lead to effective processes that improve a school's 

progress, with the hope that these actions lead to better understanding of social class 

differences? 

Significance of the Study 
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A common public education theme today in discussions across the country 

stresses the need for the improvement of overall school effectiveness, student 

achievement, and meeting the diverse needs of all student populations. In this day and 

age of school reform and the need for rigorous accountability, parents, community 

members, teachers, and educational leaders are looking for solutions to their varying 

concerns surrounding the many issues that characterize educational ineffectiveness. This 

study examines two unique factors that impact overall school success. These factors are 

unique when analyzed together, and in doing so, the results are of value to current and 

future school leaders and educational practitioners. 

The effectiveness of principal-leadership is an important factor in understanding 

the success or constraints of any school. Owings and Kaplan (2003) state that "principals 

of schools must be the teachers of teachers, making change coherent and cohesive to 

faculty, parents and students" (p.265). Bermis and Nanus (1985) describe the critical 

functions that a leader must perform effectively: focus on a vision, meaning through 

communication, trust through positioning and the deployment of self Fullan (2002) 

characterizes an effective educational leader as a person who is attuned to the big picture 

and is very aware of the current society at large (p. 17). These statements alone briefly 

present how the role of the principal-leader is complex, impacting many constituents. 

Social class differences compound the understanding of each school's 

effectiveness. The understanding of social class differences is not an overt topic of 

discussion in most schools today. Its importance is overshadowed by so many other 

variables at the forefront in understanding the effectiveness of schools and the multiple 
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issues related to school reform and accountability. In order to understand the meaning of 

social class, many factors are revealed in this study. Simplistically, Musgrave (1979) 

describes that "social class has its own particular way of life. What is considered right 

behavior varies and each class has a culture of its own" (p.72). Schools reflect the culture 

of its dominant class. Robertson (2000) asserts that educational systems are not socially 

neutral. Their regarded cultural characteristics are transformed into the organization's 

belief system; therefore the educational system reflects these beliefs (p.28). 

So, what types of effective principal-leader communication and behaviors directly 

impact the connection between teacher effectiveness, school success, and the consistent 

promotion of meaningful opportunities for all students without barriers related to social 

class? 

Limitations of the Study 

This study does not test a hypothesis. The findings are descriptive and generate a 

deeper understanding of the communication characteristics and other behaviors of two 

school principals and how they utilize these characteristics with their teachers. The 

findings of this study relate specifically to another study found in Camoy & Levin's 

(1985) book, Schooling and Work in the Democratic State. Due to the small sample size 

of this study, the findings may not be generalizable to other populations. 

Methodology 

This study is qualitative. The structure of the investigation is a deep analysis of 

the communication characteristics and other specific behaviors of two principals with 

their teaching faculties. The communication characteristics and specific behaviors are 
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defined in Camoy & Levin's book (1985) and are used as the coding categories for this 

study. The specific communication coding categories relate directly to specific attributes 

found in different social class structures and hierarchy. The social class hierarchy 

represents a generalizable understanding of the concept of social mobility and some of the 

possible occupational outcomes that exist along the continuum. The methods of the study 

reveal insight into how communication traits reflect social class traits and beliefs. 

Organization of the Study 

Chapter Two provides a framework of the study addressing key features and 

characteristics of effective school leadership, social class systems, and the relationship 

between these two topics. The contents of the chapter are a review of literature relevant 

to principal-leadership effectiveness and social class characteristics and perspectives. 

Chapter Three addresses the methodology for the research used in the study. Chapters 

Four, Five, Six and Seven address the study and the findings. Each of these chapters 

qualitatively describes the in-depth findings of four areas of analysis. Chapter Five 

analyzes the findings, relates them to the literature and suggests actions for leadership to 

improve effectiveness, with the hope that the knowledge of social class differences 

becomes part of leadership actions and considerations. 
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CHAPTER TWO 

REVIEW OF LITERATURE 

Introduction to Social Class 

A person's way of life reflects their social class beliefs and their relationship with 

the economy; and understanding this relationship is complex, involving many factors. 

Class distinctions in America are complicated and subtle. Social class is a concept that is 

often misunderstood and disregarded in educational arenas. In order to understand how 

social class influences the process of effective educational practices and effective 

principal-leadership, it is important to understand the broader factors that are incorporated 

within the concept of social class. 

Hooks (1994) states that social class shapes values, attitudes, social relations and 

biases. There are no rules to class because it is taught by example and reinforced by a 

system of rewards in society (p.178). Fussell (1983) further explains that America is a 

unique country because the social structure is not uniform or convenient. Each generation 

has the opportunity to create their social class or social hierarchy. America is generally 

not labeled as a traditional country. One important distinction regarding social class is 

that it is not about race because race is not about choice (p. 18). Goldthorpe (2000) states 

that the social class system is not structured on a single dimension or set apart into set 

positions. It basically comes down to the contrasts that can be made between the more 

advantaged and the less advantaged (p. 166). 

More specifically, social class can be divided into two categories or structures. 

Robertson (2000) describes the two environments of class structure. One environment is 
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represented by capital and labor, and the second environment is categorized into social 

categories. Social class is more than money and capital. It is represented by social 

relationships between classes, as well as class formation represented by the social 

relations within a class (p.21). This coincides with Bourdieu's (1984) work on culture 

capital or cultural assets that validate or distinguish distinct types of skills and behaviors. 

Culture capital is defined by social values and power. It can be independent from 

income. 

Musgrave (1979) defines social class by three psychological concepts: 

personality, perception and thinking. These concepts influence a person's own 

knowledge, skills and competency. Therefore, people are differentially distributed along 

a social class continuum, depending on their position in the hierarchy. Social class 

positions are generally passed from generation to generation (p.88). Each class position 

has a culture of its own (p.72). 

Social class positions contain attributes. One attribute is defined as the income 

and occupation of a person. The income of a person creates different life chances; 

therefore, this economic criterion can indicate prestige, and prestige that may be related to 

a type of occupation. The economics and occupation of a person can define a second 

attribute, which is power. Power is the ability to control the behavior of others (p.64). 

Fussell (1983) further defines class status. Some people use the word class in 

reference to money and the leverage it creates. Some refer to class as social status or the 

level of prestige that a person has or has not. However, the understanding of prestige is 
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measured only by the person in question and his or her relationship to his or her 

surroundings or audience (p.24). 

Musgrave (1979) also states that social mobility is the movement between classes. 

This phenomenon emphasizes the achievements of a person, as opposed to the position a 

person is ascribed to at birth (p.65). Therefore social class positions do not have to be 

fixed or permanent. According to Camoy and Levin (1985) schools are often viewed as 

environments that provide opportunities for social mobility for all groups or classes of 

people. However, mobility is often constrained by school practices and the economic 

system (p. 108). 

Jean Anyon (1990) describes social class as a series of relationships. First it is the 

relationship that people have with the ownership of capital, which can be physical or 

symbolic. The use of capital determines a person's social and cultural power. The 

second is the relationship that a person has with authority and personal control at work 

and in society as a whole. This relationship is described as whether or not a person is 

dependent on built-in mechanisms for control or has more autonomy in the workplace 

over control. The third relationship is between one's self and work or how a person 

defines his or her work environment. Does the work require mechanical or routine 

responsibilities or is the work creative, changing and require problem solving (p.68)? 

With all of these descriptions of social class, it is sometimes difficult to 

distinguish between the social class structure itself versus the individual nuances and 

behaviors that influence social class placement. In studying the impact of social class on 

learning behaviors and expectations, it is important to understand the differences. Jay 
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Macleod (1995) clarifies that people have a tendency to interpret issues of social class 

inequalities on individual terms, as opposed to structural terms. This interpretation is due 

to the attitude that is generally perpetuated in the United States, and the notion of 

classlessness. Society as a whole views that there are opportunities for upward mobility, 

even if they are small, allowing all people the opportunity to become self-made and 

successful. The barriers to success then become understood as an outcome of personal 

choice and action, viewed on individual terms, rather than on structures of social class 

within the society (p.240). Howard (1999) concurs with this belief "People often 

attribute failure to the culture and characteristics of the child rather than to the inherent 

structure of dominance in the larger society" (p.47). 

The United States is structured to create poverty and extreme economic 

inequalities because there are not enough good jobs to go around to all. Therefore the 

occupational structure is that of a pyramid (p.239). "This structure does ensure that even 

if everyone excels in school and strives ceaselessly for the top, the great majority are 

automatically bound to be disappointed" (p.239). Anyon (2000, 2001) explains that 

schools reproduce and maintain existing social class structures in society. Schools 

contribute to the process of cultural reproduction. She disputes the notion that education 

is the great equalizer; by working hard, the system will reward your efforts; everyone has 

the chance to get ahead; and people make it on their own achievements. There is a 

relationship in schools between social class and the school knowledge presented (2000, p. 

129). Schools do reproduce the tensions and conflicts of a society (p. 153). 
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This overview of the concept of social class illustrates its complexity, fluid nature 

and abstract constructs. The concepts of social class are about individuals and groups' 

economic placement on a continuum, societal structures, beliefs and opportunities that 

influence this placement, and the judgments that people make regarding the concepts of 

social class and their placement along the continuum. 

The next section clarifies the specific construct of poverty and how this construct 

influences educational opportunities. 

Poverty and Education 

In the United States today, there are some clarifying demographics that serve to 

highlight the economy and social barriers for many people and families. "Proportionately 

more children live in poverty in the United States than in any other industrialized nation" 

(Schorr, 1997, p. xvi). Carter (2003) explains in further detail some specifics of poverty. 

Today there are fewer students living in traditional nuclear families. Today 

married couples with children under the age of 18 make up less than one-fourth of 

the U.S. households. This statistic actually represents a slight decline from the 

1990 census; however, households led by single mothers with children under the 

age of 18 are up from 6.6 % in 1990, to 7.2% in 2000. Approximately one in five 

U.S. children live in poverty, (p.249) 

Trotter (2001) adds to these realities by stating that from the last census, increasing 

percentages of U.S. families are not described as the traditional two-parent family. This 

is due to the fact that single and married parents are joining the work force. Fewer 

children today have a caregiver at home who does not have a full or part time job. "The 
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gap between the rich and the poor is the largest in recent history. Forty percent of the 

poor are living at the extreme poverty level, which is less than 50 percent of the poverty 

line" (Seccombe, 2002 p. 385). 

Explaining the dimensions of poverty further, Payne (1998) distinguishes between 

two types of poverty: generational and situational. "Generational poverty is defined as 

being in poverty for two generations or longer. Situational poverty is a shorter time and 

is caused by circumstance (i.e., death, illness, divorce, etc.)" (p. 10). She further explains 

the key points to remember in understanding the framework of poverty. 

Poverty is relative because it is represented by the extent to which an individual 

does without resources. If everyone around you has similar circumstances, the 

notion of poverty and wealth is vague. Poverty occurs in all races and in all 

countries. The percentage of the population that is poor is subject to definition 

and circumstance. Economic class is a continuous line and not a clear-cut 

distinction. An individual brings with him or her hidden rules of class in which 

he or she was raised. Even though the income of the individual may rise 

significantly, many of the patterns of thought, social interaction, cognitive 

strategies, etc., remain with the individual, (pp.10-11) 

The impact that poverty has on the education of children is great. Brooks-Gunn, Duncan 

and Maritato (1997) explain that children raised in low-income families score lower than 

children from more affluent families on various types of assessments, school achievement 

and emotional well-being (p.l). Poor families are also more likely to live in 

neighborhoods with other poor families; therefore their children are more likely to attend 
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schools with fewer resources and more poor classmates compared to neighborhoods and 

schools of affluent families (p.2). The duration of poverty negatively influences 

academic achievement. Smith, Brooks-Gunn & Klebanor (1997) explain that those 

children living in persistent poverty score six to nine points lower on various assessments 

compared to students not living in poverty. The negative effects of persistent poverty 

grow stronger as the child ages (p. 164). There is a high relationship between the class 

status of a student, and school achievement and attaiimient (Jencks & Phillips, 1998, & 

Lee, 2002). 

Burton (1999) and Orfield (2000) and Wenglinsky (1998) find that per pupil 

expenditures in schools vary depending on social class status. This creates school 

environments that differ in the quality of facilities, materials and human resources. 

Biddle and Berliner (2002) explain that there is a resistance to equitable fiinding for 

schools. Some people's beliefs about the culture of poverty support the resistance to 

equitable funding. These belief systems of poverty perpetuate certain ideologies. One is 

the ideology that success or failure is more about individual failure rather that social 

circumstance. Secondly, people in poverty fail because they believe in inappropriate, or 

out of the norm, traditions and subcultures. These factors then lead to the belief that 

students from poverty are unlikely to benefit from quality education, so funding schools 

equally would waste taxpayer dollars (p.51). 

Social Dominance and Education 

The construct of social dominance also provides valuable insights into the 

concepts of equity and social justice, including how educational settings represent an 
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example where hierarchical social arrangements exist. Schools are not neutral 

environments, their purpose changes over time. Howard (1999) states that social 

dominance theory builds on individual attitudes, values and beliefs and how these beliefs 

support and rationalize a person's social position and their collective realities. 

Educational settings tend to be systems where there are hierarchical social arrangements, 

particularly for students and how professionals perceive them (p.32). Apple (2000) 

explains that school life is socially constructed because the curriculum is influenced 

greatly by the social construction of the organization or school itself. Schools represent 

producers and reproducers of value systems and power relations. Therefore, schools 

become a place to gain power, promote democracy, open horizons and ensure mobility. 

Unfortunately, many schools promote social control and threaten cultures and beliefs, 

thereby reinforcing a particular dominant group (p. 13). Combleth (2000) explains that 

"school curriculum frequently becomes the arena for public discussion and debate of 

national, social, political and even economic issues" (p.8). Broader politics come into 

play, especially during the recent times of nation-building efforts under a banner of 

common culture (p.222). 

Value systems of schools are often reinforced by class norms. Ruby Payne (1998) 

explains that schools operate from middle-class norms (p.l 1). Macleod (1995) supports 

the belief that schools have structural differences. For example, working class 

neighborhoods have regimented characteristics, emphasizing rules and behavioral control. 

Whereas, suburban schools have the characteristics of being more open, having greater 

student participation with less direct supervision, and in general, emphasizing a value 



27 

system that stresses internalized standards of control. These differences in schools reflect 

different expectations of teachers, administrators, students and parents. Generally, 

schools tend to socialize students to occupy the same position in the class structure as that 

of their parents (pp. 12-13). Children brought up in working class schools are prevented 

from achieving their full academic potential (Musgrave, 1979). Therefore, students from 

working class backgrounds may be denied opportunities for learning that support specific 

skills and knowledge necessary for an array of occupations. 

Bowles (1972) explains that the educational system in the United States 

reproduces unequal chances for student success and achievement. The schooling process 

is linked to the perpetuation and maintenance of existing social class divisions. His belief 

is that schools do not advance equality but debilitate it. Schools set up the curriculum in 

ways that chaimel students into certain "tracks" based on their social class backgrounds. 

All students do not have the same opportunities (p. 125). 

Oakes (1980) believes that poor students are disproportionately placed in 

educational "tracks" for low achievers. This creates fewer opportunities for poor students 

to attend programs for college bound, or classes with higher levels of expectations. This 

practice can create the following perceptions and judgments: populations of students 

have fixed abilities, tracking denies students equal access to knowledge and 

understanding, tracking widens, rather than narrows the differences seen in schools, and 

students who are judged to be different are placed in environments that indicate a 

placement in the hierarchy of schooling (p. 14). 
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Camoy & Levin explain that schools are involved in social reproduction on two 

levels. Schools are compelled to produce a labor force that is functional for the changing 

workplace. However, complicating these efforts, schools have generalized values and 

norms, which has made it difficult for differentiating the behavior and knowledge 

necessary for specific segments of the labor force (p.78). Schools are often viewed as the 

environment to gain access to higher paying work and careers (p.79). 

Social dominance impacts student success and achievement. Awareness of the 

dimensions and influences of social dominance on the educational setting are the 

responsibility of all educators. Educational leaders are an important component; they can 

influence changes in awareness and attitudes regarding educational beliefs and structures. 

Effective Leadership 

"It must be considered that there is nothing more difficult to carry out, nor more 

doubtful of success, nor more dangerous to handle, than to initiate a new order of things" 

(Machiavelli, 1513/1942, p. 24). Leaders will always be faced with a new order, new 

challenges and new directions. Leadership beliefs and actions are greatly influenced by 

the leader's ability to imderstand and navigate the context of the organization's 

environment in time and space. Time and space are defined by the history of the 

organization, the internal and external structures, as well as the ability to understand the 

needs of these structures. This contextual awareness starts with the leader's ability to 

recognize the daily influences on the organization, to acknowledge the different choices 

available to manipulate the daily context, and to realize that time and space are always in 

a state of flux because people inside and outside of the organization change it. 
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Leadership is not a single event or happening at only one point in time, but rather 

is emergent, ongoing, and incremental in nature. Leadership is very dynamic, 

highly interactive, and, depending on the circumstances, may be shared by 

different people at different times; it may be viewed as a total of experiences that 

work to move ideas and people (Carlson, 1996, P. 127). 

The concept of leadership is different from that of management or supervision. "An 

essential factor in leadership is the capacity to influence and organize meaning for the 

organization's members" (Bennis & Nanus, 1985, p.139). Bennis (1985) notes that 

leaders are not driven by self-importance, but use self-expression as a means to lead and 

facilitate direction (p.5). "Leaders are not managers. They master the context of the 

enviroimient and do not surrender to it" (p.45). According to Bennis, there are five basics 

to leadership. 

Leaders have a guiding vision. They have passion towards a course of action. 

They are characterized by integrity, including self knowledge, candor and 

maturity. A product of leadership is trust. Leaders are curious and daring (p.39-

40). 

Gaynor (1998) summarizes leadership as "influencing relationships, power differentials, 

persuasion, goal achievement, role differentiation, reinforcement of structure and 

perceived attributions of behavior that are consistent with what the perceivers believe 

leadership to be" (p. 19). 

Beimis and Nanus (1985) further explain that there are critical functions that a 

leader must perform in order to be effective. The first critical function is the leaders' 
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attention toward the organization's shared vision for the future. This vision serves to 

unite the organization's members into a responsible community. The long term success 

of the organization is based on the members' actions toward responsibility (p. 211). 

The second critical function is the leader's ability to communicate effectively. 

This communication directs the changes that need to occur, which reinforce the 

organization's vision and meaning for the members. The relationship between 

communication and vision is strong (p.39). "Leaders are the shapers of social 

architecture" (p. 150). 

The third critical function is the ability of the leader to build trust through 

positioning and the deployment of self Positioning is the ability to design, establish and 

sustain a viable niche in the internal and external environments. These behaviors build 

trust which enable change to occur. To gain trust, leaders must have the personal ability 

to acknowledge and share uncertainty, embrace error, respond to the future and 

demonstrate interpersonal skills (p. 156). 

Bennis (1989) explains that effective leaders "know what they want, know their 

abilities and capacities, and recognize the difference between the two" (p. 123). They 

know "what drives them, what gives them satisfaction, and know the difference between 

the two" (p. 124). They "know their values and priorities, the values and priorities of the 

organization, and know how to measure the difference between the two" (p. 126). 

Bolman and Deal (1997) further explain the context of leadership by clarifying the four 

frames of an organization and how these frames provide leaders with more clarity and 

perspective in the areas of decision making, planning, organizing, and dealing with the 
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day to day relationships that impact the context of an organization. The ability for a 

leader to reframe is as important as the understanding of the complexities of each frame. 

The first frame described by Bolman and Deal is the structural. An organization's 

structure is defined by its horizontal and vertical articulation and how the working units 

of the organization fit into these structures. When leaders function in the structural 

frame, they are focusing on tasks, facts, logic and are interested in design, processes, and 

implementation. They are not focused on personality and emotions. Structure 

encompasses the nature of the work force, the clarification of goals and core processes. 

Structures influence how problems and circumstances within an organization will be 

handled. Technology, organizational growth and changes in leadership are examples of 

structures that can create an environmental shift and a need for the organization to re

structure (pp. 37-58). 

The second frame is human resources. The people of the organization are its 

heart. This frame functions under some core assumptions. Human needs are served. 

People and organizations need each other. The fit between people and the organization 

benefits both. When leaders function in this frame, they are working on behalf of the 

organization and its people. They seek to serve the best interests of both. The job of the 

leader is to support and empower. Leaders support people through communication of 

warmth, openness and concern. They have the ability to listen and discover aspirations 

and goals. Leaders empower people through participation and openness, making sure 

they have the autonomy and the resources needed to do their jobs well (pp. 101-120). 
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The third frame is political. Interest groups influence organizations internally and 

externally. There are never enough resources to give everyone what they want, which 

will always create conflicts. This frame contains core assumptions. Political arenas exist 

and have complex interests. There will always be enduring differences between interest 

groups. A scarcity of resources will always exist. Power is an important resource. Goals 

and decisions emerge from bargaining and negotiation. There will always be 

interdependence among members. The job of leaders is to recognize the major 

constituencies, develop ties to their leadership, and manage conflict as productively as 

possible. Leaders must build power bases and use power carefully. They must articulate 

what everyone in their organization has in common (pp. 161-175). 

The final frame is symbolic. The organization's life is represented as more fluid 

than linear. Symbols of the organization express and define its culture. The job of 

leaders is to be sensitive to the organization's history, rituals, and culture. They seek to 

use the best traditions and values of an organization as a base to build cultures that 

provide cohesiveness and meaning. Leaders are then able to articulate a vision that 

commimicates the organization's unique capabilities and mission (pp. 215-234). 

Utilization of the knowledge and tools available in each frame allow leaders to 

deal more effectively with the ambiguous nature of environments. During times of low 

level ambiguity, the structural and human resource frames offer more perspectives for the 

leader. During highly ambiguous times, the political and symbolic frames offer more 

clarity of action. 
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School Leadership and Effective Schools 

The instructional leader of a school is the principal. Bearing in mind the many 

important characteristics of leadership and how these characteristics also influence the 

effectiveness of school leaders; school leaders need to utilize knowledge and expertise 

that supports the constant variables of change and school reform. "Schools are 

responsible for providing one of the most complex forms of service of any public or 

private agency" (Short & Greer, 1997, p. 14). 

Cawelti (2003) explains that principal leadership is important. Leaders need to 

focus on instruction, frequent assessment, and high expectations for all students and the 

emphasis for all teachers to be deeply committed to educating the educationally 

disadvantaged (p.47). Great school leaders involve many people in the decision making 

process (p.48). 

Fullan (2002) characterizes effective instructional leaders as being attuned to the 

society at large. Leaders today must cultivate mind and action sets. They must have 

moral purpose, understand the change process, the ability to develop relationships with 

individuals and across groups, create and share knowledge and make sense of it, and 

engage others in how to understand and use multiple innovations (p. 35). "School 

improvement depends on principals who can foster the conditions necessary for sustained 

education reform in a complex and rapidly changing society" (p.20). 

Sergiovanni (2000) describes effective leadership in the following ways. 

Context plays a key role in determining the effective approaches to use. Schools 

must respond to the current political realities; therefore, leaders must possess a 
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high level of political skill in order to bring about consensus and commitment. 

Leaders must protect the lifeworld of the school. They create a shared fellowship; 

and communicate and demonstrate the importance of the actions of the 

organization. Leadership is more cognitive than interpersonal because their 

authority is based on goals, purpose, values and commitment, (p. 65) 

The actions and behaviors of leaders directly influence school reform, change and the 

ability of a school to successfully move forward. These actions and behaviors have 

certain characteristics, depending on their purpose. Fullan (2002) believes that society 

must view educational leaders as a catalyst for cultural change in the schools. School 

improvement depends on leaders who can foster the conditions necessary for sustained 

educational reform in our complex society (p.20). Short & Greer (1997) explain that 

effective school leaders have to be involved in the empowerment process. This requires 

the process of decision making to be participative. Power is shared and is thought to be 

an infinite commodity that helps to accomplish goals and the mission of the organization 

(p. 13). The purpose of leadership is to create and sustain an empowering school 

environment for teachers. This requires attention to several issues. 

Helping teachers to understand the meaning of empowerment. Building a school 

climate that supports teacher risk taking and experimentation. Creating shared 

decision making opportimities. Developing teacher collaborative, problem-

solving, and conflict management skills. Reinforcing trust and communication 

within the school. Giving up the need to control (p. 140). 
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Transformational leadership is a construct of leadership that reinforces the beliefs 

and actions involved in reframing, as discussed by Bolman & Deal, and the process helps 

to make sense out of the constraints that exist within bureaucracies, such as schools. 

Transformational leadership serves as an organizational model that includes instructional 

practices. Northouse (1997) explains that it is the process an individual engages in with 

others that creates a connection which in turn raises the level of motivation and morality 

for both the leader and the followers. This process is attentive to the needs and motives 

of the workers (p. 131). Carlson (1996) states that the process places the importance of 

facilitating change in an organization by "seeing the importance of having and 

articulating a vision creating enthusiasm and support through charisma, building trust, 

and enabling empowerment to emerge in those taking on the task of implementing 

change" (p. 142). "Transformational leadership emphasizes ideals, inspirations, 

irmovations, and individual concerns. It requires leaders to be aware of their own 

behavior and how it relates to the needs of the organization and its changing dynamics" 

(Northouse, 1997, p. 147). 

A more conceptualized process of transformational leadership is described by 

Leithwood, Jantzi & Steinbach (1999). They describe effective leadership along seven 

dimensions. 

Leadership builds a school vision; establishes school goals; provides 

intellectual stimulation; offers individualized support; models best practices and 

important organizational values; demonstrates high performance expectations; 
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creates a productive school culture; and develops structures to foster participation 

in school decisions, (p. 9) 

Transformational leadership goes beyond instructional leadership by incorporating 

motivational processes that elevate the aspirations of the members of the school and 

inspire higher levels of commitment to the school's purpose (p. 17). 

Leadership is multidimensional. It incorporates the day to day actions of a leader 

that motivate and support teachers, students, and outside constituents. These actions help 

to create the overall piupose of the organization, and all of the leader's actions are 

directed toward this purpose. 

School Culture 

The culture of a school is not engraved on a plaque and displayed in a prominent 

position at the entranceway. However, it does become evident and visible in how people 

talk to each other, how respect is demonstrated, how people dress, and how trust is 

displayed. Culture influences everything that goes on in an educational environment. 

Culture is the underground stream of norms, values, beliefs, traditions, and rituals 

that have built up over time as people work together, solve problems, and confront 

challenges. This set of informal expectations and values shapes how people think, 

feel, and act in schools (Peterson & Deal, 1998, p.28). 

The educational enviroimient is greatly influenced by its culture. Shein (1992) states that 

"organizational cultures are created in part by leaders. One of the most decisive functions 

of leadership is the creation, the management, and sometimes even the destruction of 

culture. It is the sense that leadership and culture are conceptually intertwined" (p.5). 
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Understanding culture should be a desire for everyone in the organization, however, it is 

essential for leaders, if they are to lead (p. 15). Shein explains the dimensions of 

organizational culture. 

Culture is a multidimensional, multifaceted phenomenon, not easily reduced to a 

few major dimensions. Culture ultimately reflects the group's effort to cope and 

learn and is the residue of the learning process. Culture thus fulfills not only the 

function of providing stability, meaning and predictability in the present but is the 

result of functionally effective decisions in the group's past. Implications for 

leadership are several: external issues are usually the leader's primary concern 

because it is the leader who creates the group and wants it to succeed, and the 

successful management of these several functions is usually the basis on which 

leaders are assessed, (p.68) 

Shein (1992) determined that there are ten major categories associated with the 

culture of an organization: its language, customs, traditions and rituals; the group norms; 

the espoused values; the formal philosophy; the rules of the game or the "way we do 

things around here"; climate or feeling that is conveyed with insiders and outsiders; 

embedded skills; habits of thinking; shared meanings; and the ideas, feelings and images 

groups develop to characterize themselves (pp.8-10). 

Barth (2002) states that a school's culture has a greater impact on life and learning 

than anything else, including the president of the United States, the department of 

education, the school board or even the superintendent of schools. However, leadership 

invites others into the culture, not just as observers, but as participating members (p.6). 
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School culture influences the day to day operations in a school, as well as the 

overall direction that a school is headed. Principal-leaders need to understand the 

organization's culture. Leadership actions and communication can either reinforce or 

destroy a culture. Shein (1992) explains three levels of culture: artifacts, espoused 

values and basic underlying assumptions. Espoused values are philosophies, strategies 

and goals of an organization. The basic underlying assumptions of an organization are its 

unconscious beliefs, thoughts and feelings (p. 17). Principal-leaders have an obligation to 

understand these values and assumptions. The organization's internal beliefs regarding 

social class and their relationship to the school's values and underlying assumptions are 

revealed through the school's philosophy and the unconscious beliefs of a school's 

members. These are important factors for the principal-leader to know and understand. 

This knowledge can greatly enhance and broaden the development of the overall mission 

and goals for the school. 

Conclusion 

The information presented in this study regarding social class, poverty, the impact 

of social dominance in educational arenas, effective leadership practices, and the 

influences of organizational culture demonstrate the complexities within a school and 

some of the circumstances that school leaders contend with daily. The review of 

literature offers defined views of social class and the barriers that exist, as well as the 

powerful influences that some leaders possess. This study examines specific 

communication attributes of principals and how they are used at staff meetings. The 

specific knowledge in this study is useful in educational opportunities for principal-
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leaders in order to improve their communication practices, as well as their overall 

understanding of school effectiveness. 
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CHAPTER 3 

RESEARCH DESIGN AND METHODOLOGY 

The Population 

The data used in this study are generated from in-depth observations, utilizing 

audiotapes, of two principals from different middle schools. In addition, to enrich the 

data from the observations, interview data from the principals and five teachers from each 

school, and a small number of school newsletters for faculty, written by the principals, are 

analyzed. 

The study takes place at two established middle schools in the western part of the 

United States. For purposes of confidentiality, the schools are referred to as Canyon 

Middle School (CMS) and Mountain Middle School (MMS). The two schools are 

selected for the following reasons: their locations are represented by different socio

economic demographics; the principals demonstrate more than three years of experience 

in a school leadership position and at least twenty years of experience working as an 

educator in public education; each principal demonstrates excellence through the 

acquisition of personal and educational awards of excellence and recognition; each school 

demonstrates improved student academic achievement over at least a three year time 

span; and each school and its leader are recommended and positively acknowledged by 

their district superintendent due to the school's high standards and positive leadership 

characteristics of the principal. 

The schools have very similar resources. Public education funds from the state 

are equally distributed to the districts in the state. Student population is a key component 
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in determining how much money districts and schools receive. Both of the schools in this 

study have stabilized growth or slight increases, at the time of the data collection. How 

schools budget their funds is determined by the principals of each school, with the 

guidance from district offices. Each school has similar types of buildings and facilities. 

They are modern, well maintained, and have libraries, labs and classrooms that contain 

adequate resources from the observers point of view. 

A standard manner in determining the rate of poverty in a school and district is the 

collection and analysis of data that reveals those students who qualify for free and 

reduced-priced meals. This information is typically calculated in the food service 

department of a district. Districts and schools qualify for federal dollars to subsidize their 

food service budgets and provide the same meal selections for all students in the district 

or school. Parents applying for free or reduced meal prices for their children must submit 

income information verifying family income. The federal government sets the income 

limits for the free and reduced meal program. Typically the percentage of students 

qualifying for free or reduced meal prices is lower at the middle school levels, compared 

to students attending elementary schools. This may be due to the fact that other food 

options generally begin to be made available to students in middle school, e.g., snack bar 

availability. In addition, some students who qualify for reduced meals may not want to be 

recognized as a student with this option due to the belief that others may view it 

negatively. 

Canyon Middle School is located in an area that has a relatively high rate of 

poverty based on the free and reduced limch count. During the school year collecting data. 
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CMS's student free and reduced-priced meal percentage was 53%. This percentage has 

remained relatively stable over the last several years. The three elementary schools that 

eventually send students on the middle school have free and reduced-priced meal 

percentages of 79, 47 and 69 percents, demonstrating high percentages of free and 

reduced lunch recipients. 

Mountain Middle School is located in a district that does not qualify for the 

federal government's school meal subsidy program due to a high percentage of high 

income earning families in the district. However, the district does qualify for some 

federal dollars for educational purposes, such as No Child Left Behind (NCLB). They 

utilize other means to determine the percentage of the low-income families in the district. 

For the past several years this low-income verification percentage is estimated to be at 2 

percent. 

The principal of Canyon Middle School's started her educational career as a 

teacher, teaching 18 years before becoming an administrator. She has an undergraduate 

degree in education and a master's degree in educational leadership. This leader has been 

a principal for five and a half years. Over this five and a half year period, the school 

continues to demonstrate increased success in many areas: continual improvement in 

academic achievement based on mandatory state measures of achievement and 

standardized test data, changes in scheduling and course selections to better meet the 

educational needs of the students, staff stability, and local and state school recognition for 

the continuous improvement of student achievement. The principal is recognized as a 

distinguished leader in the state. 
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The principal of Mountain Middle School started her educational career as a 

teacher in the private sector, teaching four years. The principal then moved to a public 

school, teaching for four years before becoming an administrator. She has an 

undergraduate degree in education and obtained a master's degree in educational 

administration. She has been an administrator, in a variety of capacities, for sixteen 

years, however, only five years in this current setting. Over this five year period, the 

school continues to demonstrate increased success in many areas: continual improvement 

in academic achievement based on mandatory state measures of achievement and 

standardized test data, changes in scheduling and course selections to better meet the 

educational needs of the students, staff stability, and local, state and national recognition 

for the continuous improvement of student achievement. This principal is recognized as a 

distinguished administrator in the state and nationally. 

There is a similarity between both educational leaders. They have spent their 

entire public education careers in the same school district. Their commitment to their 

districts of emplojonent and their continuous educational contributions for the betterment 

of student achievement and student success is noted by each of their district's 

superintendents. 

The Data 

This study examined two principals from different middle school settings that 

contain different dominant socio-economic demographics, and their communication 

attributes or properties related to four categories: internal and external standards of 

authority, present and future orientations, emphasis on student cognitive development 
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and/or academic achievement, and verbal presentation skills. These four categories 

originated in a study described in the book Schooling & Work in the Democratic State, 

written by Martin Camoy and Henry M. Levin (1985). 

These communication attributes are observed during staff development meetings 

with the teachers once a month over the course of a school year. The staff development 

meetings occurred on each district's designated "early release" days for the specific 

purpose of staff development. The researcher conducted five observations of each 

principal, lasting from one to two hours. No observation lasted less than an hour. The 

observations started in August; occurred during the fall, winter and spring, and 

culminated on the last staff development day prior to the school year ending. The data for 

the study was generated from comprehensive observations, note taking and audio taping 

and interview data. Each principal was interviewed, as well as five teachers from each 

school. These teachers were randomly selected for the interviews. The interview 

questions and responses were designed to enrich the information gathered from the 

observations in regards to the four communication attributes. A small number of 

principal newsletters to the faculty were utilized as a means to enrich one section of data 

collection. 

The researcher organized the information gathered from the observations and 

interviews by concentrating on the following procedures: 

1. To analyze the communication attributes that indicated external and internal 

standards of authority demonstrated by each principal during the staff 

development meetings. 
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2. To analyze the communication attributes that indicated present and future 

orientations demonstrated by each principal during the staff development 

meetings. 

3. To analyze the communication attributes that indicated and were directed toward 

student cognitive development and/or academic achievement demonstrated by 

each principal during the staff development meetings. 

4. To analyze the communication attributes that represented self-presentation skills 

used by each principal during the staff development meetings. 

5. From the above analyses, reflect and summarize the specific leadership 

communication attributes and the techniques that were used during staff 

development meetings that may contribute to the enhancement of teachers' and 

principals' awareness of social class differences. 

6. From the above analyses and research, reflect and summarize the specific 

leadership actions that may lead to effective processes and may improve a 

school's progress. These actions may enhance opportunities for schools to be 

more sensitive to the understanding of social class differences. 

Qualitative Methodology 

Strauss and Corbin (1998) explain that qualitative methods do not arrive at 

results through statistical methods or other means of quantification or mathematical 

process. Qualitative methods explore areas of substance about which little is known in 

order to gain innovative understandings (Stem, 1980). Strauss and Corbin (1998) state 

that qualitative methodology analyzes lived experiences, behaviors, emotions and 
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feelings, as well as organizational functioning, social movements, and cultural 

phenomena. Qualitative methods allow the researcher to study selected issues in depth 

and detail. Patton (1990) explains that there are three kinds of data collection techniques 

used in qualitative methodology: in depth, open-ended interviews; direct observations; 

and the analysis of written documents. 

This qualitative study represents a deep analysis of the communication 

characteristics and other specific behaviors of two principals with their teaching faculties 

and how these communication attributes may positively influence the social mobility of 

students and possibly their occupational outcomes. The research explores and analyzes 

information gathered from observations and interviews, comparing these findings to data 

revealed in a study presented in Camoy and Levin's (1985) book. The study presented 

details teacher communication attributes that foster social class mobility and the possible 

creation of "systematic differences in occupational orientation" (p. 112). 

This study outlined in the book represents a comprehensive ethnographic study. 

Two researchers analyzed two teachers from first grade classrooms and their teaching 

behaviors and communication characteristics. Specific communication attributes were 

selected prior to the study. Each class was located in a school that was represented by 

different socioeconomic levels of income. The purpose of the study was to look into the 

educational experiences of these first grade students from different social class 

backgrounds and how and why their educational experiences may create different 

occupational outcomes in the future and different patterns in overall social mobility based 
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on the general economic backgrounds of the schools. The schools selected represented 

different levels of middle class: upper-middle class and working class. 

Strauss and Corbin (1998) describe the functions of microscopic examination of 

data used in this present study. The data is not forced, but it speaks to the overall purpose 

of the study. The specifics of the data are analyzed, making comparisons to identified 

properties. The researcher closely observes words, actions and how and what the 

principals being observed and the interviewees are communicating to their audience. 

Probing questions during the interviews stimulate the discovery of the further dimensions 

of the attributes in each answer. Therefore the data becomes relevant. The stated 

categories emerge from the observations and the interviews, putting each event beyond 

description and into a more conceptual mode of analysis. Similarities and differences 

between the principals become descriptive with the emergence of the relevant and 

specific categories coming to the forefront. The comparisons made between the 

principals are important because they enable the researcher to identify the variations of 

communication attributes, as well as their dimensions found in the data. Finally, the deep 

examination of data enables the researcher to examine the assumptions of the data that are 

founded in the initial study and make comparisons (pp. 65-68). 

During each observation, the researcher takes notes and audio tapes each 

principal's communication to the staff during the selected staff development meetings. 

Each audio tape is transcribed. The examination of the data involves a deep analysis of 

the transcriptions of the staff development sessions, as well as the data from the twelve 

interviews, and a few selected faculty newsletters. Line by line the researcher uncovers 
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concepts and new relationships. The basic categories and their properties are pre

determined by the original study of first grade teachers. However, other descriptive 

properties and the dimensions of each category emerge and relationships and comparisons 

are made. 

The first grade teacher from the study from Camoy & Levin (1985) utilized four 

attributes that relate to different levels of work hierarchy: (1) attributes of 

communication of external versus internal standards of authority; (2) attributes of 

communication revealing future versus present orientations; (3) attributes of 

communication of verbal presentation skills; and (4) attributes of communication 

emphasizing cognitive development and achievement (p. 114). These four attributes are 

further described. 

Camoy and Levin (1985) state that occupational hierarchies vary. Lower level 

occupations rely on external work arrangements, motivation, rules and regulations and 

extensive supervision. Upper end occupations rely on employees to be more self-

directed, demonstrate the internalization of norms and the need for minimal supervision 

(p. 114). 

Futures versus present orientations represent further delineation of the types of 

jobs or occupations found along the hierarchy. Present-orientated job tasks and 

responsibilities have outcomes focused in the present. These types of occupations are 

generally nonprofessional. Workers follow work routines that are grounded in the present 

and few duties determine future outcomes. Future-orientated job tasks and 

responsibilities have present outcomes that focus specifically on future consequences. 
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These types of occupations are generally professional or managerial and focus on present 

responsibilities and actions that lead to future outcomes or consequences (p.l 15). 

The verbal presentation skills of occupations along the hierarchy vary as well. 

This category relates to the verbal abilities needed in occupational situations. Problem 

solving, analytical responses, and detailed discussions often occur with workers found in 

the upper end of the occupational hierarchy of professionals and managers. Lower end 

occupations do not require the same type of verbal abilities. By contrast, these 

occupations and their workers are generally asked routine questions that require little to 

no analysis or detailed discussions (p.l 15). 

Greater cognitive development and academic achievement are commonly believed 

to be necessary for occupations that exist on the higher end of the hierarchy. Professional 

and managerial occupations require higher academic skills in order to access the needed 

advanced education for these types of occupations. Students on this track for learning 

start participating in honors and more advanced coursework in elementary and secondary 

grades (p. 115). 

The researcher uses the same four attributes as the general categories for the in-

depth analysis. These four categories are coded for in the analysis of the observation and 

interview transcriptions. Other properties of each of these categories emerge from the 

data to enrich the findings. 

Limitations 

This study does not test a hypothesis. It generates further knowledge and support 

for conditions that continue to explain the theory of social reproduction. The structure of 
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the study utilizes only the findings from two principals. These findings may not be 

generalizable to other middle schools and their leaders. Other factors may exist creating 

opportunities or barriers for advancement along the hierarchy of social mobility. 

However, these findings are richly descriptive, and may be helpful in shaping fiarther 

research studies on this topic. 

Research Questions 

1. Is there evidence to support that school principals communicate and behave in 

ways that demonstrate external and internal standards of authority? 

2. Is there evidence to support that school principals communicate and behave in 

ways that demonstrate present or fiiture orientations? 

3. Is there evidence to support that school principals communicate using verbal 

presentation skills? 

4. Is there evidence to support that school principals communicate and behave in 

ways that demonstrate the support of cognitive development and academic 

achievement? 

5. Is there overall evidence to support that specific communication practices and 

behaviors enhance or increase the chances of teachers becoming more aware of 

social class differences? 

6. Is there overall evidence to support that specific leadership actions lead to 

effective school progress over time? 
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CHAPTER FOUR 

THE FINDINGS: COMMUNICATION OF EXTERNAL AND INTERNAL 

STANDARDS OF AUTHORITY 

Introduction 

The first two coding categories are the communication of internal and external 

standards of authority. The characteristics of these two types of standards are identified 

through the deep analysis of the transcriptions of observations which reveal each 

principal's type of language that is verbally communicated to teachers during staff 

development meetings that demonstrate either one of these standards. These two 

standards represent two very different ways that information can be communicated to 

another person. The people analyzed in this study are two principals communicating to 

their staff members. The interview data is used to enrich the findings revealed from the 

observations and to gain further insights into how these two principals communicate in 

relationship to the two standards being analyzed. 

Carnoy and Levin (1985) explain the differences of the types of communication 

related to external versus internal standards of authority. External standards of authority 

represents communication practices that people, and for the sake of this study, the 

principal, use to direct teachers to an external rule, procedure or command. Teachers and 

other staff members must follow specific standards, rules, procedures or directions 

communicated by the principal. External standards originate from external rules or an 

authority figure that mandates these rules (pp. 117-121). 
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The communication of internal standards of authority represents the 

communication of principal's that lead staff members to internal outcomes. Staff 

members are treated as self-directed people, capable of handling and processing 

information in independent ways. The use of internal modes of communication places 

the locus of responsibility on the teachers. Therefore, the belief is that teachers are 

capable of taking responsibility for the consequences of their behavior, activity or 

outcome. These outcomes demonstrate that the staff members have internalized the 

values, standards and goals of the organization's purpose and mission (pp.117-121). 

The researcher notes that all of the staff development meetings observed contains 

evidence supporting the communication of external standards of authority. This is due to 

the general nature of public education, which is driven by external laws and mandates that 

are directed by departments of education from local, state and federal bureaucracies. 

These mandates are communicated to staff members. The responsibility of the researcher 

is to observe the frequency of the types of communications used by the principals and 

whether or not external approaches lead to internal outcomes or reflections. 

The researcher starts the collection of data, for each school, at their first staff 

development meeting of the new school year. Both meetings occur a day or two prior to 

the students starting their year. The meeting at Canyon Middle School (CMS) lasts 

approximately 2.5 hours. The Mountain Middle School (MMS) meeting lasts 

approximately 3.5 hours. The researcher notes that CMS only has two dedicated 

orientation and staff development days for teachers prior to the start of the school, 

whereas MMS has four. 



Both principals prepare agendas for their opening meetings. These agendas are 

made available to the teachers prior to the start of the meeting. These agendas illustrate 

examples of internal and external standards of authority by demonstrating how each 

principal approaches the organization of a meeting and how the purpose of the meeting 

expressed in each agenda. Throughout the school year of observations, the researcher 

notes that agendas are available at both schools. The organizational agenda formats at 

each school, represented below, remain the same throughout the school year. 

Canyon Middle School's Meeting Agendas 

The agenda for the opening meeting at CMS is written as a list of topics. All 

topics indicate specific information to know and procedures to follow in the upcoming 

days to the start of the year. The CMS principal commands the progress of the meeting 

and leads most discussions for the topics indicated on the first agenda, as well as all 

meetings observed. 

Welcome Back! 

Missed birthdays over the summer 

Cafeteria 

Moment of Silence 

Busses for first two days 

Open House 

Early Release, first meeting 

Other: 

Cleaning needs 
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Furniture 

Discipline 

Blue Slips 

Evaluations 

Substitutes 

Doors locked 

After school study hall 

Mountain Middle School's Meeting Agenda 

The agendas of meetings are always organized into three column headings: what, 

who and time. Every agenda indicates information under each column heading: the topic, 

names of people presenting and the time allotted for each discussion. The topics 

indicated on the first agenda are broad and do not lead the researcher to believe that the 

meeting will be about opening day rules and procedures. These topics appear to set the 

direction for the year. Topics listed review past information and accomplishments, as 

well as establish new learning goals that have a direct impact on the success of the 

students. At all meetings, the agenda topics always demonstrate some type of ongoing 

discussions related to the standards and goals for the school's purpose and mission. 

There are two ongoing agenda topics throughout the year: instructional strategies and 

seminar learning. The principal does not typically lead every agenda topic discussion; 

instead staff members and other personnel are selected and noted on the agenda. 

Getting to Know You! (30 minutes) 

What did we learn in 2001-2002 (60 minutes) 
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Site Plan and directions for 2002-2003 (15 minutes) 

Instructional Plarming Model (60 minutes) 

Seminar Planning (30 minutes) 

Updates (30 minutes) 

Canyon Middle School 

The principal at CMS starts all meetings in a hurried manner, possibly due to the 

limited time available and the numerous topics to be covered. However, the meetings 

always have a positive feeling tone with high energy. The principal enters the meeting 

room along with the staff members. The researcher never notices the principal doing 

advanced preparation for the meetings. Prior to the start of staff development meetings, 

staff members laugh and joke around, along with the principal. The principal is often the 

instigator of jokes and humorous remarks. All meetings do start on time, with a warm 

and friendly welcome from the principal. The principal is a very quick speaker. The 

researcher notes that she is very comfortable talking to anyone. The first meeting of the 

year is representative of how meetings start and progress at CMS. There are always quick 

transitions from topic to topic. The teachers listen, only to speak if they have direct 

questions related to the topic of information being presented. The teachers are not afraid 

to speak or express themselves; they often interject their thoughts, enthusiasm or even 

discontent during meeting discussions. 

Welcome! I would like to end our first day with a moment of silence. We lost 

one of our students at the end of last year and it was very sad, so we'll have a 

moment of silence for her. Real short, I don't want to do it until the end of the 
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day so you don't have to listen to discussions all day. Okay? (No responses from 

teachers.) Everybody is okay with it? Okay? Buses, I could really use help out 

the first two days. We're doubling the buses. There's going to be a ton more 

buses outside because elementary is riding with us too.. It's going to be a double 

line. I am pleading with teachers to come out. I'll have the secretary put a bus 

line up in your box. You can help the students get on their right bus. After the 

first two days, we're going to be okay. Let's help out the first two days. It's real 

hard for the assistant principal and the principal to be the only ones. Okay. 

This meeting progresses in the same fashion, with quick transitions: open house schedule 

and procedures, the procedures for the first early release day for staff members, the 

schedule for counseling lessons and picture day and requesting from teachers their "wish 

list" for a local community organization that generously donates to the district. 

The contents of all of the staff development meetings observed at CMS are always 

directly related to announcements of information and events, procedures, clarifications 

and timelines. These types of topics generally lead teachers to external actions in the 

immediate future. Another meeting agenda highlights the same type of topics: upcoming 

birthdays, locking all doors, leaving students unattended, donations from a community 

service club, upcoming spelling bee, awards assembly procedures, upcoming sports 

events and the need for volunteers at an upcoming arts festival. 

At one meeting CMS principal communicates her belief to the staff members to 

act on their own internal standards by treating the staff as self-directed individuals, 

capable of processing information in independent ways. This belief is somewhat implied. 
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not overtly communicated. This example occurs during a discussion with the staff 

regarding the school's commitment and work on an application for a state recognition 

award. The principal has faith in her staff and their ability to express a uniform vision of 

the school and its goals. While the principal's communication to the staff is oriented in 

the present, it expresses her belief that the staff members are motivated and self-directed 

toward future outcomes. The principal asks each committee to report on their progress. 

The climate of the meeting is energetic and positive. Each committee enthusiastically 

discusses their progress and needs. 

I need to get a report by committee and remember what I said, if it is not done, 

that's okay. Our writer can get started on the ones that are finished. Group A is 

still working on it. Group B is written and ready to go. Can I take that? Make 

sure you keep a copy. I'll read through it and give it to the reader. Again, if you 

don't meet the deadline, that's okay. Group C is half way there. C is a big one, 

curriculum. You guys have a tough job. None of them were easy, even though 

some sounded easy. Group D is done. You know what, I should have brought 

candy. People that are finished can help on C. Group E needs to do a survey. 

Other than that, they have not gone very far. Group F is about 53.5% done. 

Group G is the site council and they are almost done. 

The principal proceeds by going back to the curriculum section of the application and 

asks the committee to review what they have written. This prompts some discussion 

from the overall group. The principal ends this discussion by saying, "Great job. Give 

yourselves a hand. We are going to do the survey now." 
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At another meeting where the major topic of the agenda is achievement testing 

and test preparation, the principal uses external standards of communication as a way to 

express expectations and procedures. Minimal discussions take place during this 

meeting. Teachers share some information and ask questions during the meeting. The 

principal does not ask teachers any questions to prompt discussions. The researcher notes 

that the principal stated that this information was used before at previous staff meetings 

of past years. The following transcription starts at the opening of the meeting. The 

principal's external communication expresses her expectations regarding an element of 

test preparation, the use of focus lessons. The principal's tone is congratulatory but direct 

with statements that lead teachers to understand that this daily practice is essential and 

mandated. 

Okay, we're going to get through what we can and finish up later. I'll try not to 

keep you too late. We're looking at testing down the road. It's right around the 

comer. As I go to classes, I notice one thing that a lot of people are doing that 

definitely helps testing results and that is the use of focus lessons. So, I really love 

it. I only see one class where I don't see them listed. So, I know that it is 

happening. I see it when I go in and I really do believe it makes a big difference. 

The principal continues her presentation with clarification information regarding test 

preparation, use of practice books, and what teachers can and cannot do with testing 

booklets and information. Quickly the principal mentions the vision statement of the 

district. The following transcription illustrates another example of how the principal uses 

external standards of communication. Rules and procedures are directly stated. The 
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vision statement of the district represents another rule for the teachers. It is read from a 

piece of paper and no explanations or background information is given. 

This is just a reminder of our vision statement. We have to think how children 

reach their maximum potential by using all resources available to them and by 

providing a safe environment. One of our goals is to prepare students for this 

assessment. Now I am going to talk about it. (There is no reaction from the 

teachers.) 

Then the principal begins her presentation using an overhead and handouts and says, 

"Okay, this is something we used in the past. We haven't needed it, but I didn't review it 

last year, and this year would be a really good time for a review." The principal quickly 

goes through the slides. The entire presentation illustrates not only her expectations, but 

the principal summarizes the external standards and rules indicated in the test itself. 

Just a reminder, vocabulary is twenty minutes, comprehension 50 minutes; this 

gives you an idea when you're plarming in your classroom. You can decide on the 

first day, you have Monday thru Thursday to do it. After you give those practice 

tests, talk about them. 

The principal begins to discuss the importance of teachers to have positive attitudes about 

test preparation and the importance of the use of standardized tests. Her comments are 

direct and relate to expected standards of teacher behavior. 

You gotta learn how to win at testing. Say Stanford Nine with a smile. 

Be positive. Your attitude matters. Remind students that if they do not know the 

answer, make an educated guess. Walk around when you are giving the test. 
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You're not allowed to give answers, but check where they are on their answer 

sheet. Watch where their finger is on their answer sheet. 

The principal ends the presentation by reading the handouts. Then thanks everyone for 

attending. 

The final staff development meeting occurs a few weeks prior to the end of the 

school year and just before the last state required standardized test for all students. The 

principal announces that the meeting is short because other committee groups have work 

to do. After a few announcements from the assistant principal, the principal reads a 

section of a children's book that exemplifies the issues surrounding school, teachers and 

testing. 

The point of this whole thing, this time of the year is so miserable and we're going 

through so much. Bottom line is that our curriculum is aligned to the standards. 

We're following our curriculum and the requirements of testing, but you also 

answer the students' questions and make them think. You give them challenging 

work. You are doing your job. Our kids have always been successful on 

assessments. As much as we worry, wondering if this is what they need, we don't 

have to worry because you guys have done all the work. I want to applaud all of 

you. 

This communication of recognition by the principal demonstrates to the staff members 

the belief that they are self-directed, capable and responsible professionals. The principal 

is commending the staff members for their internalized values and goals that contribute to 

the success of the school. 
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The meeting progresses into announcements and externally-directed procedures 

for the upcoming weeks. The topics include how and when make up tests will be 

administered, the process for end of the year check out, summer curriculum committee 

sign ups, and the upcoming student events, like student council and graduation night. 

The meeting concludes. 

All observed meetings at CMS are lead by the principal, and the focus of the 

dominant themes of the agendas is communicated using external standards of authority. 

The organization of each agenda is always in list form. Topics are centered on 

procedures, rules, upcoming events, or discipline issues. Very few examples of internal 

standards of communication are noted by the researcher. 

Mountain Middle School 

The principal at MMS begins all meetings in a very organized fashion. On more 

than one occasion the researcher observes the principal preparing for meetings by having 

handouts ready and in order, making sure equipment is ready for use, and chairs and 

tables are available and situated in desired locations. The principal is always in the 

meeting area as teachers enter. The feeling tone of the meeting is always friendly and 

purposeful. Teachers frequently bring their lunches in with them, talking to colleagues 

and getting situated. The principal often talks informally with teachers as they enter. If 

there are specific seating assigrmients, they are made known at this time by the principal. 

Sometimes the principal requests that teachers sit with their grade level or department 

members for some specific plarmed activity. 
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The first meeting of the school year is indicative of the start of all meetings. The 

format represents organization and purpose. At the start of the first meeting there is an 

opening welcome and ice breaker exercise, then the principal congratulates the staff 

members on the school's most recent accomplishment, winning a national educational 

award. 

The journey never ends. What I'd like us to do for the next hour is take a look at 

where we've been over the last several years in terms of school improvement and 

where we are heading right now. (The principal progresses through a timeline of 

events and outcomes that demonstrate the school's improvement and growth.) 

How can we help children and be more child-centered, and stop thinking of 

ourselves as being rulers of our kingdom? 

As the meeting progresses through the historical timeline of events, MMS principal 

begins to focus on the current school year. The principal talks about the focus for the 

year. 

We're going to focus on writing this year. We got a little bit of a start on those 

two years ago when we focused on reading in the content areas for our strategic 

plan. But writing is an area that we could all be looking at. 

The principal begins to pose questions to her staff members. She asks teachers to reflect 

on their knowledge and past experiences. 

So here's the question of the hour. Having looked at the results from the 

academic tests given last spring and teacher attendance, student attendance, and 
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feedback, what can you leam from that? What conclusions can you draw? Can 

you talk at your table for a few minutes? 

This reflection and brainstorming session is the begirming to many more that occur during 

this opening of the school year staff development meeting. Throughout the half day 

meeting, the principal challenges teachers to get involved by reviewing some key 

outcomes from staff development trainings from the year before and begin to identify key 

areas of concentration for the current school year. 

All meetings at MMS begin with the principal asking the staff members, "What 

good news do you have to share over the last few weeks?" Teachers freely speak up 

about their observations and events that they feel fall under this question. It is a very 

positive interaction with many responses. Announcements are made by teachers, but the 

researcher notes that at all observed meetings this segment in the agenda is commonly 

used for highlighting the achievements of students. This segment is not only about big 

achievements of students, but those small achievements that make a difference to 

individual students and their success. One common practice during this time segment is 

to have each teacher write a postcard to a student, expressing something positive. The 

postcards and stamps are provided by the school. 

The next transcription of a segment of a staff development meeting illustrates how 

the principal communicates internal standards of authority through the agenda topic of 

improving student writing. This topic represents a follow up to the school's goal and 

mission to improve student writing. This process and outcome used during the meeting 

demonstrates how the principal believes that staff members are self-directed, capable of 
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processing information and procedures in independent ways and allowed to express their 

views. 

The principal starts the discussion on the scoring of student writing samples. The 

focus of this meeting is spent on practicing the scoring process by working together in 

teams. The principal says: 

Hopefully you all brought multiple copies of student writing samples. 

If you are not seated with a group, please join one. We have mixed groups and 

mixed grades in content areas. We have a language person hopefully at every 

table. But the process is this. Take one sample. Everyone in a group will have 

the same sample. Each person will score it on each of the writing traits, based on 

the training that we have had this year. Everyone at the table needs to come to 

consensus on a score on each trait. Then follow the same procedure with the next 

sample. 

The principal joins a group. The teachers spend the next 25 minutes working on the task. 

Each group is engaged. The principal works with her group until the time is over. Then 

the principal stands and asks the staff, "Alright, what comments do you have about the 

process at your table? What did you learn or notice?" While the process of the activity is 

specific, the principal engages the staff members in reflecting on their own values and 

beliefs about the process. Staff members share their views. Questions are raised and the 

principal offers clarification when necessary. 

The principal's belief in the use of organization, overall preparation and planning 

for staff development meetings, regardless of the number of presenters, is illustrated in 
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the next example. The principal is able to maintain a specific theme throughout the 

meeting, thereby reinforcing the principal's belief that all staff members are capable of 

handling and processing information in independent ways. Teachers lead discussions, 

work in teams and the principal does not dictate procedures. Teachers take responsibility 

and reinforce the overall values of the school. At the beginning of the meeting, the 

principal notes that the focus of the meeting is on teamwork and the importance of strong 

team collaboration. 

Okay, I have a story to tell you. (The principal tells a story of three journalists 

interviewing people constructing Mt. Rushmore.) Each journalist has a different 

story to tell. Each explains the process or objective of their mission from their 

own personal perspective. I have a question for you. How do you perceive your 

mission? Are you blasting the mountain? Or are you building a monument? 

The discussion continues with the principal asking staff members about their recollection 

of the school's mission statement. Staff members share their knowledge and the mission 

statement of the school is reviewed. This discussion transitions to the next topic on the 

agenda entitled: Setting Objectives and Providing Student Feedback. Several staff 

members lead this discussion. The principal becomes a participant in the audience. 

The meeting progresses in this maimer, topic by topic. The principal remains as a 

participant, while different staff members give information and lead discussions on the 

final agenda topics. 

The final activity on the agenda is a team building exercise that demonstrates how 

working as a team produces more in the final product or outcome compared to working 
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alone. The principal leads this activity and discussion. In the end the principal says, "I 

know you didn't finish", as she hands each staff member a notebook that states, 

"Together Everyone Achieves More". The principal then makes the following closing 

comments: 

Together everyone achieves more because the exercise seems like an impossible 

task and it would have been impossible without the support of the team. We are 

going to achieve our mission that we talked about at the begirming today. We will 

never achieve our mission until we have strong collaborative teams at this school. 

Teams produce more than results. World class teams will help us achieve our 

mission and world class teams require world class trust. Let's give that some 

thought and see if all of us can put some energy into being those world class 

teams. Thank you. See you at the staff party. 

The organization, activities and communication represented at this meeting reinforce the 

principal's belief that staff members are capable of taking on responsibilities that 

reinforce the overall values and purpose of the school's day to day functions. The 

principal's actions serve to inspire the staff and possibly illuminate an overall goal for all 

staff members of the school, which is to work as a member of a world class team. The 

researcher notes that the principal's tone in her final comments expresses her belief that 

her staff members already represent a world class team. The leader simply wants to 

summarize her values and expectations. 
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At another meeting the principal leads the review of information and discussion 

on student assessment. The assessment review takes the teachers back to the beginning of 

the school year. 

Okay, I have a test for you. It's cumulative stuff, are you ready? Do you 

remember our first meeting when we were looking at four possible directions for 

school improvement? Anybody remember what we're working on this year? 

I won't ask you to raise your hands. We said we wanted to work on powerful 

instructional strategies. 

Then the principal reviews what has been accomplished this year during meetings, 

referring to all of the instructional strategies that have been presented, the interpretation 

of the school's data, and the school's grading system. The principal uses a visual diagram 

to illustrate the school's accomplishments so far. 

The diagram represents the segregation and integration of curriculum, instruction 

and assessment. You put those together and you get learning. If we were to grade 

ourselves, where are we as a district or as a school in curriculum? We would get a 

pretty high rating ourselves. 

The principal continues by reviewing all of the accomplishments over the past five years 

as a school. 

So, we're pretty good at this. This is the piece, so we sort of climbed the final 

mountain and we have some pretty amazing learning going on. So in my mind, 

that is our next area of focus (assessment). 
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The principal continues with the topic of assessment, however, the principal's role 

becomes that of a lecturer, continuing to ask open ended questions. The principal talks 

about the bell curve and the normal curve distribution. 

What it really says is that we have a paradigm that some kids get it, some kids get 

it pretty well, some don't get it and some really don't get it at all. And that's okay, 

hey that's the way life is. Isn't it? That's the paradigm we've had and that's the 

paradigm we're trying to shift from. So, the shift from that kind of thinking, 

which says that there are wirmers and losers. That can't be. Remember this; the 

second objective to our strategic plan is that each of our students will achieve 

academic potential by meeting or exceeding our standards. 

The principal continues with concepts that the overall district is considering, the use of a 

school-wide data base and district-wide data base. She demonstrates a model of the 

concept and points out where the gaps are currently. 

We need a bigger picture of how we are doing, so we know where we need to go. 

So one effort we're making for right now is creating a student profile so you can 

have this information to help you be a better teacher in your classroom. We are 

also looking at what do you specifically assess in your classroom? Okay, right 

now, what you assess is categorized and a grade is assigned to it. So the question 

is what do you want to assess? 

The principal reflects on some of the trainings that have occurred in the district and at the 

school that demonstrate learning goals for students and different paradigms for assessing 

student progress. The talk transitions to how student progress should be summarized. 
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"This is not as much about reporting out to parents and to the state and to the community, 

as it is about making good instructional decisions." The principal talks briefly about 

some reporting programs that are being used across the country. The meeting draws to a 

close. 

The only reason I threw this at you, very briefly, was to just get the wheels 

turning. So lots of food for thought and you'll be hearing about this again. 

This is not a two months project; it is probably not even a three year project, but it 

is our direction. And we'll work with you. 

A lecture delivery at a meeting serves to motivate staff members to think and take 

initiative in helping to develop better assessment tools for students and better reporting 

instruments. Expectations are stated, but done in a way that requires teachers to form and 

express their internal standards regarding the areas of assessment. While the district 

officials and administration are assuming some of the responsibility for these final 

outcomes, the administration is also asking teachers to be a part of the process and take 

responsibility for the outcomes as well. 

At the last staff development meeting of the school year, the principal thanks a 

few people for their efforts on a school project. She spends two minutes reminding the 

staff about the procedures to follow regarding parent notification for students receiving 

D's and F's and the summer school recommendation letter. The meeting then segues to 

the topic of the fine arts program scheduled for the same evening. The principal does not 

direct teachers to attend, but shares her belief, which demonstrates the understanding that 



70 

Staff members are able to internalize the values expressed and process the information 

independently. 

Now I have a belief statement to share with you. I find that as I travel along my 

own personal journey, I have become braver about sharing my own beliefs. My 

belief is that I would like to invite all of you to the visual arts display tonight. 

Demanding that you come is not my style. We have a fabulous fine arts team and 

we want to support them in this fabulous event. You know, ten minutes is what 

we are asking. It would be great to have you here. We need to build the learning 

by supporting these school and community events. 

The principal continues the meeting announcing a staff update for the next school year to 

dispel any rumors and communicates expectations for the final three weeks of school. 

The principal emphasizes these external standards for the end of the year, placing the 

responsibility on teacher's behavior. However, the communication occurs in such a way 

that the staff is reminded of the overall mission of excellence for the students of the 

school. 

There are 177 days of school and there are 365 days in the year. That means that 

when you take away average days that teachers and students are out, we end up 

with about 160 good learning days. I would say to you that it ain't over till it's 

over. Keep your expectations high, follow procedures. If you take things off the 

wall, throw away your rules and procedures, you have lower standards that last 

three weeks of the school year. You get what you deserve, which is cruddy 

behavior and cruddy learning. Let's just keep the learning strong and positive. It 
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is important to stay focused, that's why we are a nationally recognized school. 

Make every effort not to give up early. 

Other agenda items are introduced by the principal and presented by other staff members. 

One item is on the reading program, Accelerated Reader, and its possibilities for the next 

school year. The program is explained in depth by the principal and another staff 

member. Research is presented on the effectiveness of the program. The principal listens 

to numerous questions presented by staff members. The principal and other presenter are 

able to answer most of the questions. At the end of the discussion, the principal poses 

three questions to the staff members, treating the staff members as self-directed 

individuals capable of processing information. The purpose of the questions is to have 

the staff members review the information presented and become a participant in the final 

decision. 

Okay, here's your job. We don't have all the answers but we have some. Do you 

like it well enough to consider buying? If the answer to that question is yes, do 

you see it as a domain of writing or literature and use it in place of the current 

pleasure reading contract that is currently being used? Or do you see changing the 

purpose of our seminar program and using seminar as a time for silent reading, 

pleasure reading, building the habits of reading? 

The meeting concludes after teachers are given time to write down their responses to the 

questions. 

The principal serves as the leader at each observed meeting at MMS. The 

communication represented at meetings demonstrates the use of external and internal 
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standards of communication. Meeting topics are centered on activities and open 

discussions. The principal uses external standards of communication to provide 

information and offer personal insights. This type of communication generally leads to 

internal examples of communication; whereby the teachers are provided with numerous 

opportunities for reflection, time to independently process information and take personal 

action. 

Staff Handbooks and Their Relationship to Types of Communication 

Both principals develop and utilize a staff handbook. The use and emphasis of 

their handbook varies in relationship to the communication of external and internal 

standards of authority. 

The principal of CMS clearly commands specific behaviors from the staff 

members demonstrating communication of external standards of authority. These 

behaviors are indicated as procedures and rules in the staff handbook. During the 

interview of the principal, she communicates her strong feelings regarding the use of the 

staff handbook in the following transcription. 

There is a handbook where rules are made known. At staff meetings at the 

beginning of the year, key items are highlighted or reinforced. These may be 

items that have not been followed consistently and I review what they need to 

know. When rules are not being followed and there is a problem, I approach the 

individual first and discuss the problem with sympathy and understanding. I let 

them know why the rule is important. A note is made in my personnel file. The 

second time I give the person a note and I file a copy. Usually these types of 
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issues deal with dress code and duty violations. The third time the person 

receives a letter of direction and this goes in their personnel file. 

During the interviews of CMS teachers, they respond to the question regarding rules, 

procedures and directions that are not personally challenging to them by stating that the 

handbook is not personally challenging. They elaborate by responding in ways that 

demonstrate their understanding of the use of external controls. 

Some decisions are regulatory. We do make changes and these changes are made 

with staff input, and they seem to be for the good of all. 

The handbook and rules are a motivating pressure but not negative. 

They provide structure. Rules keep me accountable. 

At MMS the principal expresses a different attitude about the questions related to rules 

and procedures. Her responses treat staff members as self-directed individuals, by 

placing behavioral responsibilities on the teachers. This principal demonstrates the belief 

that staff members are capable of handling and processing information with the goals and 

values of the school in mind. 

There are rules, like you have to be at school at 7:00. Other things are more 

values and a part of the culture and I will stop short of stating it as an expectation 

that asks for their buy-in. Rules, what comes to mind to me are the set of 

guidelines for adults and children. Respect yourself and others and respect 

property and living things. I am more of a person who expresses my values and 

asks for people to jump on board and you listen to people with cooperation, and 

you usually get it. 



74 

During the interviews, the teachers of MMS consistently respond to the question 

regarding rules, procedures and directions that are not personally challenging to them by 

stating that the handbook is not personally challenging, but these "rules and procedures 

are accepted rules and norms that are adopted professionally." All interviewed believe 

that the handbook illustrates expectations of behavior that are fair and achievable, even if 

they are not personally challenging. 

Personal Initiative and the Connection to Types of Communication 

The principals and teachers are asked how staff members are encouraged to take 

personal initiative toward educational outcomes at school. The concept of initiative 

relates to motivation and what exactly inspires motivation. The researcher notes when 

principals or teachers believe that the action of personal initiative is communicated in a 

more prescriptive, externally-driven manner; versus the action of personal initiative being 

communicated in a marmer that is internally inspired, requiring the self-direction of 

generalized internal norms or behaviors. 

The principal at CMS answers the questions in terms of how she motivates the 

staff members at the beginning of the school year. 

We decide on goals, where they are going, what they want to do, and I ask them 

totally off the record what they would like me to look for and help them to 

improve. Teachers have to think of one area, off the record, and then I catch them 

doing well in that area. 

Then the CMS principal elaborates on other ways that staff members are motivated to 

take personal initiative in the next transcription. The principal uses the pronoun "we". 
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implying that there are other people involved in the motivation. When asked, the answer 

is the assistant principal, who must have or use the same standard of communication or 

behavior. 

We do have a lot of ways. We write the Updates (weekly newsletter to staff) 

catching people doing things well and praising them. I have teachers share their 

accomplishments at meetings. My daily walks through the classrooms are always 

positive, not negative. I leave notes for a job well done. 

This communication of the principal demonstrates that there are clear external standards 

and expectations through the use of "Updates". However, the principal also demonstrates 

the use of internal standards and expectations through her actions of "catching people 

doing things well" and the daily walks through classrooms. While the principal may be 

looking for specific actions on the part of the teachers being observed, the visits to the 

classrooms appear to be categorized as positive actions that represent the principal's 

belief that teachers are knowledgeable, and capable of taking responsibility for their 

behaviors. This may reveal the belief that staff members have the ability to internalize 

values, standards and the goals of school and be self-directed. 

When teachers of CMS are asked the question regarding how they are personally 

challenged to take initiative, their responses vary, but all imply that they are positively 

motivated to be self-directed through the positive reinforcement that the principal 

expresses. 

The principal uses praise and tells me that I do a good job. 

I rarely see her without a smile on her face. This encourages people. 
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The principal is open and willing for things to be tried. 

The principal offers encouragement, empowerment, and allows for freedom of 

discussion. 

The principal expects a lot from me and I live up to the challenge. 

The principal gives compliments, so I will go to the moon for the principal. I 

don't want to disappoint the principal. 

I can suggest something and the principal is very open to different ideas. 

The principal always uses the phrase, what is best for the child? This makes you 

think about your choices and attitude. 

These responses indicate that the teachers regard the principal's actions as motivating and 

inspiring. The researcher notes that this type of feeling may transfer over into the 

teachers believing that they are capable, knowledgeable and able to do anything because 

the principal is so encouraging and open to all suggestions. This may also imply that 

teachers have internalized the norms and standards of the school and the principal is 

recognizing these attributes. 

The MMS principal answers the question regarding how she motivates staff 

members to take personal initiative by expressing the importance of being a good role 

model. "I can best communicate the vision and goals of the organization and find ways to 

communicate and behave by modeling the process to be used to reach a goal or 

objective." The answer reinforces the process over time and the end results over time, 

not a right or wrong immediate result. In addition, the principal is a part of the process, 

taking responsibility for guiding the participants through the process by modeling 



77 

expected behaviors. These actions of the principal treat the staff members as self-directed, 

knowledgeable and capable individuals, where the locus of responsibility is placed on the 

teachers. 

I have a high degree of respect for them (teachers). I don't need to inspect their 

work. I need to collaborate with them. I serve as a member of the team. I am the 

keeper of the vision and mission of the school. There is a constant correction 

question that I use. How can I help you get there if we are falling short? The 

more I model for them, the more they will ask themselves that question, so I don't 

have to ask the question any more. It is our self-monitoring; it's our teamwork 

that helps them to achieve our objective as opposed to one top-down boss who is 

inspecting the work they do. 

When teachers at MMS are asked the question regarding how they are personally 

challenged to take initiative, their responses vary, but all imply that they are positively 

motivated and inspired to be self-directed. 

I am encouraged and recognized. 

I want to be the best that I can be. 

I feel motivated because the principal's communication and actions are 90% 

positive. I want to be a good teacher when the principal is around. 

I seek the principal's approval. I am a better instructor because of the principal. 

The principal's respect motivates me to maintain or create a high standard for 

myself 

The principal's suggestions are simple and they impact how I work with students. 
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The researcher notes that these responses may also imply that teachers have internalized 

the norms and standards of the school and the principal is recognizing these attributes. 
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CHAPTER FIVE 

THE FINDINGS: COMMUNICATION OF PRESENT VERSUS FUTURE ROLE 

ORIENTATION 

Introduction 

The next two coding categories are the present and the future role orientations of 

the principals. Present and future role orientations are often reflected by people's 

occupational values. Carnoy and Levin (1985) explain the types of orientations that 

express occupational values along a continuum of occupational hierarchy. Role 

orientations are an important dimension for delineating types of jobs (professional versus 

nonprofessional). Social class values are often reflected by how people communicate 

their beliefs and expectations regarding skills necessary for occupational preferences. 

The communication or behaviors of skills needed for immediate outcomes represent more 

of a present orientation because there are few choices of behavior for the worker to 

follow. Whereas, the communication of a process or information that educates and 

prepares workers for future outcomes many weeks, months or years ahead represent more 

of a future role orientation. Future role orientations require workers to be more self-

directed, and make decisions based on internal norms of behavior that correspond to the 

overall needs of the organization (pp. 121-122). 

The researcher determines the degree to which the two principals communicate to 

teachers expressing present and future role orientations to their staff members. In order to 

understand the distinction between the present and future role orientations, the researcher 
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views the term future as a time that is proposed for many weeks, months or years ahead. 

The term future does not refer to a time occurring in a near time frame. 

This analysis is accomplished by the deep analysis of the communication and 

language used by each principal during the staff development meetings throughout the 

school year, as well as the deep analysis of the interview data, used to enrich the analysis 

of the observations. The researcher identifies those topics, language and behaviors used 

by the principals that depict more of a present purpose and have a present impact on the 

actions of the staff members, compared to those topics and language used that depict 

more of a future purpose and have a future impact on the actions of the staff members. 

The researcher notes that it is impossible for school staff meetings to occur that do not 

have elements of communication depicting a present role orientation. This is due to the 

reality of schools, where rules, procedures and regulations occur because of the multiple 

types of activities and expectations occurring on a daily basis. Explanations or 

clarifications of these events and outcomes do occur at meetings. It is the degree in 

which they occur that is noted. 

Canyon Middle School 

During the first staff development meeting the principal's role for communication 

has a present emphasis due to the content of the meeting which relies heavily on the 

preparation and understanding of events and procedures occurring in a very near time 

frame. The principal is meeting with teachers on the day prior to the first day of school 

for students. She speaks in a rushed maimer, possible due to the limited time available 

and the number of topics to be discussed. 
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Okay, buses, I could really use some help in the first two days. (More directives 

follow.) I want you to think about the Open House. I need to get letters to the 

parents soon. What kind of Open House do you want? (Specific explanations are 

given regarding the types of Open House.) Okay, cleaning needs, remember to 

touch base with your custodian. I made a switch with the schedule. (Custodian 

schedule is reviewed.) Okay, discipline, (have) high expectations. When we 

believe that children can live up to our expectations, they do. Do not lower them. 

Involve the assistant principal and me at any time you need to. Please give us 

information. 

Following the brief mention of discipline and student expectations, the principal 

immediately moves the topic into an explanation of the types of the student discipline 

referral systems. This excerpt exemplifies another example of communication with 

present orientation because the principal's purpose is to be exact and prescriptive. 

Teachers follow along from one topic to the next. 

Okay, classroom removal is different (from student discipline and student 

expectations). When the classroom removal (system) is used, they (the students) 

don't see us until the 3'^'' one. The 1®' one is lunch detention, the 2"'' one is lunch 

detention with a note to the parents, and the 3"* one they are in our (principal and 

assistant principal) office. We have a meeting. There may be suspension from 

school. If you want the student to have more than a lunch detention, use a 

different form, use the discipline referral form. 
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The meeting progresses in the same manner. All discussion topics relate to directions, 

procedures and rules. This reinforces present consequences and actions for day to day 

work routines. 

During all of the meetings observed, the principal's orientation of communication 

is grounded in the present, presenting topics with a present purpose and requiring actions 

or having consequences that have a present impact on staff and students. Future 

outcomes are implied. 

One meeting topic approaches the use of future orientation; however, the future 

purpose is more implied in her remarks to staff members. This meeting occurs at the end 

of the school year and the principal is commending the teachers for a job well done in 

preparing students for the standardized tests and administering them. The principal reads 

excerpts from a book about school and testing. Her final remarks summarize all of the 

outcomes of teachers that help make the students successful and produce improved test 

results year to year. This communication does not direct teachers toward a future goal; 

however, the communication reinforces those actions that are successful. It serves as a 

reminder for what is good for the overall future success of the students. Teachers listen. 

Open-ended questions are not elicited to encourage discussions about the topic of testing 

and what makes students successful year to year. 

The point of this whole thing, the bottom line is that our curriculum is aligned to 

the state standards. We're following our curriculum. We're giving our district 

assessments, but you also answer their (the students) questions and make them 

think. You give them challenging work. You are doing your job. Our kids have 
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always been successful on assessments. As much as we worry, wondering if this 

is what they need, we don't have to worry because you guys have done all the 

work. I want to applaud all of you. 

When the principal of CMS is asked during the interview to describe the types of 

activities or discussions that prepare staff members toward future goals and 

consequences, her initial response relates to the school calendar and schedules. "We talk 

about calendar items. We brainstorm, discuss and debate schedule changes." Then the 

principal mentions the importance of preparing students for assessments, teachers needing 

to understand the curricula, and what students need to be successful. The researcher 

notes that the examples given reflect the principal's role of communication as being very 

much oriented in the present. Future is represented by the stated accomplishments of the 

year. 

Before they (the teachers) meet as a team or grade level, we plan what to discuss 

and how to report back to me. That usually involves what is going on in the 

curriculum, where they (the teachers) are; do they (the teachers) need to make any 

adjustments or changes? What are students doing well in? What aren't they? 

They share their ideas which help in the future. 

The principal of CMS utilizes the present focus as a spring board for current information 

to discuss at staff meetings, but believes that these topics have a definite impact on future 

outcomes and consequences of the staff. The topics of discussion are generated from 

what is currently happening in the school. 
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Whenever something comes up, like student discipline, a tragedy, we discuss the 

issues. Teachers can bring anything up. I can't really tell you how often this 

happens, at least once a month. Students and their welfare are being discussed. 

We work on discipline. Monthly prevention is discussed. 

The analysis of the teacher interview data reinforces the principal's beliefs. Their 

answers attempt to describe the concept of present goals, behaviors and outcomes that 

will transfer to future outcomes or accomplishments. 

Teachers are asked how often the word future is talked about during staff 

meetings and in what context. Several teachers make statements that support the idea that 

the term future is more implied. 

It's discussed a lot but then again, not often. Not often because what we learn at 

staff meetings is used to carry students into the ftiture but the term future is not 

used. The principal hints at the future when (the principal) says that ever3l;hing 

we do (here) is done for the best of the child, or don't do it. 

Another teacher states that future is not addressed often "because at staff meetings we are 

looking at the immediate day and what we are doing next." 

Several teachers comment that the term future has a direct purpose. It "is in 

relationship to population growth of the community and this growth is impacting the 

schools." At staff meetings the concept of ftiture is discussed "all the time in relationship 

to new buildings, new schools, more classes, more teachers needed, and future salaries." 

All teachers interviewed discuss how the principal reinforces future outcomes at 

staff meetings through continuous discussions on student achievement. This is 
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accomplished through ongoing commimication on the importance of test preparation. 

"Future is discussed on a regular basis because we always are talking about the standards, 

academic improvement and how to prepare students for required tests." 

Teachers are also asked about the types of activities that occur for teachers that are 

specifically designed for a long range goal and the outcome impacts the future. Once 

again, most teachers comment that test preparation and the knowledge about students' 

abilities prepare for positive outcomes in the future. The word future in their answers 

reflects a final outcome for the student, like a test score. This implies that the students 

will then do better in the future. 

Preparation and knowledge about the student testing program prepares (teachers) 

for positive results in the future. Test preparation is the focus for all three grades 

because of the variety of tests required. The focus is testing. 

The meeting organization and structure creates the same for the classroom. 

Things presented at meetings sometimes transfer to the classroom, like specific 

instructional techniques or knowledge about an area of curriculum. 

Sometimes the principal tells us her expectations. These may direct our future 

actions. 

Several teachers mention specific principal behaviors that inspire them to be more self-

directed and strive to have future aspirations. "(The principal's) actions have inspired me 

to do things differently. (The principal) knows I can do a lot on my own and I don't need 

help." When asked to elaborate on their answers, the teachers state that the principal is a 

role model, a person that motivates them by her own actions and behaviors. The 
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researcher believes that it is not so much that the teachers are a part of discussions and the 

application of ideas that create actions that lead to consistent future outcomes, for the 

growth of the school and students; but teachers are motivated to work on their own 

personal goals. The teachers that made these comments are both working on masters 

degrees in educational leadership. 

Mountain Middle School 

During the first staff development meeting, opening the school year, the 

principal's role for communication has strong overtones of the future. As a means to get 

staff members to think about future, the principal reveals a historical perspective of their 

accomplishments, student outcomes over the years, confirming and illustrating the 

school's success. This overview begins four years prior to the current year. The principal 

methodically reviews all of the accomplishments. "We implemented a new 

commvmication plan, school-wide discipline plan, school-wide grading policy, and the 

improvement of standardized test scores." Three years prior to the current year, "We 

developed and implemented a school-wide tardy plan, a change in school climate due to 

evidence of a reduction in student discipline incidences, and again, we improved 

standardized test scores." Two years prior to the current year, "We are recognized as an 

exceptional school by receiving a state award, we made changes in the school schedule 

and once again, we improved standardized test scores." Last school year, "We 

implemented the second tactic from the site plan, received a national educational award, 

and the improved test scores." The principal's use of the pronoun "we" gives credit to the 

teachers. Many of the items reviewed represent a process of activities that must have 
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occurred to make the item or event an accomplishment, like the implementation of the 

communication plan, school-wide discipline plan, school-wide grading policy, change in 

school climate, tactics from the site plan, and winning state and national awards. 

The discussion continues and the principal communicates future role orientation 

by her use of open ended questions that require staff members to be self-directed. 

Teachers have to reflect on their thoughts and ideas, make decisions and express thoughts 

based on their conclusions. The utilization of group activities during the meeting offers 

the teachers the time to process the information presented. 

I'd like to look a little bit more closely at what we can leam from last year. So, 

what happened? Let's look at the scores. How did they improve? (Presents 

overview of testing data) One of the goals we set four years ago was to improve 

student learning. Another goal was to change the view of the school with the 

broader community. These goals have been accomplished. (Goes on to explain 

the specifics regarding the test results grade by grade) What can you leam from 

all of this? Can you talk about that at your table for a few minutes? What 

conclusions can you draw? You don't need a formal plan, just throw out the 

conclusions. 

Following this discussion, the principal elaborates on the topic of school and student 

success. This is accomplished by including information from the district's seminar 

learning and research on effective schools. Once again the principal treats teachers as 

self-directed individuals, who have ideas that support the future outcomes of the students 

and the school. Self-direction is reinforced and accomplished through the use of open-
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ended questions and discussions. Meeting activities provide teachers with opportunities 

to reflect and share their ideas w^ith other teachers. 

Now, I'm going to ask you right now to think about those four characteristics. 

And in just a minute, I'm going to ask you to make a judgment about how you feel 

and what we at MMS are doing in each of these four areas. Examining our 

attitude, as well as examining what is essential, if we are preoccupied with 

learning, what is essential for every one of our students to learn? That is the big 

question? 

Another example where the principal uses future role orientation by asking open ended 

questions during discussions is during a staff development meeting when scoring student 

writing samples is practiced and discussed. At the end of the meeting, teachers 

summarize their beliefs that represent internal norms, and these norms correspond to the 

overall needs of the school. 

Which raises the question, why are we doing this? Why are math teachers scoring 

these? (Discussion follows) I think that is well said, you're not going to show a 

lesson on ideas and organization, but you may show a model that meets the 

standards of ideas and organization. 

One late winter staff development meeting is devoted to the subject of student 

assessment. The principal uses discussion and a questioning process as a way for 

teachers to project about future outcomes and consequences. The principal starts the 

discussion with a question. 
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Anybody remember what we're working on this year? We said we wanted to 

work on powerful instructional strategies. Why do you think we have done 

strategies sharing through our staff meetings all year? 

The discussion continues with examples of teacher work and effort, illustrating the 

accomplishments of goals and implementations of processes, as well as issues that still 

prevent total success in the area of student assessment. Teachers freely share their ideas 

and reflect on what has been accomplished over the year. 

Do you know where your kids are right now? (In terms of assessment) Does the 

integrated grade of an A on the report card help you know? And what she has not 

learned? Not really. So one of the things we are looking at is how can we get 

better at that? 

The open-ended questions asked by the principal are throughout the discussion. More 

examples and information are presented to the staff members. One area of discussion is 

on the bell curve or the normal curve distribution used today to look at typical 

populations. The principal asks teachers to think about the uses of the normal distribution 

curve and its relationship to education. 

How did we get from that (bell curve) as a tool for students? What it really says, 

we have a paradigm that some kids get it, some kids get it pretty well, some don't 

get it, and some really don't get it at all. (Discussion continues regarding the 

goals of the strategic plan for students and how these goals don't fit with the 

current paradigm of believing in the normal distribution curve.) So how can we 

get useful data without making ourselves crazy? We need to identify what's 
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important. What are the grades D and F really telling us? It's telling us who is 

responsible and who isn't. It's not saying who knows how to write. It's not 

saying who knows how to spell. We need to separate out what is important. 

The meeting concludes. Teachers are left with a better understanding of fiature goals. 

The principal's role orientation is very much in the future, always looking ahead with 

continuous improvement as a goal by introducing and implementing new ideas. 

When the principal of MMS is asked to describe the types of activities or 

discussions that prepare staff members toward ftiture goals and consequences, her initial 

response relates to the school's strategic plan, and then the response elaborates into the 

importance of change itself in relationship to future outcomes and consequences. 

First that comes to mind is the strategic plan that we developed. It is a five year 

plan and we match all of our actions to that plan. We then know that we are 

working on achieving those specific objectives. I routinely go back to the 

objectives (of the plan) and say this is why we are doing this. The other thing that 

is important is to keep people looking forward and not surprise them and shock 

them. You can't communicate too much, but communication has to be timely. 

Change is hard for people and change can be subtle. So don't let change hit them. 

Give lead time so they (teachers) can adjust better to change. Training and 

implementation is ongoing. Not just one year, keep going every year. 

The principal shares the strategic plan of the school and the district. These plans serve as 

the principal's guide. She states that it keeps her plans and goal setting on track. The 

researcher understands that strategic planning is highly reinforced in the district overall. 
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The resuhs of the teacher interviews coincide with the beliefs of the principal. 

The teachers find the topic of future, future consequences and outcomes, easy to discuss. 

Their answers reveal their ability to generalize and reflect on their ovm professional 

performance and professional growth. Their answers do not reveal the belief that few 

outcomes or choices of behavior are available. Their answers reveal the opposite. 

Teachers are asked to describe the types of activities or discussions that occur that prepare 

or direct staff members toward future consequences and how often future is discussed at 

meetings. Every teacher emphasizes how the principal communicates future consistently. 

Just about every staff meeting presents information that has future consequences, 

learning new teaching strategies, new ways, and new ideas for students. 

It seems to be the whole environment of the meetings. 

Everything we talk about is about the future in one way or another. This is 

important because it pertains to the broader goals of the school. 

One teacher elaborates on how the concept of future has enabled her to be more 

effective and deliberate with educational planning. 

The planning model is used. It is a more holistic approach. It is unit planning, not 

week to week. We look at specific stands and objectives. It makes us think 

ahead. We work in teams. It has made us all teach more effectively. 

One teacher expounds on her feelings about the principal of MMS and how her 

staff meeting presentations and/or activities prepare her for life. The teacher is able to 

take the information presented at staff meetings and generalize their benefits to classroom 

goals, as well as to her personal goals. 
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In the big picture it is about how the principal has helped me in the quality of life I 

want to live. On a smaller scale, like instructionally, I am always aware now and 

this is the principal's thing, all students need to learn and all students need to be 

engaged. I realize my own potential instructionally. I am a better instructor. 

Another teacher describes even greater depth of understanding about the principal's 

overall purpose of communication of future role orientation. 

th 
When you say future, several things come to mind. Say 8 grade, the 

conversation is to prepare them for immediate success in high school. Future 

comes up a lot in the areas of reading, writing, technology, writing across the 

curriculum to see if you can write for life. We talk about the future in reading, life 

long reading. The other areas about future are the habits of mind. These are not 

skills for students. These are skills for a lifetime, habits for a lifetime. It's about 

citizenship and the whole thing about self reliance. It seems to be the whole 

environment of the meetings. There is an atmosphere of "we have not arrived", 

always improving and getting better. 

The researcher notes that the interview data articulates the principal's and the teachers' 

understanding of the differences between present and future orientation. Their ability to 

generalize and expound on how future is the catalyst for ongoing improvement and 

change demonstrates a major difference between CMS and MMS. 
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CHAPTER SIX 

THE FINDINGS: COGNITIVE SKILLS AND ACHIEVEMENT 

Introduction 

The next coding category is the analysis of the types of communication used to 

emphasize cognitive development and academic achievement. Hemstein (1973) explains 

that it is commonly believed that high cognitive development and high academic 

achievement are necessary to attain managerial and professional occupations; whereas 

lower-level occupations require much less cognitive development. Camoy and Levin 

(1985) explain that low-level occupations generally require routine work skills, as 

opposed to higher levels of knowledge and aptitude for higher level occupations. 

Student achievement and cognitive test score data in schools are often used to 

determine student eligibility into certain types of programs, such as, gifted, honors, or 

remedial classes, and higher education considerations. It is then assumed that the 

expectations for students being prepared for high-level occupations require a much 

greater emphasis on cognitive and academic achievement. 

The overall purpose of schooling is to prepare students for their futures. How 

cognitive development and academic achievement is accomplished varies from school to 

school. However, the researcher believes that all schools would admit to having good 

intentions regarding these long range goals and to the existence of multiple opportunities 

within school enviroimients that prepare students for all types of occupations and 

opportunities for their futures. 
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Camoy and Levin (1985) differentiate between school environments that support 

the attainment of knowledge and skills for higher-level occupations versus those needed 

for lower-level occupations. School environments that reinforce the knowledge and skills 

necessary for higher-level occupations place a lot of importance on the concepts of 

quality and excellence. Participants within the organization are trained and encouraged to 

be independent thinkers and learners. Change is embraced as a factor to maintain growth 

and continual improvement. Standards and expectations are clearly stated and 

emphasized. Whereas, in school environments that do not place importance on the 

concepts of quality and excellence regarding the skills necessary for higher-level 

occupations generally prepare students for the lower end of the occupation spectrum. 

Participants may not be reinforced or trained to be independent thinkers and learners. 

The organization may place a limited or narrow focus on student growth and 

improvement, as well as on the expectations of learning (pp. 125-128). 

In this chapter, the researcher determines the type and degree of emphasis 

that each principal places on the importance of cognitive development and academic 

achievement through the analysis of the communication and language used by the two 

principals. The communication and behaviors of the two principals during their staff 

development meetings are analyzed. In addition, further analysis is ascertained from the 

interview and weekly update data. 

Canyon Middle School 

The principal of CMS does not discuss or emphasize cognitive development and 

achievement during most of the staff development meetings observed by the researcher. 
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Two meetings cover information on test preparation and the value of it. These meetings 

occur close to achievement testing times designated by the state's department of 

education. 

At one of the meetings, the principal alludes to time being given after the meeting 

for grade level and department committees to work on "what needs to be done with the 

curriculum, the district assessments and the curriculum focus calendars during the 

summer months ahead of us." This leads the researcher to believe that there is time 

dedicated goal setting and planning for the ftiture, but it is not observed, and the principal 

is not clear about these times in the interview. The principal also informs the staff to 

download the latest versions of the academic standards from state education website. 

At one staff development meeting dedicated to test preparation for the state 

achievement tests, the principal elaborates on the importance of preparing students to take 

tests by using test preparation materials. The principal is enthusiastic about the school's 

curriculum and how it matches test preparation strategies. Overall concepts in the 

curriculum are not being discussed. Instead, test preparation is the focus of the 

discussion. 

Our curriculum is alive with state standards and state test information, so 

everything we do duplicates the requirements needed to be successful on the tests. 

We actually took information out of test preparation booklets that correlate to our 

state standards and use this information to teach with. So our curriculum matches 

the materials in test preparation booklets. 
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The principal continues with her lecture on how to identify the letters used on 

achievement tests that indicate the actual test and those letters used to designate the 

practice test. Once again the reinforcement is on test preparation. 

This is the practice test (holds up). Notice the letters. Some teachers literally take 

parts of it out. This is legal because I have purchased one of these booklets for 

every student in this school. So, you can actually use these examples as Bell 

Work in your classroom every single day. You would then get through tons of 

concepts. The concepts are the same. The format is the same, but the test 

questions are different on the real version. We are not giving them the test. 

We're teaching them the skills that they will need to know and to pass the test. 

The principal justifies the use of this particular practice test by reminding staff members 

about the school's vision statement. The only types of resources discussed are the test 

preparation materials. The principal is enthusiastic and positive about this information. 

It is clear that she views this process as very important for student success. 

We have to think how children reach their maximum potential by using all 

resources available to them and by providing a save environment. One goal is to 

prepare CMS students for the state assessment, by using practice test information. 

Get them (the students) used to this stuff right now. 

At another meeting, very close to the state testing days, the principal only discusses actual 

test administration information and rules from the state. The state has designated the 

percentage of students that can miss the test, or the school will be labeled non-compliant. 
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Procedures are described. There is a tone of caution in the principal's voice. Compliance 

or meeting the requirements issued by the state is stated as a very important goal. 

We can't have more than six kids miss the test. We need to make arrangements 

for those missing the test. The assistant principal will give math make-ups on 

Monday and Thursday, and I will give reading and writing make-ups on Tuesday 

and Wednesday. 95% includes everyone. Special education needs to arrange 

its own schedule for make-ups. 

In order to gain more insight into how the principal emphasizes cognitive development 

and achievement, the researcher gains some insights from the weekly Updates that are 

written by the principal and distributed to staff members. For the most part, these 

Updates serve as reminders for upcoming events. The researcher collects a random 

selection of ten weekly Updates; six contain broad indications of the principal's beliefs in 

cognitive development and achievement. It is noted that on every Update, the motto 

"Reach for the Excellence Within" is written at the top. The researcher learns that this is 

the motto of the school. The principal's language in these Updates is transcribed below. 

While these written Updates have a positive feeling tone, they are stating specific 

procedures and upcoming events to remember. 

Remember to keep your expectations high! Our students will achieve what we 

believe they can and behave the way we expect them too! Continue to REACH 

HIGH! Have fun and play, be there, choose your attitude and MAKE THEIR 

DAY! (September) 
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Just a reminder, you will be meeting with your grade level groups today. Your 

assignment is to finish going through the test data and tests and choose one item 

from each academic area to improve. Be ready to present these ideas at a staff 

development meeting. (October) 

Language arts and math teachers will work on coordinating the achievement tests 

and practice tests. This will be conducted in the library. All other teachers get 

together to discuss, compare and share techniques that you use in your classroom 

that help students be successful on the state tests. (March) 

This week you will be meeting in your teams by subject area. This is a good time 

to decide how many days you will need to review and fine tune the curriculum and 

when exactly you want to do it. You also need to discuss how the state 

achievement test administration went and if there were any problems. Decide 

what each of you used to prepare the students for the state assessment throughout 

the year. I would like each team to give me a copy of this information. (Mid-

April) 

TEST PRACTICE WEEK! This week we have a regular schedule, but practice 

testing will be happening in all language arts and math classrooms. English 

language learners will get the information twice. This should build their self 

confidence. REMEMBER, when the students are taking the test the teacher 

should be walking around making sure they are taking it seriously. (End-March) 
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(There are) new rules again. Guess what? Starting this year if at least 95% or less 

of our students take the state test, then we will be declared a failing school. I just 

got the memo today. (End-April) 

The principal is asked how she emphasizes cognitive achievement at the staff 

development meetings. "They are emphasized through the curriculum. Three out of four 

meetings a month are dedicated to academic improvement. I repeat information year after 

year, but in a different way." Since three out of the five designated staff development 

meetings observed during the school year contained test preparation information, which is 

related to student achievement. By reading the Updates, the researcher learns that the 

principal directs teachers to discuss certain curricula and academic improvement at grade 

level meetings. The principal did not elaborate on how she follows up on grade level 

meetings to discuss curriculum and assessment, but only to say that "testing is a key to 

monitoring success at the school". 

The principal explains briefly that testing practices also includes the use of district 

assessments. These are criterion reference tests and are developed and revised by 

teachers from specific departments. The standards from the state are used as the 

guidelines for the contents of these tests. The major focus areas are reading, writing and 

math. The principal does require teachers to turn in their district assessment scores for 

each of their students at specific dates during the year. The scores become the measure of 

achievement in the classroom. This is another example of the use of testing data as a 

means to measure achievement. 
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During the interviews, teachers are asked to describe the ways that the principal 

reinforces cognitive development and achievement during the staff development 

meetings. Most of the teachers reiterate the outcomes noted from the observed staff 

development meetings, Updates and the principal interview. Their responses regarding 

academic achievement and doing well pertain to the state's testing measures. These are 

analyzed by staff members. 

We talk about our test results but not at every meeting, half, maybe less. We talk 

about testing strategies. We are always informed. The principal is a salesman, 

selling us on the plan. 

The principal says that academic achievement is important. It is mentioned a lot 

at meetings, but not every meeting, closer to test times. 

I wonder what will happen if the scores are low. The principal is always positive; 

our scores are improving, so I don't know how she would sound. 

The principal lets us analyze the test scores. At meetings, the principal refers to 

things that she sees in the classroom. It is always positive, 85%. 

The principal discusses test scores. The future emphasis of the school is really 

about doing well on the tests. This matters to the state and to the district. 

We are notified of the test results as soon as the principal is. The principal gives 

us time to analyze the results and express our ideas. 

A couple of teachers elaborate further on their answers regarding the principal's 

emphasis on cognitive development and achievement. Their answers went beyond the 

achievement test data and preparation. 
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The principal informs us about workshops that are available that will help us learn 

about ways to increase or improve on the academic environment for the student, 

or even classroom management. The principal believes that good classroom 

management enables academics to excel. 

We do what is best for the kid. Everybody loves the kids and everybody is here to 

help the kids. Everyone has a true interest in what the kids are doing this year, 

next and four years from now. 

Academic achievement is always discussed in a positive way. 

The principal of CMS demonstrates that the path to student achievement and student 

success is directly related to good test results on the state achievement tests. The 

principal's emphasis placed on the importance of cognitive skills and achievement is 

clearly focused on test preparation and results of achievement tests mandated by the state. 

How this prepares students for their futures is unclear, not stated specifically, and 

mentioned in very broad ways. Emphasis on quality of work, producing independent 

learners and thinkers, and the importance of change as a factor for continual growth and 

improvement is not evident in the language and communication used by the principal at 

CMS. 

Mountain Middle School 

The principal of MMS reinforces and discusses the importance of cognitive 

development and achievement throughout the school year during the observed staff 

development meetings. The overall goal of student achievement is separated into many 

different categories that go beyond the summary of test data throughout the school year. 
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The very first meeting of the school year for staff members provides the impetus 

for the ongoing goal of the improvement of student cognitive development and 

achievement by the principal's presentation of the accomplishments over the last four 

years. Every year summarized by the principal contains strong evidence supporting the 

improvement of students' academic achievement through continuous improvement in test 

scores. However, the researcher notes that the improvement of student test scores over 

time is just a piece to the overall achievements of the school. Many other things 

discussed support cognitive development and achievement. 

One such example occurs when the principal discusses the importance of the 

district's work on learning how to be an effective district and an effective school through 

district's commitment to providing staff development and training on research that 

supports the development and maintenance of effective schools. The principal's language 

on this opening day meeting reinforces her belief that MMS is an effective school and the 

ongoing goal of being even more effective continues. 

The first characteristic and probably the most powerful of an effective school, 

according to the research is that as a staff we have relentless pursuit of academic 

achievement. Remember the superintendent talked about how we all have to be 

preoccupied with learning by having an absolute commitment to learning. Every 

single student in this school can or will meet or exceed our standards, every single 

one. We need to examine our attitudes, as well as examining what is essential. If 

we are preoccupied with learning, what is essential for every one of our students 

to learn? The second characteristic of an effective school is that we have a 
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curriculum focus. We must have great clarity about what students must learn. 

What must be learned? What is non-negotiable? The third characteristic is that 

there is record keeping of the multiple opportunities for students to learn. How 

are we keeping track of those opportunities? What are the student outcomes? 

At another meeting, the principal reinforces an overall focus of the school. This 

focus, once again, reinforces the many components necessary to create learning 

environments that support cognitive development and academic achievement. 

At MMS our learning community is focused on the transitional needs of 

adolescents. The staff here inspire and empower all students to achieve their 

academic and personal best through enriching, dynamic programs which develop 

character, responsibility, citizenship and a desire for life long learning. 

At another meeting, the principal reviews all of the instructional strategies that 

have been discussed at staff meetings during the current school year. The principal refers 

to these instructional strategies as powerful. These strategies are summarized. 

We worked on comparing. We learned strategies for non-linguistic representation 

and we learned note taking. What else? We did summarizing. We did setting 

objectives and providing feedback. We also learned how we provide kids with 

multiple opportunities to learn. We've learned new skills on how to teach writing 

and how we can do a better job of assessing our students' learning. 

This demonstrates how the principal believes that cognitive development is multifaceted 

through those topics discussed during the year. The discussion is open-ended allowing 
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teachers to form their opinions and summarize how these topics apply to their daily 

practices. This supports the belief that teachers are independent thinkers and learners. 

The topic of assessment is also discussed by the principal at MMS. It is not a 

discussion that focuses on doing well on upcoming state achievement tests; it is a 

discussion about the much bigger picture of assessment and the need to create individual 

student profiles. "So, one effort we're making for right now is creating a student profile 

so you can have this information to help you be a better teacher in your classroom." This 

statement opens the discussion for a district and school goal on the topic of assessment. 

We're looking at what you assess in the classroom. It is labeled and integrated 

into a category. Then you give that category a grade. If it says citizenship, you 

give it a grade, and math, you give it a grade. So the question is what do you 

want to assess? First we decide what our learning goals are and what do we really 

want to assess? What is important to our curriculum? How can we crunch a 

benchmark? Or clarify a standard so they are specific to the learning for this unit 

that you have? So if we are going to collect good, useful data that you can use as 

a teacher, you might in sixth grade collect writing data on content, organization 

and spelling since those are the three areas that we focus on in that grade. So how 

can we get useful data without making ourselves crazy? The whole idea is to 

identify what's important. 

This discussion continues for a while. Resolution to the questions is not determined, 

however, the teachers discuss the ideas presented. The principal assures the staff 

members that the discussion will continue in the fiiture and the concept of assessment and 
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how to collect useful achievement data will be an ongoing project for the school and the 

district. The topic, once again, supports the belief that the teachers are active participants 

in how students are and will be assessed on their cognitive development and academic 

achievement. The concept is bigger than basic skills. It reaches into the areas of learning 

and achievement that allow all students opportunities to be successful in school, as well 

as on achievement tests and in life. 

The principal is asked how she emphasizes cognitive achievement at the staff 

development meetings. The principal's remarks reinforce her belief that achievement is 

more than doing well on a test. Her remarks support the connection of achievement to 

the school's mission. 

I spend the beginning of each year, at the first meeting, reviewing data from the 

previous year. I think it sends a powerful message. We look at all kinds of data: 

student attendance, criterion reference tests, achievement data, grades, etc. I tell 

them a lot. In my language our number one purpose for being here is for student 

learning. That's something we need to keep straight in our head. Over the years, 

like all schools, we have become clearer about our academic mission. The data at 

the beginning of the year helps to make svire that our actions and behaviors are 

matched to our purpose. And number one in our strategic plan is that 100% of our 

students will meet the grade level objectives. That language is strong. It is a high 

standard to shoot for. Our mission is posted in every room and it clearly states 

that we are here so that every single student in this school can achieve his or her 

full potential. We visit our strategic plan every year. It helps to tie it all together. 
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Our strategies in our strategic plan are tactics or ways to get to solutions or closer 

to the end results. Each school has specific objectives. We are always looking at 

how to tweak, how to improve. Teachers are very invested in their jobs. Their 

investment in their time, they dedicate themselves to what they are doing. I model 

the high standard. 

During interviews, teachers are asked to describe the ways that the principal 

emphasizes or reinforces cognitive development and achievement during the staff 

development meetings. The teachers also speak to the overall mission of the school being 

related to student growth and achievement. 

Student success is very important to the principal. Kid's progress is traced over 

the years. I think it is positive. There is not a lot of pressure put on us even 

though test results are important. We work on this year round through problem 

solving and creative thinking. Success in the classroom reflects on the good 

achievement scores. 

The principal wants the school to be the best. At least 75% of the staff meetings 

are focused on cognitive development or academic achievement. Even though the 

topic may not be about academics, they are always about learning and growth. 

Cognitive development and achievement is always emphasized. Methodologies 

used and things presented are geared in some way to the improvement of student 

achievement, personal achievement or learning achievement. The atmosphere at 

school is always academic. 
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Once again, the interview data reflects and reinforces the overall belief that 

cognitive development and achievement are more than scores on state mandated 

achievement tests. Cognitive development and academic achievement represent the 

purpose for education and are a part of the ongoing mission of the school which is to be 

highly effective, but measured by more than test data. The researcher notes that the 

extensive attention given to the multiple concepts and discussion topics during meetings 

relates to the overall improvement of cognitive development and achievement for each 

student. The principal focuses on the quality of multiple student outcomes, which 

supports continual student growth over time. 
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CHAPTER SEVEN 

THE FINDINGS: VERBAL PRESENTATION SKILLS 

Introduction 

Carnoy and Levin (1985) refer to verbal presentation skills as ways that 

individuals present themselves orally in responding to situations (p.l 15). In order to gain 

a perspective on the importance of verbal presentation skills, the types of communication 

skills required in types of occupations can be categorized and analyzed. Carnoy and 

Levin find that people employed in higher-level occupations generally need to participate 

in discussions with co-workers or group members. Problem solving or analysis of 

information becomes the general purpose of the discussion. Participants need to be 

analytical in order to form opinions and ideas that lead to necessary resolutions. By 

contrast, in the lower-level occupations, workers are not likely to be involved in 

discussions with group members that require analysis and problem solving. These 

workers are generally asked to respond to routine questions. In the school setting, how 

teachers verbally respond to students can be an indicator of how teachers are preparing 

students for future employment. Students prepared to be analytical problem solvers and 

thinkers stand a better chance at succeeding in higher-level occupations (p. 115). 

For the purpose of this study, the researcher notes how each principal verbally 

presents information to staff members, as well as how staff members are involved 

themselves in verbal presentations during staff development meetings. The final coding 

category is the analysis of the verbal presentation skills that occur with the two principals 

and their staff members during the observed meetings. 
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Canyon Middle School 

Throughout the course of observations, the principal at CMS follows a typical 

pattern of verbal presentation. Since the agendas of the meetings follow a general format 

of revealing upcoming events and announcements with dates and times, the principal 

serves as the verbal dispatcher of this information, not a facilitator of an in-depth 

discussion. Information is relayed to the staff members with little discussion or 

comment, the principal often serves as the person to summarize ongoing activities and 

events and bring staff members up to date. The researcher notes that the extent of thought 

and preparation placed on the contents of the presentations observed never seems to 

require high levels of preparation or organization. The principal's demeanor and attitude 

are enthusiastic and positive during every observed staff development meeting. The 

researcher notes that these observed verbal presentations are perceived to be important to 

the teachers by their demonstration of positive attention and engagement toward the 

principal during the meetings. However, the intention of these observed presentations is 

never about discussion involving analysis, problem solving or simple debate as a means 

to reach higher level conclusions regarding a concept, problem or issue. Discussion 

topics that need some type of decision or final outcome only pertain to routine questions 

related to procedures and the need to reach consensus on a procedure. An example of this 

type of discourse is observed during the last meeting attended by the researcher. It 

represents a topic that is planned in advance by the principal; however, the discussion is 

informational and congratulatory, not intended for audience comments or discourse. The 

teachers listen attentively. They have no response to the information presented. 
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Okay, I want to share this book. I am only going to take a section out of it. It's a 

Dr. Seuss book that he started before his death and it was finished after he died by 

his family. It's about teachers and it's about school and testing. If you want to 

borrow, please do. (The section is read aloud.) The point of this whole thing, the 

time of year is so miserable and we're going through so much, bottom line is that 

our curriculum is aligned to the state standards. We're following our curriculum, 

we're giving our district assessments, but you also answer their questions and you 

make them think. You give them challenging work. You are doing your job. Our 

kids have always been successful on assessments. As much as we worry, 

wondering if this is what they need, we don't have to worry because you guys 

have done all the work. I want to applaud all of you. On that note, we can survive 

this time. I now need to discuss the mandatory attendance percentages that the 

state is requiring. (Lecture and information continues.) 

Most of the observed meetings contain dialogue from the principal that appears to 

follow an agenda list of items to respond to. The following transcription indicates a 

typical example of how the principal rapidly communicates upcoming events, needs and 

time schedules. 

Now with testing out of the way, we need to talk about your plans for additional 

th 
pay. The assistant principal and I will be meeting with you the week of the 12 . 

We will be going through everything. Don't worry about it. Band and student 

council are next week. Student council is on Thursday and Friday. Lists should 

be out tomorrow. (Some clarification questions are asked by teachers.) 
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Graduation night on the 21®', I am asking for volunteers. I need teachers at the end 

of each aisle. (The information continues describing the party after graduation 

and the rules to follow.) 

During observations, the researcher never observes any staff members presenting 

information in a formal or planned manner. It may happen because during the interviews 

of the teachers, they allude to the opportunity being available to them; however, those 

interviewed have not formally presented anything this year. The researcher does note that 

when teachers speak during meetings, it is done quickly and in response to an agenda 

item related to dates and times of upcoming events, procedures for events, and requests 

for information pertaining to some type event or committee work. 

Once during an observed meeting, a teacher is asked to give some information 

about the use of organizational planners for students. The teacher has prepared notes to 

refer to. A teacher gives a quick description of the organizer, the rationale for their use at 

a grade level, and a request for a vote from each grade to determine if more organizers 

need to be ordered. The principal listens, takes in the information and makes the 

comment that "a decision will be made in the future as to whether or not each grade level 

will be using them next year." The use of the organizer never generates discussion 

related to student goals, achievement or to an overall school goal. Higher levels of 

meaning regarding the use of organizers are never determined or revealed during this 

informal presentation. 

When the principal is asked how the staff development meetings are organized, 

she comments that the topics for the agenda are suggested to her by staff members. 
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"Teachers come to me during the week and they ask if they can discuss this or that. I add 

their ideas to the agenda." The principal continues by adding, "As I see things that are 

happening that need to be corrected, those items are added to the agenda." However, the 

principal does allude to the fact that a plan and schedule is in place for contents of the 

staff development meetings. 

I kind of have a monthly agenda. Certain topics are added, like special education, 

testing. I have a schedule and I know when I want to present specific things. I 

have a list of things that must be done. I have a calendar. So when someone 

comes to me and wants to do something at a meeting, I go to my calendar and find 

an open space. 

The principal is asked to describe how presentations are planned, particularly the 

types of expectations the teachers need to follow when they present information. 

I expect them to follow the Essential Elements of Instruction (EEI) guidelines. 

We talk about that. The objective needs to be stated. They need to model the EEI 

procedures. Sometimes I am a part of the presentation, sometime not. The 

teachers generally plan them, not me. 

However, the researcher never notes a principal presentation that follows these stated 

guidelines. The researcher attempts to gain further insight into the principal's philosophy 

of verbal presentation by asking about the concept of closure, how it is used after 

discussions, and whether or not there is a standard to follow. 

Not always, but most of the time. But sometimes closure needs to be left out 

because there may be hurt feelings and if I bring closure and we don't have 
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enough consensus, then there will be people upset. So then I say that I will take 

all the information into account and make a decision later. Closure at a meeting 

sometimes causes more pain. 

The answer reveals that the discussions at meetings are about reaching decisions or 

consensus on decisions related to topics on the agenda that relate to the announcements of 

events and procedures, not for the purpose of analyzing concepts, issues and generating 

new ideas. 

The teachers are asked how often they are allowed to present information at the 

staff development meetings, how topics are selected and are there rules to follow. All 

teachers respond by saying all the time and that it is a common practice; however one 

teacher states that "presentations were done more in previous years." One teacher 

includes that "time is the only limitation." They all comment that presentations "need to 

be passed by her first." The extension of the topic is reflected in the following 

transcription. 

We take turns. People just volunteer. The rules only pertain to the time allotted 

for the presentation. We must keep everyone's interest. 

Presentations must be for the good of all. 

More presentations were given in previous years. Teachers select their own 

topics. 

These comments indicate that the principal determines topics and selects teachers to give 

presentations in a haphazard manner, since there is no indication of organization or 
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planning to the presentation process. The plan or expectations for staff members that 

provides teachers with guidance and purpose is not clearly made known by the principal. 

Mountain Middle School 

During the course of the observations at MMS, the principal uses verbal 

presentation skills that continually support problem solving and analysis. The principal is 

always well prepared, greets staff members positively and maintains a high level of 

enthusiasm and activity at each meeting. This is clearly observed by the researcher before 

the begiiming of every meeting. The principal's tone for each meeting is positive and 

informal. Teachers enter the room on time; and present themselves in a friendly and 

upbeat maimer. 

The topics and presentations for each meeting are well plaimed by the principal. 

This is evident throughout the year. Meeting agendas follow objectives that coincide 

with the overall yearly mission of the school, which is to continually pursue behaviors 

and outcomes necessary for being an effective school. This is evident in the principal's 

opening discussion at the first meeting when an overview of the school's goals over time 

is reviewed. 

One of the goals we set four years ago was to improve student learning. Another 

goal was to change the view of the school with the broader community. Two 

years ago we focused on reading in the content areas for our strategic plan. We're 

going to focus on writing this year. 

While meetings may contain moments of clarification and detail to upcoming 

events and procedures, these moments are minimal. All observed staff development 
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meetings have a core focus to present information that pertain to the improvement of 

knowledge and skills and provide activities that actively involve the teachers, thus 

creating a forum for discourse from all. 

An example of how the principal maintains a core focus pertaining to being an 

effective school is summarized from one meeting. The principal's verbal presentation 

skills at this meeting are indicative of all of her presentation skills used over the course of 

observations. The meeting begins with a few clarifications to the agenda and a quick 

overview of the main objective of the meeting. "Today we're going to focus on using a 

rubric to score writing samples." After a few armouncements are made, the meeting 

immediately focuses back to the main objective. 

Hopefully you all brought multiple copies of student writing samples. If you are 

not seated with a group, please do so. We have mixed groups and mixed grades in 

content areas. We have a language arts person, hopefully, at every table. A 

reminder at your table, use the rubrics presented. (Principal summarizes the 

rubrics outlined on handouts to the teachers.) Take one sample, everyone at the 

table is going to privately score it on each rubric trait, based on the training that 

we have had, then everyone at the table needs to come to consensus on a score for 

that sample. Then do the same with another. Then we'll come back together as a 

large group and share any reflections that we have on the process. 

The meeting proceeds in the manner described by the principal. The principal allows 

time for teachers to share their reflections on the process. A lot of information and 

insights are shared. The principal offers clarification to some questions, but generally 
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serves as a facilitator, listening to comments and summarizing the outcome of the activity 

just completed. Participants are analyzing a process and forming opinions and ideas for 

future application. Everyone is involved. The principal summarizes in the following 

transcription. 

We're going to wrap up. Several of you have requested more training in this 

process. That is being planned. And we're trying to plan a training that is specific 

to your content area. We are all teachers of reading and writing. Thank you for 

giving your best effort today. 

The researcher notes that different teachers also present information at every staff 

development meeting. They follow an organized, well prepared format. The principal 

describes the process that is involved in teachers presenting at staff development 

meetings. 

There are always a number of people working on presentations. I work with the 

group of individuals and help plan the presentation. We have to use our time 

wisely. The objective of the presentation must be shared. We all need to be on 

the same page, whatever we're talking about. I want to make sure that the 

teachers are clear about their objective, and prepared. I don't want the teachers to 

just talk to the audience. The presentation must have a high degree of relevance 

to the audience and to classroom application. Often there is an overarching 

purpose. The process of presentations is fluid. Some ideas come from teachers, 

committees, me. Sometimes I seek teachers out for their expertise and ask them 

to prepare and present. Sometimes teachers come to me. There is a high level of 
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trust on the staff. It would be rare if I would say no. I don't think so. I usually 

ask how we should precede, plan and organize. 

During the interview, the principal is asked how she organizes and plans each 

meeting. The answer reveals insight into the standard of verbal presentation skills that 

are required. Plarming and organizing is a common standard. 

First I have a miming list of things that need to be attended to as they come out, 

whether they are out of district objectives, school objectives, committee work, or 

grade level teams. I try to frame the topics, thinking about time, for a specific 

date and then depending on the topic, decide who is involved. I try to make sure 

teachers are involved. There may be a five minute lecture or discussion from me, 

but it is always about process. The meetings are always at a time that the whole 

staff can gather. This builds community. I always end on time and am well 

planned and well organized. 

When the principal is asked how she brings closure to staff development 

meetings, the response is a further indicator of the standard required for verbal 

presentations. 

I always bring closure to the meeting. I let them know why we did this, where we 

are going. Why it is important and where we are going next. Sometimes it is a 

statement from me. Sometimes it is asking them where we should go with this, 

and then they have some control over that. Sometimes the piece may be a 

sequence and we will be going over it again. I make sure they understand that. 
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The teachers are asked how often they are allowed to present information at the 

staff development meetings, how topics are selected and are there rules to follow. All 

state that teachers present at just about every meeting. All express that there are no rules 

to follow but the principal is involved in the planning and organization of the 

presentations by teachers. The teachers add further insights that reinforce the verbal 

presentation skills modeled by the principal. One teacher states the following. 

The principal encourages teachers to present on relevant topics. The topics follow 

the theme of what is being discussed. The principal is always open to new ideas. 

I get the sense that if a teacher feels that something (a topic) is important to 

present to the staff, the principal will allow that opportunity. There are standards 

and time limits. The standard is that the presenter must engage the staff members, 

just like a class. 

Another teacher comments on the process of presentations by the teachers. 

The principal did ask me to present on a writing process. She sat down with 

me and other teachers presenting on the same topic. We shared ideas. She 

asked questions, paraphrasing ideas as we discussed. She gave feedback, but 

more in the form of questions. She made us think. This validated our ideas and 

then made them better. The principal is never controlling. She embraces the 

creativity in teachers. 

This information on verbal presentation skills reveals that problem solving, 

analysis and reflection occur with the teachers and the principal. These elements not only 

exist during the planning phase of a presentation but also occur during the presentations 
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themselves. Teachers and the principal are actively involved in the process. The 

principal guides the contents or themes to be presented and oversees the plarming. The 

underlying purpose for all presentations is to provide information and skills that enable 

teachers to more effectively meet the objectives outlined in the school's mission. 
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CHAPTER EIGHT 

ANALYSIS OF THE FINDINGS 

The specific purpose of this study was to explore the relationship between social 

class differences and some specific communication characteristics of school principals 

that may influence the beliefs and actions of teachers. These beliefs and actions may 

have the potential to impact attitudes and actions that benefit or hinder the influences on 

social reproduction. The researcher analyzed in-depth the communication attributes of 

two middle school principals from two very different schools, each situated in 

communities represented by different levels of social class. The specific communication 

attributes are selected out of the research from Camoy and Levin's (1985) book. The 

attributes described in their study indicated that communication used by teachers with 

students reinforce social class differences. Each teacher communicates differently, 

therefore students are treated differently. 

Similar results are found in this study where the same communication attributes of 

principals are analyzed in regards to interactions with teachers. The results of this study 

echo Brantlinger's (2003) thoughts. "Even though the links between social class, school 

structures and student outcomes are well known, social class is still ignored or treated as 

if it is unimportanf (p. 1). 

Communication of External and Internal Standards of Authority 

Camoy and Levin (1985) explain that workers at the lower end of the hierarchy 

are motivated and guided by work arrangements and supervision external to them; 

whereas, workers at the upper end of the hierarchy are generally more motivated by 
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internalized norms and values that relate to the mission and goals of the organization 

(p.l 17). Schools generally socialize and train children for the expectations and positions 

similar to their parents (p.l 18). 

The study of two first grade teachers, described in Camoy and Levin's (1985) 

book illustrates this behavior. The teacher in the classroom with higher numbers of 

children from lower socioeconomic backgrounds communicated in ways to her students 

that signified the use of external standards of authority. She used commands and 

repetition of rules. This example of control reinforced the behaviors of students to be 

driven by external rules and by their teacher, represented as an authority figure. 

Therefore, the children were not challenged to take initiative. 

In contrast, the teacher of the classroom with higher numbers of children from 

higher socioeconomic backgrounds communicated in ways to her students that signified 

the use of internal standards of authority. This teacher's focus was on academics and 

progression toward the future. Her communication to her students emphasized the need 

for students to take personal initiative and responsibility for internal actions. The teacher 

did use external standards of communication, but this was used to explain the importance 

of learning. The locus of responsibility was always placed on the student. Students in 

this classroom were asked to internalize values by thinking for themselves and making 

decisions (pp. 119-120). 

While this study does not duplicate the study found in Carnoy and Levin's book, it 

does analyze the same internal and external standards of communication to determine the 
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dominant communication standards used by two principals with their teachers at staff 

development meetings. Similar results are found. 

The principal of Canyon Middle School (CMS), with a high percentage of 

students qualifying for free lunch at school, an indicator of poverty, consistently 

communicated by using external standards of authority. Her staff development meetings 

were dominated by the emphasis of rules, procedures and specific standards of behavior. 

Written agendas indicate lists of topics to be discussed at meetings. The principal 

elaborated on concrete details, such as, dates, times, needs and procedures to follow. 

Teacher discussions are limited, and generally serve to clarify agenda items or discussion 

topics. The principal's communication at the meetings does not appear to be inspirational 

or motivational, with the purpose of moving teachers toward self-directed actions to 

fulfill goals related to the mission of the school. Teachers are cooperative and take 

responsibility for the many issues and requests presented. However, it appears that in 

many ways the principal imposes directives on the teachers which are not generated from 

the personal desires or goals of the teachers. 

The principal of Mountain Middle School (MMS), with none of its students 

qualifying for free lunch at school, consistently communicated by using internal standards 

of authority. Her staff development meetings were dominated by activities and 

discussions that reinforced the teachers to be self-directed and to take responsibility for 

personal goals of action related to the overall mission and academic goals of the school. 

The principal's use of internal standards of communication served as a means to deliver 

knowledge and clarification in order for the teachers to be more effective with their goals. 
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which are related to the overall goals and mission of the school. The demonstration of 

the school's progress and accomplishments is a testament to the overall motivation of 

students, staff members and the principal. The principal allows consistent opportunities 

for reflection and encourages change. Teachers are consistently motivated to do better in 

positive and meaningful ways. 

Internal and external standards of communication, or simply the way that people 

communicate to each other, represent a means to reinforce internalized values, attitudes, 

ownership, authority, and personal control (Anyon, 1990; Camoy & Levin, 1985; Hooks, 

1994). Schools represent places where the purpose of principals' communication is to 

express values, control and authority; therefore the use of either internal or external 

standards of authority does not diminish attitudes or behaviors that express personal 

values, control and authority. Both principals expressed their beliefs and directions in 

different ways. The principal at CMS is certainly more direct, using more external means 

of communication; and the principal at MMS directs her staff by using more internal 

means of communication. 

Communication of Present versus Future Role Orientation 

Camoy and Levin (1985) explain that a future as opposed to a present orientation 

is an important characteristic to define work and jobs. Jobs at the upper end of the 

hierarchy are generally considered to be managerial or professional. These jobs entail 

responsibilities that require present tasks and responsibilities that have a direct 

relationship to future consequences. These tasks involve problem solving, analysis and 

creativity. By contrast, jobs at the lower end of the hierarchy are generally considered to 
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be nonprofessional. Workers need to follow routines and procedures. These behaviors 

do not generally lead the worker to future outcomes because the skills required are set and 

predictable. In addition, these responsibilities are generally mandated to them from a 

higher authority (p. 115). 

The study of two first grade teachers, described in Camoy and Levin's (1985) 

book, characterizes the tasks and verbal statements of the teachers as having either 

present or future consequences. The teacher in the classroom with higher numbers of 

children from a lower socioeconomic background emphasized present. Future 

consequences of present activities were rarely mentioned. The communication or 

language used to emphasize preparation for the future was not observed. The teacher 

used very little language that indicated educational fiiture beyond the upper grades. 

Positive future orientation was never mentioned (p. 122). 

In contrast, the teacher in the classroom with higher numbers of children from a 

higher socioeconomic background emphasized future consistently. The teacher 

frequently communicated positive actions that would lead to future academic 

achievements. The teacher emphasized high standards and expectations that would have 

positive consequences for future outcomes (p. 121). 

This study also analyzed the same communication attributes characterized by 

present versus future role orientations used by the two principals with their teachers at 

staff development meetings. Similar findings are noted. 

The principal of CMS was very limited in her expression of communication that 

demonstrates future orientation. The topics presented at the observed staff development 
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meetings were all related to present or near present events and the rules and procedures 

related to these events. The researcher noted that the content of these meetings allowed 

the principal to direct teachers toward behaviors in the present, not to guide the teachers 

toward self-directed actions that correspond to the overall needs and future growth of the 

school. Discussions related to future orientation only pertained to immediate outcomes of 

the many topics presented at the meetings. Long-range future orientation or planning for 

the sole purpose of specific improvement was not observed by the researcher. 

The principal of CMS explained in the interview that topics for meetings are 

generated from the school calendar and set schedules. This explains why meetings 

contain agenda topics that represent present actions and outcomes. The principal's 

purpose for future is predominantly related to test results or present behaviors. However, 

the principal did focus on achievement of students by consistently reinforcing the 

improvement of student test scores. This demonstrated that her focused attention on test 

results was a future orientation. However, the researcher noted that student achievement 

lectures pertained to the do's and don'ts of testing, not working on specific goals related 

toward a broader range of concepts that would improve student achievement. 

Teachers interviewed at CMS explained that the future is important but only in 

terms of personal growth or preparing for the population growth of the district. Many 

times teachers described how the principal uses the phrase, "Do what is best for the 

child", as a means of awareness, allowing teachers to think about present actions and how 

they relate to the child's needs. Teachers made the assumption that this phrase, in the 

long term, creates teacher actions that will influence the child's future. It is a vague 
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description of how future is emphasized by the principal, but her day to day interactions 

with teachers may often delve further into the specific meaning of the phrase as it 

specifically relates to students. All teachers interviewed claimed that the discussions 

about student achievement generate actions toward the fiiture. 

In contrast, the communication of the principal at MMS demonstrated consistent 

examples of future orientation. Past accomplishments was used as a backdrop for future 

planning and goal setting. The opening meeting of the year presented many examples of 

this, and teachers were a part of the planning and action to meet school and student goals. 

The principal's consistent use of discussion practices that include open-ended questions, 

teacher reflection and the dissemination of ongoing knowledge and skills development 

demonstrated how the school's future is continuously influenced. Teachers were given 

the power to be self-directed. 

During the interview, the MMS principal revealed that the development and use 

of the strategic plan was a guide for future goals and outcomes. The principal specifically 

stated how this plan is reviewed frequently and is deemed to be extremely valuable by 

school officials. She used the phrase, "looking forward." This epitomized her belief in 

the value of future orientation, and her communication reflected this. Her consistent 

actions and communication during staff development meetings clearly demonstrated that 

she was in total control of the agenda for staff development meetings, therefore in control 

of how she will emphasize future orientation. 

During the interviews with the teachers of MMS, they reinforced how the 

principal emphasizes the importance of future orientation and how it is consistently 
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present during the meetings. They also agreed that the importance of goal setting and 

working toward the future is a set goal for the school and district. The principal 

consistently reinforced the process toward future growth, and the teachers were able to 

articulate their understanding of future and how it is the catalyst for ongoing 

improvement in the school. 

Communication of Cognitive Development and Achievement 

Camoy and Levin (1985) explain the common belief that high achievement is tied 

to strong cognitive skills and is necessary in order to attain managerial or professional 

positions in the job market. Lower-level occupations require less cognitive development 

or academic achievement, and generally are represented by lower paying jobs and 

routinized work. High achievement is also necessary for entrance into higher education 

opportunities (p. 125). 

The study, described in Camoy and Levin's (1985) book, illustrates the different 

types of cognitive skills development and achievement present at schools with 

populations from different social class backgrounds. The teacher in the classroom with 

higher numbers of children from a lower socioeconomic background did not make clear 

the standards or behaviors necessary for advancement. Teacher language focused on 

making corrections on work and doing a better job on work; but never elaborated on the 

importance of successful achievement and academic growth, and how this relates to 

future outcomes. Quality of work was not emphasized, only completion of work. 

Academic work was treated as just another part of the day. Students were not encouraged 
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to elaborate during discussions and the teacher used more closed questioning strategies 

than open (pp.125-128). 

In contrast, the teacher in the classroom with higher numbers of children from a 

higher socioeconomic background required students to produce quality work. Standards 

were clearly stated. Mastery of skills was emphasized as a means to learn independently 

and become less dependent on teachers for knowledge. The teacher used more open 

ended questioning strategies to encourage students to extend answers, stressing total 

comprehension and understanding of a concept. Academic achievement was the only 

goal for this class day in and day out (pp.125-128). 

This study analyzes the communication of cognitive and academic achievement 

by two principals with their teachers during staff development meetings. Similar results 

are found. 

The principal of CMS, with a high percentage of students qualifying for free 

lunch, related the concept of cognitive development and achievement by consistently 

reinforcing the need for students to improve their test scores. This does not necessarily 

reveal that cognitive development and academic achievement are not emphasized, and 

that teachers are not preparing students for levels of achievement that prepare them for 

opportunities in the higher end of the job market or advanced opportunities. In fact, the 

emphasis placed on improved test scores indicates that academic achievement is a goal of 

the school. However, what was revealed is that the principal's observed communication 

during staff development meetings did not reveal communication indicators that 

correspond to using staff members as a vehicle to process and problem solve different 
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ways to improve cognitive and academic development. The researcher did not observe 

teachers engaged in activities or discussions that support independent thinking and 

problem solving to reach higher and broader goals in the area of cognitive development 

and achievement. 

In contrast, the principal at MMS communicated in ways that support broader 

plans to improve cognitive development and achievement. This was demonstrated 

throughout the course of observations, and was displayed and reinforced at the opening 

meeting of the year. The principal elaborated on the accomplishments of the school. One 

section of these accomplishments was the presentation of test results. However, broader 

opportunities that emphasized student learning was mentioned, such as: the need for 

transitional considerations for students, the presence of enriching and dynamic programs 

that reinforce more than academics, and the use of instructional strategies in the 

classroom that improve learning, like note taking, summarizing, and writing. 

In addition, the outline of each staff development meeting observed reinforced the 

principal's belief in having teachers as members of decision making. This was seen in 

the activities and discussion opportunities that utilized reflection, problem solving and 

discussions to generate more ideas for future outcomes. Teachers verified in their 

interviews that cognitive development and achievement represent what is important at 

MMS. They too emphasized all of the learning opportunities available for teachers, not 

just the analysis of test results that are made available to teachers specifically for the 

betterment of student learning and growth. Test results represent one part of the overall 

goal for cognitive development and achievement. 
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Verbal Presentation Skills 

Camoy and Levin (1985) explain that verbal presentation skills refer to the ways 

that people present themselves orally, particularly in occupational situations. Individuals 

in professional or managerial occupational roles tend to participate in discussions that 

utilize problem solving and analysis. Individuals in lower level occupations are likely to 

be asked routine questions, be involved in routine discussions and not be required to think 

analytically (p. 115). 

Camoy and Levin's (1985) study, characterizes the types of verbal presentation 

skills evident in classrooms with different social class demographics. These observations 

occurred during the classroom "sharing" time, or typically referred to as "show and tell." 

The teacher in the classroom with higher numbers of children from a lower 

socioeconomic background did not place importance on this event. Times for sharing 

were unscheduled. The teacher verbally commented to the students presenting, and when 

comments were made they were in the form of factual questions, requiring a closed 

response. Sometimes the closing remark was, "That's nice." The students were coached 

or instructed on how to make presentations in a very limited fashion (pp. 123). 

In contrast, the teacher in the classroom with higher numbers of children from a 

higher socioeconomic background provided daily sharing time. This time was a part of 

the daily schedule. The teacher specifically used this time to improve the students' verbal 

presentation skills. The teacher consistently gave students specific positive feedback. 

Her responses to the children were characterized as open-ended questions, factual 

questions, or thought provoking questions (pp. 123-124). 
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This study analyzes the types of verbal presentation skills of the CMS and MMS 

principals with their teachers at staff development meetings. The findings are intriguing. 

The principal of CMS, with a high percentage of students in the lower 

socioeconomic levels, had a limited verbal presentation style. During the observed 

meetings, the principal followed the same type of behavior, which was to speak to a list 

of agenda items, one by one. Very little discussion occurred that was plarmed for the sole 

purpose of problem solving or having staff members learn, practice or resolve new 

knowledge, procedures or instructional practices. The principal may have provided 

information that was meaningful and current to the needs of the teachers, such as, testing 

information, but this information was presented in a closed manner, with no plarmed 

times for discussion or reflection. In addition, one teacher indicated during the interview 

that in previous years, teachers presented more during staff development meetings. She 

felt that time constraints prevented this from occurring during the current year. 

The principal of MMS utilized multiple techniques during the observed staff 

development meetings. The contents of all meetings were planned in advance, followed a 

format that emphasized staff development and learning opportunities for teachers, and 

were for the purpose of introducing, discussing and analyzing information. The principal 

used open ended discussion techniques that allowed for the participants to reflect, 

practice techniques or discuss topics, and problem solve solutions or outcomes. The 

principal used verbal presentation techniques that model effective instruction. In 

addition, the principal encouraged teachers to present information during staff 

development meetings. However, the principal was a part of the planning process and 
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approved all presentations prior to them being presented to staff members. Some teachers 

had ideas that they suggested to the principal, while others were asked by the principal to 

help present information on a given topic plaimed by the principal. 

School leaders are generally not aware of the specific distinctions between the 

types of communication standards used in the study and how these may influence social 

class beliefs and improve the chances of social mobility for students. Research does 

focus on teacher practices in classrooms that provide greater opportunities for students to 

succeed, but this type of research has not been connected to leadership literature. The 

findings in this study do demonstrate practical applications for leaders to follow. 

Other Indicators to Consider 

The teacher study described in Camoy and Levin's (1985) book illustrated that 

one classroom was given many more opportunities to develop and use internal standards 

of authority, work with present and future orientations, apply higher order thinking skills 

to expand their knowledge and practice oral presentation. Therefore, when students are 

not consistently provided these opportunities they may be at an extreme disadvantage, 

which may negatively influence future growth and development, and in the long term, 

decrease their opportunities for learning skills for higher level occupations. 

The general findings of this study are very similar with the two principals having 

demonstrated different standards of communication and behaviors that may in fact 

reinforce the dominant type of social class represented in the school. However, this 

conclusion seems too simplified because other outside indicators influence the day to day 

operations of a school and the behaviors of a principal. 
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In order to understand fully the characteristics of effective leaders one cannot 

dismiss the many other indicators that contribute to the behaviors and actions of a leader. 

Contributing factors are their beliefs, personalities, motivational factors, personal 

histories, and the political local, state and federal government pressures and other 

intervening internal and external forces. 

While the two principals in the study are highly regarded and lead schools that are 

successful by local, state and national standards; they are very different people. Neither 

principal was made aware of any of the overarching themes in the researcher's study; 

such as knowledge describing social class differences and the concepts of social 

reproduction; therefore, their behaviors and communication practices during meetings 

were natural and true to their personalities and day to day practices. Their work 

backgrounds are different, but not remarkably. Their educational backgrounds and past 

training experiences are different because they went to different schools, but both have 

attended various and extensive training experiences in many areas. 

Their personalities are very different. The CMS principal is much more outgoing, 

outwardly enthusiastic, likes to joke with colleagues and students, and enjoys the art of 

talking. Organization is not her strength. The principal outwardly displays a strong and 

positive passion toward her responsibilities as principal and genuinely displays her love 

for educating teachers and students. She is often referred to as a mentor. 

The MMS principal appears to be more introspective and more serious from 

general observations. However, this principal does communicate and behave in very 

positive and proactive ways. Her level of enthusiasm is more subtle, yet it is evident. 
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The MMS principal demonstrates a high level of organization and is skilled at listening. 

She consistently models excellent instructional strategies during staff meetings and 

genuinely exhibits a high respect for teachers and students. This principal consistently 

demonstrates the higher level communication attributes described and the meetings 

become a place for the teachers to learn and practice, creating a greater potential for 

teachers to model the same behaviors in the classroom and influence students more 

productively. It is apparent that this school has a culture that embraces these behaviors 

and attributes. 

Even with their differences, it was noted that the two principals are very dedicated 

to their profession and enjoy working as principals, with the continual goal of positively 

influencing teachers and creating learning envirormients that support student learning. 

In addition, the researcher knows the history of CMS well because she started her 

career in the same school district over 20 years ago. The high percentage of students 

qualifying for free lunch has always been a significant indicator of the student population. 

Student achievement has always been important to the district's focus, however never in 

the context of its relationship to the low socioeconomic student populations. Staff 

development opportunities have always existed, however, never organized or 

implemented in ways that take into consideration the context of improving social mobility 

or preparing students specifically for future success in higher level occupations. The 

researcher has to conclude that overt emphasis on the utilization and implementation of 

communication attributes that focus specifically on internal standards of communication, 

future role orientation, the use of varying techniques to support expanded cognitive 
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development and academic achievement and the emphasis on verbal presentation skills 

have never been highlighted by leadership as critical to the progress of students at CMS 

or at other schools in the district. This realization causes the researcher to wonder about 

two considerations. Does the study presented in Camoy and Levin's (1985) book, 

completed approximately twenty years ago, and this current study on leadership using the 

same parameters, signify that times have not changed regarding the communication 

behaviors used in different socioeconomic settings? Do the standard communication 

practices of educators continue to relate to their social perspectives and beliefs, as well as 

the beliefs of those being educated? Does this imply that communication patterns linked 

to social class reoccur time after time? It is an important consideration, and yet other 

variables may influence this phenomenon. 

It was observed from the interviews, that the teachers and principals purposefully 

select specific work settings or schools that meet and reinforce their desires and 

aspirations. During the interviews at each school, teachers and principals claimed to 

choose a school or district for employment for one reason or another. One reason may be 

directly linked to the belief that the work place reflects the beliefs of their own 

backgrounds and upbringing. The researcher believes this to be true for both principals. 

However, the principal of CMS does have vested interest in the school and district, since 

she is a product of the school system and grew up in the community. She started her 

educational career in the school district and continues to work there. The principal of 

MMS also demonstrates an interest in the same district because her career in public 



136 

education started in the district. This indicates that her educational beliefs are being 

supported at MMS. 

Other factors that impact education are the political contexts that influence district 

and school envirormients. Bolman and Dean (1997) describe that the intent of the 

political frame is to influence leadership practices. According to Bolman and Deal the 

overarching role of the political frame is to assist leaders to identify and understand the 

interest groups of the district and school, and understand that these groups have enduring 

differences and purposes for existing. Bargaining and negotiating often become 

important behaviors for leaders to master. The focus of each interest group greatly 

influences the day to day operations of school and district environments. Power becomes 

an important resource and a catalyst for behavior choices. Power bases are formed and 

reinforce the goals and actions of an organization. However, power bases may also be 

indirectly driven by factors related to socioeconomic pressures and characteristics. 

The parents of the students attending school represent one type of power base or 

interest group. Parents can demand behaviors and outcomes of principals, teachers and 

students. These demands differ from community to community. If a large percentage of 

a school population has membership in the lower socioeconomic class, the parents from 

these communities act very differently when compared to parents in a higher 

socioeconomic class. Parents from lower socioeconomic backgrounds place fewer 

demands on schools. Socioeconomic factors alone assist leaders in their decisions related 

to the long range goals of a school. Community pressures influence their behaviors. 

Leadership actions often directly relate to the needs of the constituents of the school 
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community. The demands at MMS from outside power sources are far greater than those 

at CMS. The parents of the students at MMS may also place extensive pressure on the 

school to meet high expectations related to exemplary student performance and high 

student achievement. 

The political realities of an organization are also guided by outside agencies and 

their mandates, such as state and federal laws and regulations. In today's educational 

realities outside mandates do dictate the need for continuous student improvement 

demonstrated by improved academic achievement scores on standardized tests. The 

federal laws that govern the many mandates of the No Child Left Behind Act (January 8, 

2002) illustrate one example of a strict federal program that dictates change. One strong 

reason that both principals emphasized the importance of improved student achievement 

data is due to the demands of the No Child Left Behind Act. Each principal addresses 

this issue differently, but the emphasis is apparent at each school. 

As stated earlier, the educational backgrounds of the principals are very similar. 

Both have attained graduate degrees in educational administration or leadership. Both 

started their educational careers in teaching. Both selected the district that they currently 

work in to begin their careers in public education and still remain in the same district. 

Both are recommended as being highly effective leaders in the district by their 

superintendents. Are the educational backgrounds and experience levels of the teachers 

from each school remarkably different from each other? Do any of the schools 

represented in the study demonstrate overall consistency in regards to higher numbers of 

teachers being retained over time and their level of educational training and expertise? 
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To examine these questions, data from each schools state report card were analyzed for 

teacher educational levels (Table 1) and teacher tenure (Table 2). 

Table 1 

Percent of teachers with master's degrees or higher over a three year period 

Schools % masters degrees or greater 

Two Years Prior to Study CMS 61% 

MMS 89% 

One Year Prior to Study CMS 55% 

MMS 62% 

Year of Study CMS 61% 

MMS 60% 

Table 2 

Teacher Experience: Three years or less and ten years or greater 

% of Teachers with Master's 

School 3 years or less 10 years or greater 

Two Years Prior to Study CMS 7% 32% 

MMS 30% 34% 

One Year Prior to Study CMS 24% 38% 

MMS 36% 20% 

Year of Study CMS 7% 32% 

MMS 19% 43% 
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The educational backgrounds of the teachers from both schools are similar; 

greater than 50 percent of the teachers have masters' degrees or better. However, at 

MMS tv^o years prior to the study, a high percentage of teachers had masters' degrees or 

greater (89%). The percentage drops significantly the next year, which indicates teachers 

leaving the school. The educational backgrounds at CMS are similar year to year, 

fluctuating slightly the year before the study. 

The years of teaching experience differs from school to school. MMS shows a 

higher percentage of teachers with experience of three years or less year to year compared 

to CMS. More inexperienced teachers appear to be employed at MMS, as positions 

become open. This may indicate difficulty retaining teachers at MMS due to the high 

expectations and demands of the leader and the organization. However, it may also be 

due to low starting salaries in the region, including MMS. 

The student population at MMS has remained constant over the last three years 

due to the stabilization of population growth within the district boundaries, while the 

student population has increased at CMS due to new residential developments in the area. 

The increased population at CMS has required the addition of teaching positions each 

year, along with higher class sizes. Both schools show teacher movement. It is not 

known how many teachers have left each school due to retirement. 

Conclusion 

The communication strands in this study may lead readers to question why 

specific communication research was not used as a basis for understanding the 

complexities and findings of the study. From the start, the researcher did not want to 
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confuse the specific themes and attributes of communication related to social class 

described in the Camoy and Levin (1985) book with the broader scope of communication 

theory, where social class is not the focus. 

While many factors influence the effectiveness of principal leadership, 

understanding social class differences and the communication attributes that foster social 

mobility continue to be very important. This knowledge can only enhance leader beliefs 

and actions and prepare them to better inform their teachers and meet their needs. The 

practice of communication techniques that utilize internal and external standards, present 

and future orientation, the enhancement of verbal presentation skills, and the 

reinforcement of overall cognitive development represent specific areas that can be easily 

applied to a principal's future planning for staff development. Educating leaders about 

the differences between social classes and how these differences impact education is 

important in order to create more equitable school opportunities. This knowledge may 

serve to close the gaps between the rich and the poor in terms of cognitive development 

and academic achievement, creating closer to equal educational opportunities for 

advancement. 

It appears that an overall goal for schools, more overtly stated and reinforced, 

should be the preparation of all students for opportunities in higher level occupations or 

the training for these occupations. Robertson (2000) explains that the new educational 

mandate of today demands that educational systems prepare and create skilled citizens 

that improve and increase economic values in society. Schools must be responsive to the 

changing conditions of the marketplace. Changing conditions create competitiveness and 
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which in turn generates economic prosperity. Robertson (2000) believes that educators 

must embrace competitiveness and eliminate traditions and politics that interfere with 

progress and meeting the economic needs of the future (p. 187). Times are changing and 

quickly. Student learning can no longer afford to be separated into the haves and have 

nots. 

Musgrave (1979) states that the learning in schools that reinforces the needs for 

the lower end of the work hierarchy prevents children from achieving their full 

educational potential. Success at school is a necessity for having choices for future 

occupations (p.89). Cawelti (2003) explains that school leaders need to understand and 

utilize more comprehensive indicators of future success to reflect the qualities and 

standards that teachers need to pursue in order for students to be prepared for their 

futures. Intentional communication patterns can be viewed as important indicators. 

Awareness and knowledge about social class differences provide a means for educators to 

make choices about their intentions for communication. 

Macleod (1995) and Anyon (2001) support the different characteristics of the 

social class hierarchy presented in the study from Carnoy and Levin's book. They believe 

schools have structural differences that are represented by the different social classes. 

Working class neighborhoods and their schools have characteristics that are more 

regimented, where rules and behavioral control are emphasized (Macleod, p. 12). 

Suburban schools are more open, with greater student participation, less direct 

supervision, and in general reinforcing a value system that stresses internalized standards 
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of control. These variations create different expectations for administrators, teachers, 

students and parents (p. 13). 

Anyon (2001) makes distinctions between the types of school knowledge found in 

schools represented by the different levels of social class. Working class schools 

emphasize mechanical behaviors. The knowledge and skills needed to manipulate ideas 

and symbols in their own interest are not offered. Teachers use more physical control 

(p. 148). Middle class schools perceive knowledge as an exchange value for students and 

their futures, and promote that working hard is a means to get ahead. Classroom practices 

are more varied, with some use of mechanical and rote practices (p. 150). Affluent, 

professional schools teach students their histories or the history of the wealthy classes. 

Students are taught that the power of their own group is important. The emphasis on 

curriculum is the active use of concepts and ideas, as opposed to the overuse of 

mechanics and rote behaviors. The emphasis is on individual development (pp. 150-151). 

Macleod (1995) further explains that the different school ideologies regarding 

student achievement need to become more uniform. The process towards achievement 

needs to be approached in ways that motivate, as opposed to denying certain social 

knowledge or conditions. He does not imply that everyone must learn the knowledge of 

the upper class, but asserts that self-esteem needs to be supported, positive identities and 

success stories from students' own cultures need to be fostered and academic rigor with 

high expectations need to occur. In addition, school authorities need to make a 

commitment to resources and materials for all students (p.262). 
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The role of educational leadership is very complex. Owings and Kaplan (2003) 

explain that "leading change is not a one season event. As change leaders, principals 

become culture leaders, continually nurturing the school ethos so that irmovation can 

become an enduring practice" (p.265). The actions of leaders influence an organization. 

Numerous books have been written describing effective leadership practices as a means 

to create positive school change and reform. Much of this research can guide leaders 

through processes that will have a positive impact on all fiature outcomes for the schools 

that they lead. These processes create structures for action and implementation whereby 

issues of social class differences can be easily applied as a piece to the puzzle. 

Beimis (1989) describes that effective leaders practice reflection and strive to have 

an authentic perspective. The practice of reflection leads to the resolution of questions or 

issues. It enables a person to gain perspective on critical matters. Authentic perspective 

allows leaders to be more effective communicators (pp.115, 122). Effective leadership 

requires leaders to first and foremost know what drives them; know what they want, 

know their abilities and capabilities, know their values and the values and priorities of the 

organization, and come to terms with their differences and the differences of the 

organization (pp.123-124). These characteristics are skills that serve to enable leaders to 

better understand the characteristics of the different social class levels. Therefore, leaders 

must be transformational. Transformational leaders believe and utilize "motivational 

processes that elevate organizational members' aspirations for their work and inspire 

higher levels of commitment to the organization and its purposes" (Leithwood, Jantzi, & 

Steinbach, 1999, p. 17). A transformational leader can make sense out of the 
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environment and use processes that will direct the organization toward positive changes. 

Jantzi and Leithwood (1996) describe six important dimensions of leadership 

practice. The principal of MMS consistently demonstrated all of these during the 

observations of the staff development meetings. The CMS principal may demonstrate 

these dimensions, but not consistently during the observed staff development meetings. 

1. Identify and articulate a vision. 

2. Foster the acceptance of group goals. 

3. Provide individualized support. 

4. Provide intellectual stimulation. 

5. Provide an appropriate model. 

6. Sets high performance expectations (p.515). 

Awareness of school culture can assist a leader in understanding all of the dimensions of 

a school. A school's culture can encourage or discourage change or reform. A leader 

must "find ways to uncouple learning and punishment. Create and provide a culture 

hospitable to human learning and to make it likely that students and educators will 

become and remain hfelong learners" (Barth, 2002, p.l 1). Saphier and King (1985) list 

twelve attributes of a positive school culture: collegiality; experimentation; high 

expectations; tangible support; trust and confidence; reaching out to the knowledge bases; 

appreciation and recognition; caring; celebration and humor; involvement in decision

making; protection of what's important; traditions; and honest and open communication 

(pp. 67-74). These attributes assist a leader in reflecting on their own awareness of their 
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school's culture. This awareness can improve the understanding of the organization and 

indicate areas of improvement. 

Culture building behaviors and activities reinforce collaborative problem-solving 

and shared decision-making. It provides formal and informal avenues for the principal to 

communicate and empower teachers. Leithwood, Jantzi, and Steinbach (1999) explain 

that "culture building behaviors are aimed at developing school norms, beliefs, values and 

assumptions that are student-centered and support continuing professional growth by 

teachers" (p.83). 

This study provides a comprehensive overview of some critical and effective 

indicators, characteristics and practices of principal-leaders, and how these factors and 

attributes may greatly enhance opportunities for teachers to learn. Principal-leaders are a 

critical component for school and success. The research and ideas presented illustrate not 

only the complexity of effective leadership, but also how different effective 

characteristics and practices of leaders may influence the treatment of social class 

differences in schools. 

Future Research 

This study opens the door to further research, with a larger number of principal 

participants, to discover similarities to this study, as well as addition insights to clarify 

how social class is recognized and treated in schools. The results from this study also 

provide insight into how educational policy and practices need to take into consideration 

the knowledge about the different social class characteristics and how this information 
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can be used to establish more effective training opportunities for educational leaders and 

teachers. 
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