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Abstract

With this research projéd intencedto describe the skills and disposittoneeded by
school leaders during times of dramatic cha@enge is a giveruringthis study,our world
underwent an extraordinary transformatibnMarch 202QPresident Donald Trumg@gnnounced
that ournation was facingraunprecedentegandemic With this schools across the country shut
their doors to the educational process most of us know and understamde our nationds
educational leaders were faced wgachingstudents in ways no oweould have dreamecbuld
be implementedet alonen such shorbrder As fear of the viruslissipatedand educational
leaders and others began to look at the new delivery model, a new normal began toWitterge
thisresearchl intendedto determinegheskills and dispositions needed by school leadevghiat
has becomé&e most significant and dramatic chamgeny career as an educator

As a result of the COVIEL9 Pandemic, the leaders who participated in this study were
dealing withunprecedentedoncerngelated tahealth and safety. Each of thesaderswas
passionate about leading student achievement and supporting thelustajfthis time of
uncertainty However, the harsh reality of the pandemic was schools were dramatically impacted
and forced to change their practices to meet the immeahatshorterm educational goals,
while at the same time dealing with possible life and death situations. It is important to note all
participants in this study were part of thansasState Department of Education's Redesign
Project and had been invotvé voluntary change initiatives prior to the researchthoeiforced
change caused by the pandemic, definitelynpaimtal stress on each of the participants due to the
pandemic.The results of this study indicated that communicateml culture, whicincluded
specifically targeted and timely suppas, the primary skills and dispositions neebgdeaders

during times of dramatic change.
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Abstract

With this research project, | intended to describe the skills and dispositions needed by
school leaders durintimes of dramatic change. Change is a given; during this study, our world
underwent an extraordinary transformation. In March 2020, President Donald Trump announced
that our nation was facing an unprecedented pandemic. With this, schools across tiyeshatint
their doors to the educational process most o
educational leaders were faced with teaching students in ways no one would have dreamed could
be implemented, let alone in such short order. As fear ofithe dissipated and educational
leaders and others began to look at the new delivery model, a new normal began to emerge. With
this research, | intended to determine the skills and dispositions needed by school leaders in what
has become the most sigodint and dramatic change in my career as an educator.

As a result of the COVIEL9 Pandemic, the leaders who participated in this study were
dealing with unprecedented concerns related to health and safety. Each of these leaders was
passionate about leadj student achievement and supporting their staff during this time of
uncertainty. However, the harsh reality of the pandemic was schools were dramatically impacted
and forced to change their practices to meet the immediate andeshodducational gosl
while at the same time dealing with possible life and death situations. It is important to note all
participants in this study were part of the Kansas State Department of Education's Redesign
Project and had been involved in voluntary change initiatpréor to the research, but the forced
change caused by the pandemic, definitely put mental stress on each of the participants due to the
pandemic. The results of this study indicated that communication, and culture, vehickedh
specifically targetednd timely support, as the primary skills and dispositions needed by leaders

during times of dramatic change.
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Chapter 1 - Introduction

AThe greatest | eader is not necessari/|l

t hat gets the peopliRomaldRedgan t he greatest t hi

In 2015, Kansa&ducationCommissioner Dr. Randy Watson and Deptithucation
CommissioneDr. Brad Neuenswandeset out on a mission to discover what Kansans wanted
from their schools.This first stepof a planpromoted and supported byt Kansas State Board
of Education challengkKansas educators fmd the methods that have theximumpositive
impact on studentsBy discovering what communities around the state were saying about the
current education systemmnd then discussing tlthangs needed, the commissioners were
poised to promote and create a new vision for education in Kahkasstudy seeks to more
fully understand how to support leaders who desire chartheir educational systems

Thisintroductionincludes background details about how, in 2015, the new state
commissioner and deputy commissioner traveledsshe state gathering information from
stakeholders concerning whhbse stakeholderganted fromtheir public education systenit
alsodiscussesthe need fochange in Kansas educatianddetaik the distinct challenges
discovered when a diverse group of stakeholdere askecbout the direction aheir current
educational system-inally, it will providea brief explanation of the rationale, theoretical
framework, and methodology befaeggaminingthese areas more fully @hapter3.

Chapter 2a presentation of tHaeraturedescribes how accelerated change can occur
when led by the school and district level leaderiaotides discussion on four spiciareas of
necessary concentratio@hapter utlines the methodologytheresearch site ants access,

thedata collection methods proposeddthedata analysisChapter 4 presesnt summary of

y

t h

ng



the research findingsAnd finally, Chapter Sdiscuses how the results might belsé used to
support leaders in Kansas wiwish to advance the educational system
Background and Setting

Community conversations across Kansas addressed both the academic and the
nonacademic skillaeededfter high school grduationfor postsecondary succesAccording to
the Kansas State Department of Educatio8K, 2017), leginning n the spring of 2015
Watson and Neuenswander set out acdds800 square miles #fansas to gathestakeholder
information. The purpose fathe tour was to find out what Kansans wanted from their education
system(Neuenswander, 2018According to Neuenswander (2018), the community
conversation dataas analyzed n t he fall of 2015 and Ahel ped
Education in creating n e w Vv i s iTheranmissoners spérnt time touring Kansas to
gather community data to support the upcoming wwith theintenion to use tle information
in strategic planningpr the State Board of Education (Neuenswander, 2018).

Informationwas solicitedrom community members representing economic interests,
businesses and industries, and school personnel, with a focus on children as the future of Kansas
(seeFigure 11). In total, 20 community conversations and seven Chamber of Commetgesgr
were held throughout Kansaad involvedapproximately2,000 individual participants in the
discussions Additionally, more than 100 people participaiedousiness and industry focus
groups. Neuenswander (2018ptedthat in each of these focuseaheersations, the same three

guestions were asked: (A)hat are the skills, attributes, and abilities of a successfyéaddold

Kansan(b)Whatiskil1 26s role in developing this success

measure succes) What is higheredct i on6s role in developing

how would we measure susse(p. 44). According to the participants, successful high school

h



graduates require critical thinkirsills; openness (i.e., adaptability, independence, and
creativity) communication skillsinterpersonal skillsuch azeamwork and a sense of
citizenship and moral duty (KSDE, 201 This study examirgthe specific leadership skills
needed during this period of school redesign and airasdourageedesign success bygiing
strategies with theddentified skill sets.

Figure 1.1.
Advertisement for the Community Conversation Tour

KANOSAS % KANOSAS'

Each initial community conversatiomasadvertisen a variety of mediumsocial

media, various local media agencies, tmdughschool administratoreho helped promote the
event in each area (Neuenswander, 20I8 intent was to create an environment in which all
participants felt comfdable responding and sharingach site usedn electronic means of
soliciting responset® increase involvementSpecific guidelinesvere placd to helpguarantee
candid responseOne such guideline wamt placing two individuals at the same talfléhiey

were associates or if thepare the same employment title



By the conclusion of the listening tour, events had been hahbire thar0 locations;
approximately 1,90@onstituentdhiadparticipated and an electronic survéydgathered another
100 responsefNeuenswander, 2018 he 287 focus groupsontainednemberdrom diverse
backgrounds, positions, and political parties, as well as business and community leaders
(Neuenswander, 2018)vents were held both during the day and in the everesgpnses were
gathered and analyzed from each of the community conversations, dretallasets were
compared for consistency (Neuenswander, 2018).

Finally, the 2015 Kansas community conversatiamd future strategic planning by the
Kansas State Boauof Education led to a new effothe Kansans CalschoolRedesigrProject
(KSDE, 2017).This new vision for education in Kansas vggsunded irthe tour data and
consistentlyreferenced the information gathered from the participaht® new strategiplan
wasintended to encourage stakeholders to think differently about Kansas education and to lead
the world in the success of each stud&8DE, 2015) The State Board focused on five areas:
academic preparation, content preparation, technical staitiployability skills, and civic
engagement (KSDE, 2017T.he aim of his qualitative case study wasextend the
implementation ofhis vision into the hands of school leaders and to determinehmycan
help meet the needs of each student in Kansas

The Need for Change

According to the Kansas Board of Regg2817), in January of 204only 52% of the
workforcein Kansashadsome form of postsecondary education, which did not fully mheet
currentneeds of business and industand would not meets futureneeds.This means that
having only a high school diplomane longersufficientto secure a middielass lifestyle

(Carnevale, Smith, & Strohl, 2013Not surprisingly, thisalso holds truat the national level.



Today, 80%of all jobs are inle service sectorJobs in industriesuch adusiness services,
educationhealthcare, and office services require higher levels of interpersonal and problem
solving skills because the work entails higher levels of human interaction and personalized
respnse to peoplis desiresand needs (Carnevade al, 2013).

This information, as well as the Kansas postsecondary information includegline
1.2, impliesthat Kansas students who gradudietiveer2013and2018did notleawe high
school with the skit they needdfor postsecondary succedBostsecondary success is defined,
in Kansas, as students wbontinue their enrollmeni college beyond the first ygasr who
obtain a certification from a technical school, or similar institutidhis definiion includes
consideration of an effective rat&his rateaccording to the KSDEs the graduation rate
multiplied by the success rate, which is the status of a sttwleryiears after graduation (201
Examples of these statuses incledening an idustryrecognized certificate, postsecondary
certification,or postsecondary degree, anrollingin postsecondary educationthe firstor

second year following high school graduat{&$DE, 2017).



Figure 1.2.
KansasHistorical PostsecondaryData for High School Graduates

State of Kansas Postsecondary Progress

Kansans Can Lead the

Postsecondary Progress

World!
100 Graduation: 95%
00 Effective Rate: 70-75%
80| 86.1 85.7 86.1 86.9 875
Five Year Graduation Average
70
— 86%
2 5 552 551 ors 565 Five Year Success Average
o
49.5 49.1
40 47.5 47.2 56%
30+ = n
Five Year Effective Average
20
48%
10
] - - T
2014 2015 2016 2017
Class
High School Graduation Rate Success Rate [l Effective Rate

i - ‘ ) ) ) The numerator and denominator
Graduation Rate: The 4-year adjusted cohort graduation rate is the number of students who graduate in four years with a regular high school diploma in the Five Year Averages contain

divided by the number of students who entered high school as 9th graders four years earlier (adjusting for transfers in and out). total student counts over five

Success Rate: A student must meet one of the four following outcomes within two years of High School graduation. years (2014-2018)

1. Student earned an Industry Recognized Certification while in High School

2. Student earned a Postsecondary Certificate

3. Student earned a Postsecondary Degree “‘)
4. Student enrolled in Postsecondary in both the first and second year following High School graduation

Ko&icthns

The data collected during the Kansas community conversationsheulackground for
proposing this case study, sgexlly relative to the school leadership s&#ind dispositions
necessary to enable dramatic changlee essential student skills shared during the Kansas
community conversations are currently foreign anghtmot havebeenincluded inmanyschool
leackrship conversations and trainisgssions This study vasbuilt on the community
conversatiomarrativeby collecting additional data from school leade&t® arecurrently
involved intheKansans CanSchoolRedesign Proje@ndwho were also leading dug a

nationalpandemic The goalasto identify specific skillsand dispositionsequired fromschool

leadershidiguresduring times of dramatic change.



Included in this research effate myown experiences leading rural Kansas schools
during the Kasans Can SchooRedesign Project procesklany unique challenges were
observed during several professional development opportuthiitisconductedvith small
groups of teacher leaders, buildileyel staff members, and superintenderitheseleaderstp
experiences ereexplored during the research procekaseda casestudydesignemploying
gualitative inquiry methods to elicit dai@reveal the types of skills and dispositions used by
school leadership to direct and influence rapid change

Challenges

Throckmorton(1967)notedthatthe Kansas education system has seen little change since
the 1800s Childrenenter kindergartearound agdive and move through the grade level
according to ageThese children sit in rows, are addressedrgxpertteacher, are given
information, and are expected to memorize and regurgitate the material in a standardized testing
process.Schools in Kansas predominately open their doors in August and close in May (KSDE
2018), perpetuating an educational systémosehistoryspans almost 200 yeardloving a
school system away from that dynamidifficult and wrought with human challenge&s
stated previously, focused community conversatadlowed Kansans to speak out about the
educational environment and hoveduld change to meet thmurrentneeds of the state (2015)
According to Busi{2008), one major challenge to creating new learning environmeatiack
of leadership at the individual school and district levieds wouldhelp teachers feel safe and
confident in making crucial classroom instructional changes

School leaders antkacherdace enormous pressureddvance students academically
and to show growth in learningdur current education system does not always allow leaders the

time needed to ake the changdabhatKansans suggestedle necessamuring the community



conversations Additionally, achallenging conversatiomust be hadegarding recent innovation
in educationincluding the historical perspective of the critical legislation Nol€heft Behind
(NCLB, 2001) as a means of centering the conversation on goals and change. Guilfoyle (2006)
felt this attempt to focus our educational sy
which proposes to close achievement gaps and aimi®0 percent student proficiency by
20140 UngerthisBsjandard, schools that showedeased studemicademic achievement
in reading and math to the exclusion of all other academic afeasceived federal dollars
According to KSDE, school systes set achievement goals centered on these two content areas
alone, and over timeheir focus on these assessments indeed led to demonstrable (Q@d&h
However,asMarzano (200) retorteq ft hi s approach is noble but
determining the effecti ve Marzso (200) determoedfsut r i ct or
areas in which this unfairness could be seen: the transient nature of stileras/ing
demographicsmeasuring achievemeanly by standardized megrend he use of summative
measureshat give very little, if any, guidanceor improving student achievementhange is
challenging for school leadengho areattempting to find the time twansformthe traditional
structures and processes of schools
Rationale

As the need foscholasticchange increases in Kansas, research is needed to guide school
administrator®n the skills and dispositions necessary to lead with purposachielesuccess.
Although much research has been conductethange managemeimtansas school
communities find themselves in a unique position to lead an initidiatesbeing promoted by
the Kansas State Board of Educatiwhich has coincidedith theemergency changes provoked

by theongoingCOVID-19 pandemic Theresults of tis qualitativecase study of the schools



involved in rapid school improvememtayprovide detailsegarding theypes ofcompetencie
leaderswill need to effecsuch change Kansas.

Baxter and Jack (2008) stat eskbardhdéreotanswen s e st
Ohowé and Oo6whyd type questions while taking i
by the context wit hi nAnwtormallprodess ofinguirysfar thisicasee d 0 (
study creaté an opportunity to gathgrari ¢ i pexpetiescés in a natural waiRenzin and
Lincoln (2008) foundhatthis type of qualitative inquiry couldelveinto thepoints of view of
individual participants regarding an experien8enzin and Lincolr{2008) stated that
i quant iedarahtcanygiee its neessage in the tables, but qualitative work needs to deliver its
message i n the t ex Thiséehdershipstudyieichekamrel the curpent 96 0 ) .
leaders of the Kansans C&nhoolRedesign Project and interpgéheir exgeriencesmay help
others who wish to drive dramascholasticchange in Kansas and perhapsside otthe state

Research Purpose and Questions

The purpose of thigualitativecase studyvasto explore the skills and dispositions
necessary for school amhistrators to lead during times of chan@ince 2015, th&tate of
Kansas has been involved in a school redesign effort to chdrigedducation to meet the needs
of the Kansas economyn 2020, theCOVID-19 globalpandemic pesentedadditional
challenges toceducators, whavere forced tamverhaul theipedagogical delivery modés mere
days Leading staff toward the goal of school redesigd school changean result in a

tremendous amount of pressoreschool leaders.



The following research quéshsguidedthis case study:

1. How do school leaders navigate challenges during the change process?

2. How do leaders determine the skills and dispositions most beneficial during rapid

change, including during the COVAIDO pandemic?
3. Why do school leaders pereeicertain skills and dispositioasvaluable during
change process?
Theoretical Framework

This studyusedan interpretive approadb evaluate how leadership skills and disposition
affect the goals and outcomes of school redesign in Kaf$esprimay characteristics of
interpretivism allovedthe researcher to create a vwdyinderstanihg the social world, which, in
this contextjs that of the publieschool culture in Kansas (Bhattacharya, 201t is with the
foundational assumptions witerpretvism in mind that the research and analystsew
conducted

Survey data and interviews with Kansas building and district leadeetive sources of
data for this studyFirst, the development afurvey questions asbuilt andguided by the
literature eview detailed irChapter 2 Thisprovided broad input from principals and
superintendentandhelped tanform the semstructured interview question®Vivo
(Castleberry, 2014)as useds a tool for data analysi§Velsh (2002) notethatthe useof a
software progranduringdata analysis could add rigor t@aalitativestudy According to Yin
(2017), the main purpose of op@mded questions is to tie the respondiatswers to the
original questions Next, during the recorded interview processm-structuredquestionsvere
askedfollowing a review of the qualitative survéy assist in the identificatiomentify themes.

Analysis of the transcriptionzrovidedfuture guidance on the skills that Kaasaperintendents
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and principalsnust posses®tead a school redesign initiativeinally, documentsvere
obtained to help provide detail about particular interview topics, such as communication,
scheduleseducator professional learnirayd so forth

Methodology

This qualitativecase study and ¢hdata collectethtended talescribe the insights of
school leaders involved in the Kansans GahoolRedesigrProject. The study igjualitative in
that it seeks to understand the leadership skills and dispositions of current school leaders serving
in Kansas schoolsho areparticipating in theoroject The theoretical framework lends itself to
the notion of interpretivism as a means of informing the reselatihviasconducted ands
discussed in a later chaptérhe primary characteristics of integbivism allow the researcher to
create a way to understand the social world (Bhattacharyd),2@ich, in this context, would
be that of theublic-schoolculture in Kansas.

Baxter and Jack (2008) suppedty i n 6 B7) ags@tdn that the most appropedime to
use a case study is when the situation calls for the provision of context around a phenomenon.
This case study watividedinto i h o andii w h guéstionsandthen an assumptiomas made
thatthe research factors cannot be manipulagzhuse fothe many variations in the contexts.
Furthermore, Creswell (23) suggested that creating specifics around time and place are of
importance to case study methodologyis case studyprovidedan opportunity for me to bind a
specific time and place ofwgly to research tHeadershigskills and dispositionsequired of
school leaderduring times of change

The survey response$ Kansas schodeadershelpedinform the questions posed during
the semistructured interviewwiith each of the school andstlict leaders One advantage of

using survey data is that the resulting information can be viewedlastive ofa moment in
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time or an individua eealworld experience (Kelley, Clark, Brown, & Sitzia, 2003)he
surveyquestionnaire wssent to alKansasschoolprincipals and superintendermisectly
involved in theKansans Can School Redeskoject The collected data asanalyzed with the
intent to discover themes that may lead to further conversation about developing I&aders.
gualitativesurveywas sento 85 Kansas school leaders and thieen results weranalyz2d The
survey vasdesigned around the key areas that entargthe literature revienwcontained in
Chapter 2.The results of the survelien informedhe development of themistructured
interview questionsBYy guiding the dialogue to key areas identifiemm the results othe
survey, deeper reflectiongere obtained and supported the interview process.

In addition,selectschool leadeparticipantsvere askedperrended semistructured
interview questions, whicthen allowedeach to explain theedesigrprocess from their
perspective as a leader and akalfor ease of conversationn the Dixon-Woods, Agarwal,
Jones, Young, & Suttof2005)model, prominent themesosefrom qualitative analysis.
Thereforea themati@nalysis of the interview transcripti®guidedhe final presentation of the
datg which reveathe dispositionsequired of school leaders to effectivédadtheir schools
during times of change.

The nterviews with Kansas school leadersupled with the survey dataerethe
primarysource ofdatain this study. Themes arose from tliecorded interviews ardhta
review. An analysis of the transcriptiomsmcoveredconclusions about Kansas school leadad
the skills and dispositions they need to lead a school redesign initiative effectively.

Significance and Limits of the Study
Within the scope of the Kansans Can School Redélmact state department leaders

and other professionatsirrentlywork with approximately 150 schools to createewsystem
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for Kansas studentsThe purpose of this studyasto determine what skills and dispositions
leaders need during the Kansans GahoolRedesigrProject to support staffuringdramatic
change.Thefindings of this study may be of use to individuals who support leaders and teachers
andto those responsible for selecting leaders who can intentionally lead dynamic school change.

As a state, Kansas proviimany opportunities for leaders to practice &one their
leadership skills.In their articlereview of theNational College for School Leadershiparley
and Evans (2004)otedmultiple approaches techolastideadership and how the contrast
among leadership theories cogl@atdeadership sucss. The results of thqualitative survey,
the semistructurednterviews and any documents and artifacts colleatey also be of use to
all who work with and support educational leadmntside of the state of Kansas

One limitation of this study isat Iremainecemployedas thedirector of Teacher
Licensure and Accreditation tite Kansas State Department of Educatiile | conducedthe
research Because tonductedhe interviews, participantsight haveperceivel the interviews
as evaluativen nature andnay have beereluctant to engage in honest and forthright
conversation.However,| believe thatbecause othe length of time | have been involved with
each systef more thartwo year® | have established trusting relationships with theseach
leadersand | did not find thiseluctanceo be the casel am also involved with the Kanss
CanSchoolRedesigrProject, and haveperformedwork for the study siteghere the semi
structured interviews took plac&his could be perceived gsesentinga conflict of interest.
Nevertheless, | intend to share these concerns with each partitjpaaissure them that the
conversations are completely confidendial anonymousndto guarantee thahe resultaill

beused for educational purpasenly.
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The major focus of this studyasto determine the skills and dispositiaesjuired of
school leaders during times of chandowever,on March 13, 202Ghortly before the closing
of the draft of the defense and proposal work, President Donaitdpideclared anational
emergencyconcerning thaovel coronavirus disea$2020) This declaratiomprecipitated
radicalchangs tolife across the nationimportant for this study, our schealeasedo existas
we knew themand many school leaderscheducators scrambled to find new ways to continue
studentearning Additionally, KansasGovernorLauraKelly issuel thefirst of several
executive orders (2020) limiting the size of public gatherings, finally implemenstajewide
stayat-home ordepon March 28, 2020 Thepandemic has increased tngent need for
successful change leadeas all school leaders anew involved in managing the charge
initiated by school closures, new safety processes, and systemic protocols

Although this study my result in the creation of positive goals and the achievement of a
new direction for school leaders in Kansas, forces atquaid prevent even the most successful
leaders from moving an initiative forwardt could be argued that only using Kansasléra
who are currently involved with the Kansans Can School RedEsijgctmay not provide a
complete and comprehensive pictbexause ofhehomogeneityof the leadership
characteristics within this populatioft.is essential to understand that k@nsas CanSchool
RedesigrProjectis only in itsfourth year of implementation, arfdture analysis will outlinés
successes and failureBurthermore, this study may be limited by not including the voices of
each indivi dua Adesisomwa®nmadesarlytingha studgdesgn process to
add ths inputand to encourage others to analyze and engage with theggaviteipants in
Kansas educationAs a researcher and lifelong educator in Kanseatrle tahis decision in

part becausef the current role | hold as a Kansas educational leader.
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Operational Definitions

. Kansas State Board of Education (KSBoE): The 10 elected board menfitzers
oversee K12 education in the state of Kansas.

http://www.ksde.org/Default.aspx?tabid=92

. Kansas State Department of Education (KSDE): The state educational agency that
works on behalf of the KSBoE to ensure federal and state compliance and to advance

and implement the goals of the K&B http://www.ksde.org/Home

. College and Career Ready (CCR): As defined by thedESRB successful Kansas
graduate has the academic preparation, cognitive preparation, technical skills,
employability skills, and civic engagemt to be successful in postsecondary
institutions or to move directly into the workforaéthout the need for remediation.
http://www.ksde.org/Default.aspx?tabid=1007

. 21%Century Skills: Commdny referred to as dAsoft skill
including grit, conscientiousness, work ethic, teamwork, interpersonal and

intrapersonal skills, and agreeableness.
https://k12.thoughtfullearning.com/FAQ/whaite- 21 stcenturyskills

. Community: A group of people who are socially interdependent, who participate
together in discussion and decisimaking, and who share certain practices that both
define the communitgnd are nurtured by itSuch a society is not quickly formed.
almost alway#as a history and is thus also a community of memory, defined in part
by its past and itmmemory of the pagBellah, Madsen, Sullivan, Swidler, & Tipton,
2007).

. Kansans CafchoolRedesign Project: A process by which school systems and
buildings transform the delivery of education around the following principles: student
success skills, community partnerships, personalized learning, arwiomal
applications.

. Dispositions:Those underlying assumptions values and bdlgsthat were

employed while leading a school duritignes ofchanggSanders & Kearney, 2008,
p. 6)
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Chapter Summary

In this chapter, | built a framework describing®®8BoEb s goal t Kansas desi gn
schools by 2026The aim of the proposed study is to identify the skills and dispositions needed
by leadergarticipating inthe Kansans CaichoolRedesigrProject. Therationale for this
studyaimedto determine how school leadérsost importantlysuperintendents and
principal® are navigating the challenges of this critical waken during a time of
unprecedented health conceraisdthe studytried topinpoint the skills and dispositiorisat
lead to succesg-urthermore, | discussed why | dsequalitative case study to identify the
strengths and weaknessdshea p p r oleadehsdave used to suppeducatorsiuring this
process.In addition, | shared the possible limitations of the study and some thoughts on the
future implications of theasults. The intentionwas thathe information gatheremhight

continue to support our Kansas leaders as they redesign our schools
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Chapter 2 - Literature Review

This chaptepresented review of the extensive research associated with school
leadership, change, asdntinuous improvementn his early studyrelated to leadership in
schools,Small (1902), Superintendent of the Rhode Island school system, wrote about the
beginnings of Biosmtla35tad1636 [Siace ihat timémpyhadidebsarose
abou the way thatschool leaders affet@arnerachievementIn Kansas, the push to redesign
education began in 2015 (KSDEJhe intended goal was to change the vision of education
District and building leaders continteework hard to lead the proposedange This literature
review sets out to determine the skills and dispositibatsare already considered necessary for
school superintendents and principals to acquire or learn to supporstaigechangeTo
ground the definition of skills and gissitions, | referred t&atzd €1993)explanationfi a
pattern of behavior exhibited frequently in the absence of coercion constituting a habit of mind
under some conscious and volutu&®ry contr ol [

Beer and Nohria (2000)ted that 70% or more of most change initiativestfadause of
challenging environmentsThe key to success lies in prepared leaders (Kowal, Hassel, & Hassel,
2009) who realize that a strong commitmismecessaryandatransformed leadership is kay t
that commitment Knudson, ShambaugandOé Day (2011) reported that
included an influential culture of changthe appointmentf a strong leader, active teaching,
data analysis, community involvement, and piloting those ideashbaed promise as factors
that improved struggling schools in California.

Four Domains
For the purposes of centeringsthesearch on school leadership and its effect on rapid

school change, thfollowing frameworkouilds a strong foundatiorilhe framewerk was
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developed by WestEd, a nonpartisan, nonprofit research, development, and service agency that
works withthe educatiorsectorand other communitiesThis organization has roots in a
bipartisan initiative from 1966 that allow€xbngress to creategmnal laboratories across the
country to improve education and learning for studeitse intention was to create a starting
point for theextensive volume ddvailable researcdtelating toschool leadership and to build a
broader understanding of the ipact on school leaders during times of rapid change

More recently,the Center on School Turnaround at WegtEtksoret al.,2018)
developedhe Four Domains for Rapid School Improvement: A Systems FraméRedding,
McCauley,Jackson, & Dunn, 2018)Thesescholars conducted a medaalysis of existing
leadership researciheyfoundstrong evidencéhatthese four areas atlee most impactful
when examining school improvement efforshis model was developed as a framework to
assist states, distt&; and schoolthat areworking to change educatiomurnaroundeadership
(Baroody 2011, Brady, 2003 Hitt, 2015 Leithwood, Harris& Hopkins, 2008),talent
development (Andersorsteffen, Wiese, & King2014 Darling-Hammond 1999 2007,
Guskey 1999 Hallinger, 2003 Steiner & HasseR011),instructionakransformation (Anderson,
Leithwood & Strauss, 201®Brownell & WaltherThomas, 2001Hamiltonet al, 2009
Tomlinsonet al, 2003), anatulture shift (Bryk & Schneider, 2002Epstein & Sanders, 20;
Lambert 2002 Masumoto & BrowAWelty, 2009 Redding 2014) are the keys to school
turnaround and improvemetitateducation systems should address to successfully change
schoolsandthey are thfundamental practices for school improvemerairther,WestEd
clearly articulated a framework to include each level of educétierstate agency, the local
district, and the schooEach of theséour domainswill be defined and expanded throughout

this chapter
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Turnaround Leadership

Turnaround leadership defined as prioritizing improved communication, monitoring
shorttermand longterm goals, and customizing and targeting support to meet the needs of the
improvement procegdackson et al., 2018)n-depth school redesign lies in the vision and goals
of school improvement implemented by the district leadership teblaisis (2005), when
looking at the field of school improvement, notbdtthe most recent studies point toward the
importance of capacityuilding as a means of generating and sustgisainool improvement.
Hassel, Hassel, Arkin, KowadnhdSteiner (20063aidthatit is imperativethatthe turnaround
leader possesslequatdeadership strength to depart from the way things have always been
done.
Communication

Further developing the daftion (Jackson et al., 201&iallinger (2003) found very
similar resultsessentialljthatthe most effective instructional leadership stratefyieason
threeareasidef i ni ng the school 6s mission, managing
positive school ear ni ng c |. Halliagerd2003liypwdedthgse thleeommunicative
areas intdlO subinstructional leadership functiongaking this tirther, Hallinger (2003)
concluded that there was agreement regarding prior understandiegdexship as a means of
promoting instructional chang&Vhen the leader provides integration amonglibkeadership

functions, schools can bengfseeFigure 2.).
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Figure 2.1.
Instructional Leadership Model

Imstructional Leadership Model

Defining school 1. Framing school goal
goal L | 2. Communicating school goal
. Ma.naging 1. Supervisingand evaluating instructions
instructional 2. Coordinating curriculum
programme 3. Monitoring students’ development
1. Protecting instructional period
. 2. Always seen
Pmms;:il;it?hml 3. Providing incentives for teachers
| 4. Promoting professional development
5. Providing incentives for students” learning
Goal Setting

In his workin the corporate fieldKotter (2009) warnedleaderaot to movetoo quickly
to declaresuccessegarding majorchangg n hi s words, fAchange stick:¢
way we do thingaround heré when it seeps i nt o Sdhdoldeadersoodst r e
must havealatathatshows either movemenibward the stated goads growth and improvement
over a substantial amount of tifedeclare a school redesign project a succes€anada,
largescale change has demonstrated success iniareagch an identified leadership capacity
is builtandwheretargeted goals and data points are used to measure gr{fguéan, 2009).
Whether leading educational or cooperate reform, majorgehanitiatives take time, and moving
too quicklyor skipping any intentiond} defined stepsloesnot set the groundwork for

sustainability
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According to Ololube (200) the relational approach between individudises goal
achievement Waters and Marze (20(0) noted that ischool superintendents do not monitor
goalachievementthen the process of gosgttingis purposelessinconsistencyetween
articulated goals and the practices of a school system inslecatear lack of focus and

communicatiorof goals Further, Waters and Marzano (2006) siate

The superintendent who implements inclusive gedting processes that result in beard
adopted Anonnegotiable goals for achi eveme
align their use of disict resources for professional development with district goals, and

who monitors and evaluates progress toward goal achievement, is fulfilling multiple

responsibilities correlated with high levels of achievemgntl3)

Hallinger (2003) noted that a cédamnation of the three focus areas, delineatedi6to
subinstructional sectionsséeFigure2.1), constitute the basis for leading and communicating
the goals of schoalgrullan 002 furtherstatedthat the best leaders maramn overwhelming
amount & complexity and division Thereforethe number ofskills necessary to lead in times of
change can be overwhelming
Targeting Support
One of the characteristics of turnaround leadernsitiph e | eader 6s abil ity
improvement and targeted supp Strunk, Marsh, BustMacenas, and Duque (28)1sttedin
their extensive studyschool Plan Quality and Implementatithataleadeés connection to
quality improvement for students and the increased involvement of central officeestatéd in

suaess in quality implementation from the first to the seqgrat Further, Strunk et al. (26)
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noted that time anthee x per i ences of | eadership staff migh
increaseo (p. 282). Cons e geatésmatidtinguishipgrfactorini t i z i n
turnaround leadership

Schmoker (2004) believatiatany substantive change process needed clear goals and
eay access by teamsto move forwatd Sc hmok er 6 s the fair@odmanyo pi ni on,
school improvementprocese s was t he vastness of these effo
suf f e rd26y Bullah (20®) further stated that is paramount for leadership taaintain
transparent instructional practices to improve teaching and leataikgow thatany proces of
improvement takes timég shae the tasks of learningo focus on systematic change,
understand thdalented people need time to work togetbheget clear standards and
expectations, antb foster an attitude afaring and respect among staff
Talent Development

Talent development can be defined as recruiting, developing, retaining, and sustaining
talent, targeted professional learning, and stating clear performancéJga&ison et al., 2018)
While studying the competent principal, Clg#017) foundi e ach pri nci pal built
capacity, recognized change, and responded by motivating teachers and self, supporting
continued collaboration, recognizing and encouraging teacher leadership, and adapting to new
ci rcumst a rrorteesnioe, Clark (2067) noted that principalerefaced with difficult
decisionsandsuccessful leaders kept all stakeholders at the forefront of their deiaking
Productive and successful building leaslieray focusprimarily on sustainabilityo supportthe

success of school change.
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Recruiting, Developing and Retaining

In their study of successful leaders in Singapore primary schools, Wang, Gurr, and
Drysdale (206) determined that the principal, as a recruitment leader, played a significant role
in the success and effectiveness of the schidotably, celebrating success publicly as a tool for
building momentum to sustain the change initiative was an effective strategy to support the
faculty involved in a changing school systeWtang Gurr, and Drgdale(2016) st at ed, At h
principals were competent and successful in communicating the school plans to different levels
of the school c locamrbe aoncludgdthal sphdmlil@ng feaders who
proficiently recruit and support staff appearbe more successful.

Strategic recruitment efforts are also an element of talent developimeheir research
on preparing leaders for a changing world, Darlitegnmond, LaPointe, Meyerson, Orr, and
Cohen (2007) notethhat a dominant factor for sussful schools were those withp r o g r a ms
focus[ed] on enrolling experienced teachers with strong teaching and leadership skills, who are
commi tted to educ.aariinghamimond et a. 200&)durtiempnoted Bhat the
most successful leadezame to a new position with extensive teacher leadership skills and
commitment to instructional improvemenh their work, Guarino, Santibafiez, and Daley
(2006) supported the idea that experience matters in areas of recruitment and retention, noting
that Aattrition is high for young or new teach:e
t e ac her sAccordipgly fa8Using.on planned recruitment and retention efforts may
positively dfect student outcomes

In Kansas, thé&lentor and Induction Pragm GuidancdKSDE, 2015) document
outlinesthe skills needed by leaders to develop and sustain their prastieading stakeholder

teams, leading the development of a school vision, creating a positive culture, sustaining a
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culture of collaboration, esblishing a communication plan, monitoring a strategic plan, securing
and allocating resources, and collaborating with community and special interest ddaugsh
(2001) noted that schools that work intentionally to mentor and develop school leaderd sho
staff members reportinigigher motivation and job satisfaction andreasingheir work
productivity to lead othersMitgang (2007) explained from\&allace Foundatioreport,iit h e
primary goal of mentoring should be clear and unambiguous: to pnogidgrincipals with the
knowl edge, skills and cour adgreeKansansbaeScloaole | eade
RedesigrProject calls for leaders to be supported so that they, in turn, can support the work of
others.

Guarino et al. (2006) reviewedetempirical literature on teacher recruitment and
retention and found that the highest turnover ratesirduring the first few years @fteaching
careerl n yet another qualitative study, Hughes (
understand their el of influence and guiding them toward building a positive working
relationship with teachers and empowering tea
Evident in both qualitative studies is the idea that leadership can impact the recruitchent a
retention of teachers.

SustainedProfessionall earning

While reviewingdistributed leadershjayrowetz (2008) explagdthe waysthat
education researchers have misused this term and created confusion relative to the learning of
others. Further, Mayowetz (2008) worked to simplify that study and found that a more aetivity
based approacim whichleades work to develop their skill and that of oth€esg, using a
professional learning communjtio engage in reflective practices, could be bendficia

Mayrowetzéds (2008) study noted how having mul
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determinantal to the practice of leadersHhifayrowetz(2008)concludediit he f i el d s hou
continue to operate along several tracks as we try to find coonettetween distributed
leadership antheoutcomegshatma ny i n the field care abouto (p
empowering teachers in leadership rotdkiencesstudent achievement his supportshe
notion ofdeveloping, retainingand sustaiing teachers as a possible leadership giall is
necessaryor changgWilson, 2016) Further, Hunzicker (2017) developed a progression of
descriptions, including the nurturing thfeteacher and the nature of the setting, as a tool for
developing theeachelas aleader Teacher dispositions, as notedTatto, Richmond, & Carter
Andrews(2016)include risktaking, being a lifelong learner, being a team plagedhavingthe
desire to make a differengeall of which arenecessary for teacher leadepsh_eaders who
foster teachers to lead may be more successful than those who do not have the capacity to build
these skills in teachers
Wilson (2016) further described teacher leadership as difficult to define from the
principal viewpoint Childs-Bowen, Moller, and Scrivner (2000) agkthat the best definition
of theteacherasl eader shows teachers working in Aprof.
student learning; contributing to school improvement; inspiring excellence in practice; and
empower i ng stakehol ders to parti ciThisastudyintetn educ a-
to clarify how leaders can understand the importance of talent development in the school setting
Research conducted by Borko (208d)ndhealthy professional leming communities
create a safe space for professional learning to o€ragssmanWoolworth, and Wineburg
(2001)concludedthatthe work of building communities of learners among teachers was arduous
andtime consumingGrossmaretal.,( 2 0 0 1 ) odoster suehsdiscussions, the professional

development leader must help teachers to establish trust, develop communication norms that
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enable critical dialogue, and maintain a balance between respecting individual community
me mb e r A. AAn ifitgntionalfocus on professional learning communities will provide more
support for teachers as they work to redesign schools

In his early research, Guskey (2002) noted that meaningful professional learning should
focus on what the school system wants to achieverms of learning and learnerSuccessful
talent development among staff requiresgoseful planning and consideration for the
effectiveness of professional learning their quantitative research on the portion of a
principal 6s t ¢gprofessomaldearninggrisson, itoebandMaster (2013) noted
thatthe greater the timieuilding leaders speiin classroom observationhe higher student
achievement Moreover, Grissom et al. (2013) fouttdht thedirect coaching of instructional
prectices positively affeetd school improvement efforts

Performance Goals

Marzano, Waters, and MciNy (2001), in their broad study of schotdvel leadership,
found that successful change may not occur with haphazard attenticeingigoals and may not
result ina successful shift in strategy for student succes$act, with unfocused attentiam
too many goals, even the most successful superintendent can fail at sustaining and maantaining
vision for change The current focus of th€SDE (2015) is on specific goal areas for school
successsocialandemotional growth, kindergarten readingbgimplementation of individual
plans of study focused on career interest, increased high school graduation rates, and
postsecondary completi@mndattendance Marzano (200) referedto anidea of nonnegotiable
goalsas goals fowhich there is no leewagndstatedthat the districd #ocus must solely be on
these goalsKansas education systems show the most success when goals are clearly defined

and given tb most attentionThe initiatives of the Kansans Can School RedeBigject have
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been predetermined by tK&SBOE, meaning thaschool system leadensay needcertainskills
to focusonthose areas and create goals that will, over time, show growth anoviement

Professional learning communities within a school buildiagethe potential for
transforming instructionHuffman (2003) believethatkey to instructional change was the
creation ofashared vision angharedvaluesto direct the work of tachers in any learning
community Principals and school system leaders neesktbiglls to learn how to jointly
develop a shared mission aadision that guides all schobluilding work Marzano and Waters
(2009) agreed that defining nonnegotiable ga@addcarefuly monitoring those goals was
paramount to redefining our school systemghis setting, transformational change may occur
Instructional Transformation

Instructional transformation means diagngsand responidg to student learning needs,
providingrigorous evidenc®ased instruction, and reninyg barriers and providg
opportunitie§Jackson etal., 2018Mar zanobés (2007) study found ¢t
curriculuminfluencedstudent achievemerincethese itemsvereagreed uporadherence to
these instructional goals was maintained at the district.Iév@y known discreparnccould be
addressed bthe school leadership, and corrective action could be implemeMadzano
(2007)wenton todescribehow goals related to curriculuand instruction must be adopted
based on relevant research amastmaintain clear and focused implementati@oth of
Mar zanods (2007, d&dirdng fpcussoh solitlicuerisulappractipes that led to
higher student achievement

Guskey (D02) further notethata quality systenfior evaluating learning opportunities,
rather than simplgnecdotal information, should be used to determine the successful

implementation of new learningn their studyon effective teachingStronge, Ward, Tucke
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and Hindmar(2007) found that conneetiteaching and connected learning opportunities were a
natural byproduct of good professional learnifilgerefore school leaders should focus on
developing avell-trained supportedandtalented teacher for evesyudent

Diagnose and Respond to Student Learning

Newmann, Smith, Allensworth, and Bryk (2001), in their quantitative study of coherence
in instructional programming, found thetudent achievement increased with consistait
membersand teaching préices Furthemore Baroody (2011) noted in a study fradalkins,
Guenther, Belfiore, & Lash{2007)thathigh-performing schoolttendedto increasehefocus
onaligning the curriculum and assessmeatglthey demonstratea deepened understanding of
instructional practice This same study included data on tperforming school¢hat didnot
creat a focused practiclbut alloned more freedonfor teachers tehoosanstructionmethods
and assessmemntThis provides further proof thabncentrated gogland constant attention to
specified goals may increase student achievement

The ability to diagnose and respond to student learningcestelvelop appropriate ways
to increase student achievement could be transformational in change processdisedtahsas
Redesign proces#According toHamilton et al(2009) in their guidéJsing student achievement
data to support instructional design makiggide,noted that mganizing teacher teams around
improvedstudertcenteredeaching enables teackén be pepared to act out a datased plan
for instructional improvementFurthemore the document details the importanceseiting
asidest ructured time for Ateachers and school st
student sé6 acahdicedeménf ydanat r uc Datnhomaand Patkhanges o
(2014) showedhebelief that allowing teachers the opportunity to work together to make sense

of the data, to plan instructipand to discuss how to fully implement the needed instrudtiona
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change wuld improve achievementlit becomes the role of the school leader to provide these
opportunities for instructional staff to respond to student learning

Rigorous Instruction

According toMatsumara, SlateendCrossan (2008), teacher expedas for students
influencethe rigor of classroom instructioMatsumaa et al. (2008¥urther notedhat
expectations and rigor support each other and lead to a deeper and more meaningful student
learning experienceRigorous standards instruction felachers, therefores an important part
of instructional transformation during rapid changackson et al., 2018Blackburn and
Williamson (2A1)st at ed, #Ai f we expect student to | ear |
of understanding, notondra dt h o f ¢ oMe evaugt®roand agjustmanftbé
curriculum andf teaches Gnderstanding of standards may impact student learning in times of
change

Remove Barriers and Provide Opportunities

Hallinger (2003notedthata | e a d dty té developarmpatmosphere of innovation
createdchange School leadersho best created sustainable chaoaefully selected purposes
and practices that they supported and developkdlinger (2003) further noted that previous
schol ar s foend that thesskilllunetadenship of school principals was a key
contributing factor when it came to explaining successful change, school improvement, or school
ef f ect i B2&Ln Ehs seesearmassignificant because it showed how a school leader
could impact the instructional environmemtdsustain and maintain innovation and change

It is possible that a methodical procéssgetermire how traditional activities or barriers
might impede learning ianothemway that systemsiight affect changin the learning

environment Cantor, Smolover and Stamlg&010) noted that poverty could be a barrier to
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expecting excellence in learning from studertttowever studyinganyother barriershatmight
be evidentand systematically addressing thoseibesrcouldl e a d t-spreatseaiallecand
sustai nabl e Cantosdta.m26). €his&imdraftorgdnizedteentionpaidby school
leadergo obstaclesnay lead tamprovedstudent success and a change in the learning
environment
Culture Shift
Culture shift is defined as the ability to build an atmosphere focused on student learning
and effort,soliciting action on stakeholder input, ahding ablgo engage students and families
in the pursuit okducatiomal goals(Jackson et al., 2018Peter Druckef1995)is credited with
saying culture eats strategy for breakfaddyand Hannunf 1 997) defined cul tur
of shared orientations that holds a .unit toge
Hawkins (2009) notethatleaders are being called to build trust, learn the art of delegation, team
build, and possess the ability to create a sustainable vistomenvironment of any workplace
today demandthatthe leadesinvite their staff to participate in conversationstkvopen and
honest discussions about the direction of a school building €t&ffk (2017) recognized &b
school principalsvho successfully createdchanggec ul t i vat ed a spirit of ¢
st r uct uan kad mdresustainability thangbavho did not have this innate skill
TheFour DomaingJackson et al., 2018gfinition of culture implies relationship
building and eliciting input from otherdAs Fullan (21lb)st at ed, t he princi pal
the future and strive to create dtate that has the capacity not to settle for the solution of the
day 0 .(Reddind(2014) further defined culturefassh e s chool 6s values, ¢

norms, and its expectations of personnel and students; its practices, routines, and ri@«jis.
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Particular skills and dispositiomslative to relationship and climate buildiageneeded by
school leaders whilthey arewvorking to change the instructional environment
FocusedStudent L earning
Thapa Cohen, Guffey, and Higgiri3'alessanib (2013) noted that teaching and student
learningarethe most important works relatedtte schoolenvironmentand leaders should
work to define thgoverningset of principles Thapa et al. (2013¥urthermentioredthat
climate or the culture of aet of human interactionsas been studied at length d@hdtvariance
in definitions and understanding should hetallowed to obscuthe impact of school climate
In his extensive work in Chicagmublic schoolsBryk (2010) determined that focusing o
climate increas#both student engagement aachievement The intention of this research is to
understand the effects of school culture as it impacts the skills and dispositions of school leaders
Fullan 002 pr esent ed wor k tehders musttalwaysewbrkoni ef f ect i \
connectedness or coheremmoa k i n g OCurfept lead8r$ supporting change or redesign
efforts may find further successtifeycan create environments of connectedness, where all
members of the teaching team fiedy arepar of the process, thereby affexnj the culture of
change However, as complex and challengegthis process may be, Full§2002)foundthat
creating this environment helped to support an atmosphere where change was accepted and
invited. School reformnitiatives have often beenewedas loosely connected and
overwhelmingdy difficult to implement Creating this sense of connectednespecially when
perpetuated by the school leaderay deepen the effectiveness of the change process
Hallinger (2003 notedthata skillful leader impacthe successful transformation or
effectiveness of behaviors in the schbglaeating a climate of positivity where change is

embraced and school improvement is the hallmark of explicitly stated d&dieol and disict
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leades are expected to possélsslevel of skill needed to create a culture of +iaking
Hallinger (2003)Jooked deeper intthe notion ofMortimore, Sammons, StokhndEcob, (1988)
and rotedthat principals saw themselves as culture buildeialinger (2003) further expanded
the study to develop three constructs of | ead
managing the instructional program, and promoting a positive sthech r ni ng 382)i mat e 0
For the purposes of thigork, climate and cultureill be used interchangeably

Stakeholder Input

Coleman (2011) founthatic ol | abor ati ve | e aduppodifgam i s at
i mplicitly cont r adThe tootradictionis humgandunrpartdecagsp . 3 12) .
diverse populations of peoptemposeschool faculies To balancehese qualities can be
difficult for the school leaderA leader with a limited amount of skill in creating partnerships
with staff will lack the collaborative finesse to structuresaon andanenvironment for change
Collaboration then, according to Coleman (2011), does not come without complications
controversy.

VernonDot son and Floydbdés (2012) qualitative s
attributed the increased cajity to lead directly and indirectly to their membersimphe
| eader shi p Buddangrenddistfigy leadetsdnust work to create prosperous and
successful change where teaclaenot only membeyof a leadership team batsoarethe
major @ntributosto, and leading members tfiose teamsThe capacity for teachers to lead is
not a natural byproduct of teachameparation programs or an inherent skill naturally possessed

by teachersFinally, VernonDotson and Floyd (2012) stated:
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Throwgh a leadership team approach, school leaders can promote all teachers as leaders
by empowering their participation in school reform efforts, inspiring them to become
competent in their practice, encouraging their collaboration and creating partnerships

bath within and beyond the walls of the school for the benefit of all student39)

According to Bayler (2012), principalvhodesire change and inspiceeate more
change.This disposition may be an accelerant for charigeadership skills include tlermining
the motivational strategies for nurturing the personalities of the staff and using this knowledge to
increase enthusiasm for change within the school builddayler (2012) elaboratieonthis
notionby encouragindor leaders to be seen in theuilding and outside of the traditional office
setting. Leadersieedto motivate staff in vastly different ways and to develop many different
environments for learning (KSDE, 2018 their work on goal setting/larzano and Waters
(2009) determinethe most potent consideration in relation to lengthy and sustained change
processes in schodkscollective efficacy the belief that the work of teachers can make a
difference in school achievement

Coleman (201)not ed t hat feach tpmotivatedtherato achieval t he
the district and school vision through communication, collaboration, and dedication in
establ i shing s.cSuroey datacolleetedtby theyKBDE(Rpdesigi Team (2019)
showed thasuccessful school leaders in Kas redesign schools motivated staff to move more
rapidly tovardthe goals set forth in the projedtdowever, in some of our Kansas redesign
schoolsan apparentack of motivation undeniably deternamthe success or failure of each
project Researcliy Clark (2017)foundthatwhen principals inspikchange in teachers, they

in turn were personally affected and motivated by the changes in the culture of the school
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building. This researclinderscores thalhese collaborative cultwtguilding partnership can
create the most difference in the school environment

Engage Students and Families

Espinoza (2013)lefinedteacher leadershgndnotedthatstrong teacher leaders
collaboratd effectively. School leaders must manage these relationsbigeateharmony
According to Brazer and Keller (20Q®&uilding leades who showedommitnentto teachers
andalloweda highdegreeof autonomyandtheyfosteredengagement and instructional change
Historically, principalshave beemanagerd not facilitator® of a peaceful and collegial

working environmentJuhel (2016) stated

The skillset the participants described as necessary to address the complexities inherent in
operating their institution includes the ability to build, develop, and manage effective
admnistrative teams, almost like executive cabinets, and to delegate administrative
functions while remaining well informed in order to be able to make critical decigions

596)

The relationship between colleagues is complicated at biestithyinterpesonalskills
contribute to the harmony and growth of the school environment and create an atmosphere of
trustin whichchange can happen

Copland (203) found the connectiorizetweercolleaguesietermined théeaching
environment.School leaders can magethese relationships encourage harmony
Historically, the principals role wasto manage therganizatiorof the school environment and

not to facilitate the peaceful and collegial working environment necessary to create change
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Juhel (2016) concldd f r om direct conversations with pri
moment with humor, to engage people in a way that makes them feel good about being here and
good about me and the | eadership &%) the build
Additionally, Fullan (2002)statecthatfuture principalsneedthe skills totransform the
organization using people and teams
Leadership Theoretical Framework

Adaptive Leadership

Heifetz,Heifetz, GrashowandLinsky (2009) define adaptive leadersliips it he pr act
of mobilizing peopl e to t acKhiseodelbuildybonthefac! | eng
thatit takes time to buildeadership andreatechange Furthemore leading during times of
change requires a leader to understhatithe change process dependsaiiding upon the
past,allowingtime for initiatives to grow, acquiring new knowledagadrearrangingand
shifting personal beliefsAdaptive leadership asks leaders to accept the differences between
adaptive challenges amechnical problemsHe i f et z et al . (2009) state
el ements that t lamdéatmeraexpendiogooer €ffordon (eghnicalproblems
will not lead to sustained positive change

The practice of adaptive leadershspabout helping people navigate tharky waters of
letting go of the past and sorting through the deep conversation about how we create sustainable
change while understanditigatthe process can la@duous Heifetz and Linsky (2004) noted
thatadaptivdeadership challenge#fect the heart and require leaders to challenge the values
and belief§ and at timed the way of life of those being led he following sectiompreseng
Four Domaindor rapid school improvement: An implementation framewadacksoretal.,

2018)and theadaptive leadership model (Heifetz et al., 20@r this literature review
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According to Obolensky (2@}, changds messyand there is no one right way to lead in
what might be called chaos. The skill of leading during times arfigd, according to a
framework of adaptive leadershipeans that sustaining a change in any direction can be
difficult.

Connecting Components of the Literature

Contained in this literature review are four components of leadership that influence
school andlistrict leaders as they lead change efforts and redesign sckRoolsDomainsfor
rapid school improvement: An implementation framewddackson eal., 2018) éearly speciies
the areas of focus needed for change to odtus.daunting to considell the literature written
about educational leadershipour Domaingor rapid school improvement: An implementation
framework(Jackson eal., 2018),and other literaturélustratethe extensiveesearch around
leadership skills and dispositian$his literature reviewhaslaid the groundwork to identify the
knowledge and skills necessary to lead change

Chapter Summary

This chapter intended to organize the literature around school district and buddeig
leadership in four aredsturnaround leadship, talent development, instructional
transformation, and culture skifiand to connect those ideas to school redediping so
required the use d¢four Domaingor rapid school improvement: An implementation framework
(Jackson eal., 2018) whichemepged from a metanalysis of current leadership literatine
WestEd, a research, development, and services ageteyorks with educators and state
agencies to develop these ideas as they relate to school redesignsive research supports

these foukey areas, as documented in this literature review.

36



Chapter 3- Methodology

The purpose of this qualitative case stwisto explore the dispositions and skills
necessary fokansans CaschoolRedesign Projectchool administrators to lead during times
of change Thepreviouschapter discussed the literature components of leadership duchg
times ofchange This chapter discussthe methodlogy for the research studyro begin,it is
important toreiterate thehreeguiding research questions for this diadive case study

1. How do school leaders navigate challenges during the change process?

2. How do leaders determine the skills and dispositions most beneficial during rapid

change, including during the COVADO pandemic?
3. Why do school leaders perceive certskills and dispositions as valuable during
change processes?
Rationale for Qualitative Inquiry

Creswell (2@5) noted that the qualitative method of research asdtima¢ a certain set
of circumstances can be socially constructedtaoklinto consideratin what the participants
perceivel to be true about a given situatiobater, Creswell (205) stated thatjualitative
researclwas meaningful ifthe writing and researghutt he r ea d e r 278)iwththeouc ho (
setting being studiedwithin one distrct, each of the schodiuildings hada unique atmosphere
thatl experienced duringny time with them My opportunity to be part ahedistricts distinct
sociocultural contexin addition to certain commonalitiessuch aghe rural settinggaveme an
opportunity to delve deepinto the localitieswhich supplythe setting for the readeas
emphasized by Creswell (2B)L Creswell (2A5) further notedhatthei per s on a l styl e «
gualitative researcho (p. 1 6 ) experiehcesysach asimg r e s e

interactions with each of the schools as their redesign speciliistqualitative case studyas
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aimed to pursumsight into a unique situatigqiMorse& Field, 1995) My current employment
as adirector atK SDE allows me to bén closecontactwith the survey participants amol be
deeply connected to the sestructured interview participants

Additionally, Denzin (2017 notedthat researchemsorldwideare working to implement
an approach that will help make sense of ourerurconditions For school leaders, this
COVID-19 pandemic creatksituations that are difficult to understmoamount of coursework
could prepare anyone for these situationke researcher needs commitmentinderstand and
interpret any given sitti@mn that may lead to a different understandipgnzin, 2017) In
agreement with Denzin (2017), | hope to use this research to tiedse unique qualities and
dispositionghatour school leaders require during this dramatic time of chand® use he
findings eamthedDenar; 2017p. b4).

Lastly, Rosenthal (2016) noted that qualitative researckeasl dior two reasong: w h e n
the researcher is interested in understandingihgobehindp e opl es 6 behavi or or
2),andwhernr he r esear cher dndesstanding panicelar togicdfrommthe bet t er
perspecti ve po3) Fa tigreseacch, paa the reseéarcii@sdistinctively
positioned because of my subjectivities atik current professional role, explore and
understand why the study participants use certain skills and disposition during times of change

Methodological Framework

Schwandt (199) definedinterpretivistsasthoseworking to understand the real world
andthefirst-person account of gituation The use ofnterpretivism allows the researcher to
create a way to understand the social world (Bhattacharyd),2@ich in this context would be
that of theschool districchosen fothe case study Schwandt (199) further noted that the

interpretivist works t@reatemeaningthrough social interactionsThis research study allceg
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meto closely study the collective significance and meaning of the social conttial
leaders engagead redesigning their schools raral Kansasas drven by theKSBoE (2017)
My backgroundknowledgein interpretivism theorallowed me tacarryoutthe research and
analysis

According to ThantandThanh (2015t her e i s a Ati ght connect.i
paradigm and qualitative methodologyaa is a methodological approach, and one is a means
i n col | ect i Ruthed BhanmmdTharnh (2018¥8a)edthatwhen a researcher uses
interpretivism they are looking to understand the experiences and observations of individuals
For the puposes of my research, the intentisasto collect data and then use that data to
understand the experiences of leaders during times of major chaageinandLincoln (2008)
expand on how qualitative r es e aovecaspamftimer pr et s
and includes t he rUsingderpetvien & the methadelogy farthe o n s
studyallowedme to engage with the data ahe participant interviewsindto take into
consideration the adaptive leadership motthelt was presented in Chapter 2

Vrasidas(2001)s t a t ceudderstdnd the meanings of actors the researcher has to study
them in naturally occurring situations and not in highly controlled laboratory séttindsp . 3 )
This researclvas conductetb understand thactors, or the building and district leadexs they
guidal the work of redesigning schools while also managing rapid change thepandemic
Further, Vrasidag2001)reiteratel the importance of interpretive reseanalinich allows the
researcher tiearnmore about situations and experienckly researchntendedo discover

more about the skills and dispositideaaderseed during times of rapid change
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Characteristics of Case Studies

Swanborn (2010) notdtiatthe use othecase study methodmyy involves studying
participants and noting how they view the situation at hainis studyprovideda valuable
opportunity toexamine the lived experiences of school leaders during times of rapid change
Yin (2017) statedi y ou wo ul d w atmdy betaose ybwwaat toaradsrsand a real
wor |l d ca.sSema n(bp.r n37)2010) further stated, Aif w
(groups of) people perceive and decide, in relation to their interaction during a certain period, a
case studyseemmiso be t he opt i nelteforethergaat ofthisréseafefasto 2 7 ) .
guestion the participants about the social structure of the school atljpeovidean
opportunityto check the reality of the situation from one participant to anothear(Sorn,
2010) According to Swanborn (2010,qualitative case study allows researchers to blose
examire how the participants view the situation at hantiis study attempdto understand
how leaders work through interruptiuchasthatpresentedby the COVIDB19 pandemic,
while at the same timeorking through a major redesign procefdeas and thoughts about the
openended survey datmterviews and field notegave mea chance to analyze the data with a
broad understanding of the participmand the social situation of a school building in the
redesign process

Kyburz-Graber(2004)claimedthatia sound case study procedur
demanding and requires cooperation between various partners for triangulation purposes and
between theesearchert the data analysis and interpretatpirases as well as when evidence is
drawn and findings are generalited ( p Alth@u8h)lwasthe only researcher in this study, it
did not minimize the importance of relationstupilding between the picipants and mejor

did it minimizethe triangulationshatwerefeasible with multiple data sources and strategies
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such as member checking (Stak895 in the design Thisresearclprojectwas positioned to a
case study methodolodpecause itvasdriven by the research questiongioiv h gndi h o w 0
andthesetypesof questions arthe key ingredient ofjualitative case study methodology (Stake,
1995. Furthemore,this studyinvolved multiple data sources obtained from multiple types of
participants, amelya qualitative survey d?54district and buildingedesigreader participants
interviews offour redesigrschool leaderganddocuments and artifacts collected when available
and appropriateKlenke, Martin and Wallace (2016) showed that stoti@sl during the
research process of a case study help to provide a certain authenticity and responsibility to the
information gatheredThe circumstancesfbundmyself in at this timet theKSDE gaveme an
opportunity toundertake an kaepth examinatio of the work of school leaders and discuss their
stories during times of chang&hese storieare at the heart of thtsase study

Stake (1995 i ewe d t he c a sthe stady af theyparficalarityand a s A
complexity of a single case coming todue r s t dsit]dctivityt wthren important
ci r cumst anThiessudy waspa.wayxdonderstand the skills and dispositigessessed
by school leadersspecificallyunderconditionsof rapid changesuch as those prevailimgrring
the COVID-19 pandemic This case study createn opportunity for me taccesshe
experiences of the participants in their natural settings, as my job cuneqilyes meo work
with each of the systems included in the case stilithg instrumental case study dibe this
researclvolunteered to participate in tieS B o Kahsans CaschoolRedesigrProject, and |
workedas a facilitator for thir process My positionmaybe advantageous to a desqploration
of theexperiences of the individuphrticipantsand teir perspectives on those experiences

Baxter and Jack (2008jticulatedt hat case study research fien

answerhowdanddvhybtype questions, while taking into consideration how a phenomenon is
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influenced by the context withinwhic i t i s 556) {Thisaeseardhwas foqused to
answer the research questions and help me undeth@edperiences of leadatsring a time of
school redesignStake (2005) indicatetthatthe case study is not a methodological choice but
rathe a choice of what is going to be studietherefore, for the purpose of this reseatch,
electedo studyonerural Midwestern schoatommunity that waswvolved in a redesign process
andthatgraciously allowed me to take partiiajourney This schal community formedhe
basis for thenstrumentaktase study

Janser{2010)positedthatqualitative research is based on the interpretation of data
collection and analysis that starts with some data collecfieflis (1997) identified the use of
thecase study aaqualitative method alloimg for exploratory study This use of aqualitative
surveyhelped malevelop a hypothesandthenlead to a participant samplimgthe semi
structured interviewsYin (2017)stated thatase studies offexr goodway to interpret and
explore a specific issud-or the purposes of this researttte instrumental castudy alloved
for an interpretation of the skills and dispositions of school leaders during a change.process

Creswelland Miller (2000)saw thecasestudymethodology aa research method used to
describe and provide an interpretation of a social settimigga specifictime period According
to KyburzGraber (2004)the qualitative case study is an appropriate methiodnderstanithg
how school ledersbring aboutarequiredchangen the environmentand thus increase student
achievement and staff involvemendyburz-Graber (2004jurthernoted that painting the
picture of social situations and allowiagesearch conversation to emerge in fullatworation

allows fortheillustration and interpretation of events
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Research Design

The methodology chosen for this stuslgs an instrumentatase study The case data to
be studied and analyzed is @menendedsurveythat waggiven to school leadersvolved in a
redesign procesalso used wermterviews with four schoaledesigrieader participantsThis
gualitative case study represedata collected over approximateél$ weeks, dringthetime of
rapid changef the school redesign procemsdthe COVID-19 pandemic The purpose of this
gualitative case studyasto describe the dispositions and skills needed by school leaders during
times of rapid change

Thecase studyvas bound bythe lived experiences aefKansas school district artde
building and districieaders whavere amidrapid school changé&irst, sirvey data vascollected
across all school districts that are involved in the redesign process to provide a rich source of
data. Then,| selected fouteaderswvith whose school distrt | have a professional relationship
| am also involved with il districtthrough my work in the school redesign procd3ata from
thesefour school leaderwasthencollected through senrstructured interviewsThis combined
level of data collectin, which includd artifacts and field notes, h&ginform my understanding
of the participan@experiences and guideny interpretations The case study metholdgy also
provided me the opportunity to use ngwn experience$o enrichthe findings

Data for this study \&s collecteaver a period of approximateB/monthgsee Table
3.1). Multiple data sources @veusedandincludeda qualitative surveyseeAppendix A) and
semistructured interviewssee Appendices C and ther data includdocumets, Zoom
transcripts ad artifacts. According to Yin (20%), a key strength of the case study format is the

gathering of data from multiple sourgesgeTable 31).
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Table 3.1.
Data Collection Methods

Data Collection Methods Description

Qualitative survey 18-question survey sent to &b4redesign
systemleades

Semistructured interviews Eachof four participans. three30-60-minute
interviews

Documents, photographs, and artifacts Documents related to leadership, recruitme

instructional improvement, communication,
or culture shift photographsand other types

of communication documentation

Data Analysis

According to (DixoaWoods, Agarwal, Jones, Young, & Sutton, 2005) asnoment
themes arise from qualitative analysis, they can bring forth additional areas that might be queried
during the interview processhemes emerged from the combined survey and interview data.
Survey data was first quantified if possible detailingrthmber and percentage of respondents
that identified with a particular response. Open ended comments were read, reread and coded as
themes emerged.

Semistructured interviews were digitally recorded and transcribled.qualitative data
management and ayals software NVivo (Castleberry, 2014) was used in the analysis process.
For example, the node function in NVivo all ow
(Jackson & Bazeley, 2019, p. 124), which gave me an opportunity to discover broatks.the
As an analytical tool, NVivo also helped narrow the perspective of the data collected and

allowed for deeper interpretations and findings (Jackson & Bazeley, 2019).
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Qualitative Survey

The anonymous survey (see Appendix A) was used during this ¢uelgéudy and was
drafted in cooperation with the Central Comprehensive Center, a national network of centers
funded by the U.S. Department of Education. The partnership with this center was a natural
outgrowth of my work at KSDE. During the 2017 KanS#ate Department of Education,
Kansans Can School Redesign Project, it became clear that leadership was indeed a major factor
in the success or failure of the redesign projects (KSDE, 2019). To that end, | began work with
the Central Comprehensive Cerntigidetermine the skills and dispositions necessary for school
leaders during times of change. This helped me assist school leBderdDomains for Rapid
School Improvement: An Implementation Framewdéckson et al., 2018) became the focal
point of my work concerning leadership during change as | continued to work with the school
leaders in the Kansans Can School Redesign Projeetl8-question qualitative surveyas
administered t@54 school leaders of redesign schools in Kansas.
Design

The surey was built on th&our Domains for Rapid School Improvement: An
Implementation Frameworilackson et al., 2018). It appeared that school leaders weave in and
out of the four domains. By narrowing my research focus to the previously mentioned school
leackrs involved in the redesign process, the survey results helped me determine how to support
future leaders during times of change. Kelley et al. (2003) stated that when planning a research

survey fAthe foll owing | ss ueescongltofateskardh®ol;c on s i

d

(2) questionnaire | ayout; (3) interview quest

The Four Domains for Rapid School Improvement Framework (Jackson et al., 2018) described

above gave me a background for plagrthe research survey tool, enabled me to decide on a
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guestionnaire layout, provided support to finalize the interview questions, supplied information
from an earlier pilot study, and gave me the opportunity to design a cover letter for participants.
In Four Domains for Rapid School Improvement: An Implementation Framework
(Jackson et al., 2018) the areas that all owed
for each domain. Yin (2017) noted that the use of a sérveysus a simple questidieing
askedd might lead to better data when participants are provided a list offering different levels of
responses. This survey consisted of 18 questions with a general stem, asking the participants
what actions have been taken regarding certain cHamgsed topics and to what extent those
actions were taken. Jansen (2010) noted that surveys study a group; sampling determines the
characteristics of a population. Therefore, a survey was an effective tool to determine the
characteristics of school leadeas related to the dispositions and skills needed in times of major
change. For the purposes of this research, the qualitative survey allowed me an opportunity to
study a group of school leaders. Furthermore, the results from the survey offeredrditexti
helped me to construct and refine my interview protocol and permit data source triangulation
(Stake, 1995).
Survey Participants
This study concentradieon the experiences of district and building lead&aunders
(2012) noted the importance ofretully considering the selection of participanithe
gualitative survey participants were current redesign district superintendents and school
principals. | believe that my work provided ample opportunity to consider the participduats w
were chosemith the objective of determining the skills and dispositions needed by school

leaders in times of rapid change.
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Since the inception of thkansans Can School Redesign Prqgjé6tschool districts have
volunteered to engage in this proje@hese districtsange in size from 133tudentgo 30,000
students (KSDE, 2d). All 254building and district leaders in the Kansans Can School
Redesign Projectceived the surveyAdditionally, | senta co-signedemail, with theKSDE
commissioner andeputycommissoner ofeducation, soliciting participationThis survey
given to all of the Kans& Can School Redesign Project superintendents and building leaders,
wasintendedto capture broad perceptions concerning the skills and dispositions necessary to
effectively lead change from the viewpoint of building and district redesign leaders (see Figure
3.2).

Figure 3.1.
School Redesign Project Districts
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Gaining Access

Access was gained to easthool system that had applied for and been granted
participation in the Kansans Can School Redesign Project. This involved each system gaining
approval from their local school board, receiving support from teachers and staff members, and
agreeing to paitipate in monthly training opportunities. Hancock and Algozzine (2017)
advised that in case study research, it is important to choose the setting and participants who
have the best information to help answer the research questions.
Analyzing Qualitative Survey Data

Analysis of the qualitative survey dajaidedthe semistructured questions asked during
the interviews.Dey (2003) noted that analysis is not simply describing the data collected but
rather interpreting the data and working to explain vilaagtbeen learned’ he qualitative survey
results vere analyzedor specific theme frequency, which, according to Saldafisbj2@lan
Aoutcome of coding categor i z btdoktlenime nacasdarydaon al yt
reflect and analyzthe collected survey data to help inform the setictured interview
guestions.Saldafa (208), noted that the answer the researcher is looking for can guide the
coding method used but further suggested that decisions about which coding method to use
should be Aibased on the met hduathdrmmmeg,iSaldafia needs o
(2015) noted that using an effective methodcofling would allow the researcher to understand
the Ainner cognitive ¥ Vandlyeeththeesulfs foptteematic ci pant s o
analysis, and connected each of the responses to oneFafuhBomains for Rapid School
Improvement: An Implementation Framew@ikckson et al., 2018). These results helped to

develop the questions needed for the samictured iterviews.
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Semistructured Interviews

Frels and Onwuegbuzie (2013) notkdtthe interview process is a natural way to collect
data in a meaningful wayTurner (2010pdded Ai t i s critical to under
flexibility and originality in the gestioning (p. 755) This study used semistructured
interviewapproachthis type of interview structuneasappropriate foa smallscalestudy
because of its flexibility in devising structure that allogdfor the questionto be planned in
advancgDrever, 1995) Additionally, this type of interview allowdfor informal interactions
(Turner, 2010), which | would argueinstrumental to my study, considering the relationships |
established prior to entering the study phaBee focus of each iatview wasconversational
(i.e., semistructured)and differentiatedi.e., individualized probing questionfey each of the
participants (Yin, 207). Spradley (19793uggested thdb learn from peopldahe interviewer
needs to speak in modest amoumtd @/oid directing, thusallowing the participamstto express
their thoughts Having a semstructured interview protocol for all participapovidedthe
consistency needed across all interviews without compromising my ability to attend to the
particulaities or unique cues that emerge frimaconversations with each individual that could
be relevant or worthy of further exploration
Research Site and Gaining Access

This study involvd school leaders from Kansas who have besgagedvith the
Kansans @n School Redesign Projecthese same leaders have also been faced with leading
during the COVIDB19 pandemic, further stressing the need for strong leadership during times of
turmoil. As theKSDE drector ofaccreditation, | am privileged to have beepaat of ths
systems prior to the pandemic; | continue to closely support each of these schools during the

crisis and will continue to do so afterwardreceivedfull approval from the Kansas State
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University Institutional Review Boar@ee Appendix Efo conduct this humasubject case
study. This section presents further details regarding the proposed research Hesfgor
school leaders whparticipatedn the semistructured interviewgerearticulate and collectively
have more than 25 years a@heol leadership experienc®ly role supporting the training efforts
of the school redesign process in Kansas continuepranitied ease aiccess and permission
to conduct this research at each of these sites.

This rural community has a graduation rat80.3%, which is slightly below the Kansas
average 88.3% and has a dropout rate of 2.3%, which is also slightly above the Kansas average
1.3%, (KSDE, 2021). Further, the district reports spending approximately $12,320.00 per pupil,
in regard to the namal operations of the schools, which excludes expenditures related to capital
outlay and building improvement expenditures. The attendance rate can be described as the rate
at which students are present at school, and is 93.6%, and is again slightlyhectbate
average of 94.5% (KSDE, 2021). According to the city information the population of this site is
currently 4,489 and the median age of the population is 41 years old, and 90% speak English as
their first language (City of Prairie Ville, 2021)hiE site is also well representative of many of
the schools in Kansas relative to size, demographics and geographic location.

Design

Each participant asinterviewed three time® allow for the constraints of the pandemic
and for clarification of previos interview information Each interviewwasscheduled
approximatel\2i 4 weeks apartThese30i 60 minute senmstructured interviewssge
Appendces C and D) wit Kansas school leadergreprimary data sourcgor this study.

Rosenthal (2016) noted thagestion design is paramount to a successful interview and that the

guestions must be well thought out, singular in nature, and clearly skatatk and Brinkman
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(2009) explained that the interview could be conducted using dogidiele resource for &
theoretical questions to be answered ahst of flexible questions to be asked during the
general interviewUs i ng Kval e and Br i nk mallowedmeto2 00 9)
maintainaninformal, conversationahature | askedall leaders the sanigsic interview
guestions, althoughreéplacedhe districtlevel emphasis with a buildiAgvel emphasis for each
of the participants, as | belied¢hat, situationally, the experiencegsmne going tde the same.
Interview Participant Selection

Oneschaml superintendent antireeschool buildinglevel administrators from the

respondent pool detailed abovene therasked to participate in sefsiructured interviews.

nte

This is a purposive sample, whichallelme t o ficoncentrate on peopl e

characteristics who wil/ better be abl e t
2014, p. 3).The interview participants were selected from those with whom | have worked
closely throughout the school redesign process; as such, somecarigliter it a convenience
sample and appropriate consent for participant was received (see Appendix E).

However, it is important to note that my selection of interview participaasgrounded
primarily in each of the participantbility to address thkeadership qualities and experiences
and to answer my research questiohke fact that the potential interview participants come
from the group of school leaders thatdrkedclosely with wasadvantageous touilding
rapport and thusallowedaccess ti&ey contexts and insights that could be shared (Suen et al.,

2014).The superintendent has longevity in this position and has attended to the relationship

building process with his elected school board, therefore, this position experience helps him in
theprocesses of decisiemaking while knowing those decisions will be supported at the school

board level. Each of the school principals is relatively new in their role as a leader and have also
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come from inside the school district so the positive relatippssamong staff exist already. It is
important to note that this superintendent has hired each of these leaders as well, therefore it may
be assumed they have a positive working relationship. These factors must be noted in my
decisionmaking related tohe interview participants.

The semistructured interview participants wdrem a smallrural Kansas school distrjct
Prairie Ville, and remaiparticipants ofthe Kansans Can School Redesign Projejure 3.2
shows all the school systems involvedtie redesign projecthis dstrict serves approximately
970 students (see Figused). Thedistrict has a varied student population tihatudes cultural
and socioeconomisubgroupgKSDE, 2019). The treebuilding-level administrators come
fromthed st r i elem@grgarydcheas and the combinedddlehigh school. Thelower
elementary school leader is responsibleafgproximately 225 stients the upper elementary is

responsible for 290 studentbe middle schodhigh schooleader ha890 stucents
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Figure 3.2.
Prairie Ville Demographics

Demographics
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Documentsand Artifacts

Bowen (20@) recommendedsinga variety of document® help put the qualitative
context together anaiorm the work of the researchddowever Yin (2017) cautionedhat the
collection of objects, such as documents and artifaatsbe timeconsumingoecause¢hose
items may exist in abundancEor the purposes of this research, if theegeparticularitemsd
such as strategic planning documents, school leader evalyainohso forth | collectedthose
An option to gatheracuments anghotograph$rom relevant communications at the school
levelwas availabldeforethe COVID-19 outbreak Under thecurrentcircumstances of COVID
19, any request from the participants wheferencedh particular resourcer document thawas

supporive or thatprovidedclarifying informationweremade via email
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Any of thesedocuments andrtifactsprovidedfurtherindicationsof the leadership
gualities and processes necessary for school redesign in Kdimegsconstitute some dhe
data to be collected for the current stualydtheywill also be a useful resource to be shared
with futureadministrators wanting tawork in any redesigned schoolBor instance, fornés
such as timelineqyrochures, antktters to parents and community memBecsuld highlight
the skills and dispositions of the building leaders to demonstrate the path to redigsignew
participantswereasked about such documents and artifacts; the draatments were made
clearervariedby each individual intervieweanddepeneédon the availability of such data
sources and the willingness of each participant in the interview pihdssclosetiem
Process

For research conducted at this level, ethical concerns are paranberfederal
government has established these concamhey include all aspects of guarding against the
misuse of participants and allow for the assumption of privB8&forebeginning my research, |
gainedapproval from the Kansas State University Institutional Review B@grdendix E). |
also obtaineghermission from the participant¥in (2017)st at ed t hat fAal | rese
subjects needs to be reviewedlanappr oved from et hi cal Foatned saf e
purposes of this research, all processes involved in obtaining permission to conduct the research
werecarried out before the initial survey.

My time as the redesign coach for these sch@dticts and my support for them in my
role as a director at the KSDE gave me the opportunity to conduct this case study research.
Because of the amount of time | spent with this school systeeny other month ovelmost
two years, and then via Zoomrhg the pandemic of the 202021 school year, | was given

accessibility to these school leadeldeally, the interviews would have taken place feeéace,
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instead we were able to connect via Zoom, and spent time at the beginning of each interview
connection on a personal level in order to ease the situation. As well, after the first interview, |
sent specific followup questions to each of the participants in order to give them more time to
reflect on their answers
Analyzing SemiStructured Interviews

Althoughthe interview data asanalyzed using NVivo software, Leech and
Onwuegbuzie (2011) noted that Ait i s importan
research, the researcher i s t hethenesearchethaso!l f or
anessential role in data analysis and interpretation, even when facilitated by digital tools such as
NVivo. Saldafa (201) suggested cycles of analysis to engjrality. The data analysis and
interpretation were tied to tHeour Domans for Rapid School Improvement: An Implementation
Framework(Jackson et al., 2018). These cycles of coding and looking for themes were then
linked back to the research questions.

A first-cycle coding methodhvolvedvalues coding (Saldafia, Z8)1 Values coding
seeks to determine the values, attitudes, and beliefs of the participants (SaldafiaGGRE&h
thata goal ofthis qualitativestudywasto understand thskills and dispositions that school
leaders neededluring times of major change, valugsding is appropriate for the first round of
analysis. This first opportunity to analyze the data gave me a way to narrow the focus before a
deeper analysisTherefore, a firstycle coding methodiasan appropriate analysis method for
this study.

Regading thetranscribed senstructured interview data, | organtzend colorcodel the
interview transcripts for affective themes before rereading in more detail to identify common

themesand thought¢Creswell & Baez, 2020). éidafia (20%) described secamicycle coding as
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a method of narrowing and grouping larger fogtle themes intéewercategories that could

help narrow the findingsL ocat i ng t hese #fpab6p.&36hhelpddodes o ( Sal
uncover inferential codes to reveal emerging therhEsvever,the gathering and collecting of

the final data provided tHeestmethod tanarrow the analysis down to the level necessary to

truly help guideschoolleaders during a redesign proce$sis seconetycle coding method

helpedme to condense tharge amount of data, to develop themes from the data, and to

examine the social networks of school leaders and their pattern of human relationships (Saldafa,

2015).

Connecting the Data
The connections to the qualitative survey analysis and thessardured interviews are
represented in the table belgseeTable 3.2). As notedhe most important connections made
from the data analysis were in two of the Four Domains for Rapid School Improvement: An
Implementation Framework (Jackson et al., 2018) anaund leadership and culture shift.
These areas specifically include improved communication, short anddonggoal setting,
increased collaboration and actions relative to stakeholder input.

Table 3.2.
Data Summary

Four Domains Research Data Collection

Summary
Turnaround Improved More focus
leadership communication,

short/long term goal

setting
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Talent development Recruitment and Less focus

retention
Instructional Diagnose and Less focus
improvement respond to student

learning
Culture Increased More focus
shift collaboration, act on

stakeholder input

More details will be given in Chapter 4 concerning the details of the findings.
Subjectivity in Qualitative Research

Bhattachaya (2017)stated hat qual i tative researchers mu
beliefs, and assumptionso (p. 36), as this su
collected. If | do not note the personal ideals that | bring to this oppdstuihimay be unclear
what role my experiences play in shapingthissttBlyppt t (2010) noted, #fthe
oneds subjectivity was percei ved Makingthbhe group
participants aware dhe work | have done assahool leader helps me to create a shared
experience with themTherefore, one aspect of this researastive partnership of the
participantsd experiences i n Idkewisg,Buligani on wi t h
(2002) understood the importanof qualitative research as a means of clarifying the
connections between our lives and our work, as he underscored the relevance of our
subjectivities to what we intend to exploréhis qualitative case study is inseparable from my
personal subjectiviéis, as | am deeply invested in finding ways to enhancelanty the skills

and dispositions school leadersedduring times of dramatic change.
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Having held positions of school leadership in Kansas as a classroom teacher, building
leader, assistant sepntendent, and superintendent, It tmmpelled to conduct this research.

School leaders need a support document that can help answer questions about leadership skills in
times of dramatic changéJsing a qualitative case study that includes survey aladl semi

structured personal interviews with leaders in Kaa§€zanRedesign SchooBroject my

intentionwasto determine what skills and dispositideaders neetb create change in their

schools during a rapid change or redesign proddsave bea deeply involved with the school

system chosen for this study as their school redesign spediaiistjthe pas4 months. |

continuel those partnerships through the COVIDB pandemic, and it is this involvement that
affordedme the opportunity to condt this research.

Effective leadership is a combination of many fac{gesFigure 3.). This combination
is the key to school changend theability of school leaders to create a climate oftisking is
paramount to succesdlany factors affecta ¢ h o o | |l eader6s ability to
change.Specifically, my experiences in Kansas schools, where a positive school climate exists,
clearly identified school improvement strategies combined with strong leadekéip.
experiences have shawne that these characteristics appear to have the greatest effect on
student achievement.

Bhattacharya (2017) stated, #dAqualitative r
increasingly vigilant in order to reflect and address the role of subjediinti@search with
academic rigor and Byusingsutveyaatandthe sesnsstsucturedp . 3 6) .
interviews, and with my background as a school leadeasbWle to interpret the subjective

qualities of school leaders to determine the skiil$ dispositions needed.hese personal
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subjectivities provide an opportunity to more fully interpret the survey data collected and to

conduct a richer interview experience with the participants.

Figure 3.3.
Integrated Leadership Model

School Climate

nivolvement)

{e.g.. school decpine, focus on leaming and
achwavement, parent and communny

caming tme. data use

School Improvement Strategies

(e.g. . instructicnal practices and curniculum, extendoed

staff support)

Turnaround Catalysts

{e.g . stateddistnct support - accountability, supplemental funding)

Data Storage

Survey Data

Data storage is an important consideration in qualitative rese#ne{2017) insisted

thatone could not be too careful whstoring dataand thathe creation omultiple electronic

backug is imperative The survey data thatagcollected from th&54building and district

leaders asstored ora passworeprotected devicandon a separate passweptotected portable

storage drive After the analysis and presentatiointhe data, the information will continue to be

protected securely on my personal passwwalected device
Interview Recordings and Transcripts

Richards (204) explainedfione of t he

advantages

of

compu

because futuraccesgo records is easy, they can be stored in any order, and the records and their

order can be mo Hortheperpbsek @ thie researcbompleterttie aqudio
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recordings and transcriptsith transcriptiontaking placeas soon apractica following the
actual interviews These recordings and transcriptionsr@also stored on my personal
password protected device
Artifacts

Any artifactsthatwerecollected during the research projearesecured digitally and
storedon my passworeprotectedpersonabevice A signedinformedconsenform with printed
names vascollectedfrom each participar(see Appendix B) All interview participants received
pseudonymgsas didthe school distrigtandanyotherperson location, or entit mentionedn the
interviews.
Trustworthiness and Rigor

According to Krefting (1991 Yaking the time to consider the datand not the
participant® helped meto determine the credibility of the informatiandto determine whether
it is typical. Likewise, Tracy (210) noted thathe credibility of qualitative research enhanced
when the researcher can create a space for reflection that adds additional elaboration of the
findings, even ifall the research participants may shbwagreement in their response=or
this study, several strategies are in place to help address its quality and credibility

Data Source Triangulation
According to(Carter, Bryani_ukosius, DiCenso, Blythe, & Neville, 201#)angulation across
different data sources may produce a deapderstanding of the phenomenon under study
the proposed study, the data collecttmmbineda qualitative survey, semistructured interviews,
and documents and artifacté/hile they each focus on slightly different aspects of the guiding
research qugion, they complement eranotherandallow for a more holistic understanding

regarding leader knowledge, dispositipaisd experiences.
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Member Checking

Member checking, also knavasfiparticipant or respondent validatiomddresssany
unintended biashat a researchenayhave concerning the findingBirt, Scott, Cavers,
Campbel] & Walter, 2016, p. 1802)Thetranscriptsvere returnedo participantdor review
aftereachinterview, this membercheckingprocess gavparticipants an opportunity to riew
and raise questions prakecorrections that otherwise would not be possible (Birt et al., 2016)
This is not to say that by merely engaging membeckihg, the researcher is guaranteed
credibility. Rather, itrecognizeshat understanding sonstuctedby the researchéparticipant
interaction becauseelationship building is part of what shayike research process and
subgquently, the overall trustworthiness and rigor of the study (Stake, 1995)

Attending to the Researchets Subjectivities

According toKline (2008) the researchés prior experiencewill frame theirresearch,
thus affecting its trustworthiness and rigdihis chaptedetaik my subjectivities By doing so, |
ammadeaware of how tbhse subjectivities may have influenced Weeys | interacdwith my
participants Thiscausé me to pay more attention to certain thingsingthe data colletion
andanalysisandmade me aware of howilew and interpret the datsgrounded in my
subjectivities even though Wasguided by tle literature and theoretical framework chase&his
allowedme to remain reflective and be more vigilant when encountering data that might be
contrary to my subjectivitiesr§n, 2017). All of theseconsiderations were helpfui buildingthe
trustworthinssand credibility of the research.

Chapter Summary
The goal of this chapter was to present a plan for comdpitiis qualitative case study

research | first examined my role and subjectivities as a qualitative rebelaand presented
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information abotimy backgroud in the area of school leadershipthen discussed the rationale
for choosing a qualitative case study as the methodology fetutig | alsodiscussed the
specificsof participant selection and recruitment, data collection, and datgsén | concluded
this chapter with informatioabouthow | would address the issues of trustworthiness and rigor

that are key to the research processitfthdings
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Chapter 4 - Findings

This chaptepresens data that suggest the skilind dispositions need during times of
major change.The globalCOVID-19 pandemic continues ttefinea time of major change for
school leadersAs | present the findingsom my research related to the skills and dispositions
thatschool leaderseedduring times of majochange| hold no perceived notion that these
skills and dispositions will make the work of school leaders easier or less troubleéEoene.
basis of this study is that educational leaders need certainasidlidispositionso be successful
during times 6change, whether that is a voluntary or forced change.

Chapter 3 detailed howithqualitative case studyould be conductetb determine the
skills and dispositions needed by school leaders. This reseahetiedan operended survey to
school superimndents and principals. In addition to the survey, stractured interviews were
conducted with a selected superintendentthreeprincipals. This opportunity allowed me to
compare the survey data with specific characteristics from the intervielescionine the skil
and dispositions necessary to lead schools during times of dramatic change.

This chapter presents the anonymous qualitative survey gisdind thematic
considerations from the sesiiructured interviewsThe analysis of the qualitag survey
supported the development of the setnuctured interview questions. The survey was analyzed
for theme frequency and showed larger categories of thinking from the participuns
analysis coupled with the literature revieved to the devepment of the senstructured
interview questions. The sesirucured interviews were transcribetien a value coding
method was used to determine the overall beliefs and attitudes of the particieaiBablel.1
for a comparison showing how eadhtloese data collection methods combined detail the skills

and dispositions needed by school and district leaders during times of dramatic change.
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Table 4.1.
Data Comparisons

Four Domairs Survey Questions SemiStructured

Interview Questions

Turnaround 4,5, 5a, 6, 10 1,39
leadership

Talent 7,7b,8,9 2,56
development

Instructional 11, 11b, 12, 12a 7,8
transformation

Culture 13, 13b, 14, 14a, 15 4,10
shift

Multiple codingcycles narrowdthe theme findinganduncoveedthethoughtpatterns
of the participantsFirst, | will discuss the findings of &survey, and then | will discuss the
findings of the semstructured interviews.

Survey Thematic Narrative

This section eaminesthe survey for thematic trends atietaik thethemes that emerged
from theclosedendedand operendedsurveyresponses received.he survey was sent to 254
district and school leaders wivere involved in the Kansans Can School Redesign Prdject.
total of 113 responseés considered acceptable, meaning they had been fully answered, resulting
in 44.4%return and response ratéhes u r vdemographic information indicatédatof the
113 survey respondents, 68% were principals and 32% wergrdapdentsthe respondentgre
geographically representative across the stageh participant entered tbatewide redesign

initiative at various timesluringthe past four yearsee Figure 4.1
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Figure 4.1.
Geographical Representat
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Qualitative Survey Analysis

Thesurvey questions focused on the four framework topits the intento gain
contextual knowledge about the skills and disposittbasschool leaderseedduring times of
dramatic changeThese four areascludeturnaround leadership, talent development,
instructional transformation drculture shift. Duringhe surveyanalysisit became evident that
school leaders focused more@@rtain areas

Tur naround L eadership

In the literature reviewturnaroundeadership was defined psoritizing improved
communication, monitoring sherérmand longterm goals, and customizing and targeting

support to meet the needs of the improvement prqdaskson eal., 2018). The survey asked,
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fwhat specificactions(e.g., writing policies, sharing resources, recruiting persohag@you
taken to communicate the need for redeBigAfter analyzing the narrative op@mded
responses, the commonly reported themee communication, shag, social media, and
resources.The most cited responsieludedfishared resources, held community meetings,

created detailed social media sites, and used surveys to geb iBpecifically

The sharing of resources, manyrraunity event§ not only to share bub gain their
insight and support, using local television, radio, newspaper, and hosting of Chamber,
Rotary, Lions Clubs, etc., allowed an opportunity to share what is goingtioiiin

schools.

Many other responseascluded phrases such @haring at school district level meetings,
community focus groups, presentations to share the purpose and ask for féedisautted in
Figure 4.2 a vast majority of the respondeditalmost 80% indicatedcommunication as key to

success during times of change.
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Figure 4.2.
Extent of Communicatioas Key to Success During Times of Change

Talent Development

From the literature reeiv, talent development was defined@sruiting, developing,
retaining, and sustaining talerdrgeted professional learnirend stating clear performance
goals(Jackson et al., 2018). Wgnthe surveyaskediwhat specific skills do you look for when
recruiting talented teacher and principalespondents noted thidiey soughtandidates witliia
growth mindseta n d twilliagst®také risks, flexible and innovativie Specifically, one
respondent notethaving an opemind, communication skills, tkstaker, relationship builder,
flexible, willing to fail and problersolvep as importantonsideratioawhile recruiting staff.

When asked specifically about professional learning opportunitiesutiieyresponses
included words such dpersonalizedirauma informed, projediased learning activities, and
trainingd The narrative responses included more detailattmentshat reflected
implementation ogpecific progrars, especiallyprograms that clearly address the social and

emotional learning rexls of studentsOne such learning activigould befistaff collaboration
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around social emotional strategies, and collecting data from student perspediivesesponse
to this question yieldedZ%o of participantsndicating alargeor moderate impaatf aligning the
learning needs of teachers to the KansansSehiwwolRedesign Project principlésee Figure
4.3).

Figure 4.3.
Professional Learning Opportunitiésr Teachers

31.58%

40.35%

8.77%

When asked to provide any examples of performance expectations, the respondents noted
that although it has been difficult to keep up with this traditional expectation during the

pandemic:

Right now, we are just getting by, because COVID has editachour substitute pool, to
help cover classes so we can talk about professional learning and performance. COVID
has devastated our time lines, and to move forward without some sort of flexibility for the

Redesign Project. .and | might have mutiny omy hands.
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Other responses to this question includedlective thinking evident in daily

lessong) or fireviewing data) and,ficollaboration with colleagues/familiés.

The surveyasked respondents fiprovide examples of changes in student support and
instructional interventiond The key theme to note is that tfistudend appears to be at the
center of these responses. For exanipl@ate better communication Iswith students)
fipersonalize student learning opportunitiestiidents were allowed tvork at their own pace,
a n dhcréased capacity to support studeniBhese responselemonstratéow student support
and instructional interventions that kept studearning needs at the center of decisioaking
remain at the forefrorduring thesepportunities for change, such as the Kansans3chnol
Redesign Project, or even during the difficulty of pa@demic.

Instructional Transformation

When the survey asked respondents for examplBscokss to rigorous and relevant

instructional practies for ALL student®,as evidenced blyigure 4.4the survey indicatedearly

80% of respodentsspecifieda large and moderate impact.
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Figure 4.4.
Rigorous and Relevant Instructional Practices

t . 3.85%

Figure 4.4indicatesthat schools and school districts werevidingaccesgo rigorous
and relevant instructional practices, even during the difficulty opainelemic. For example,
flour special educationdehers have more access to a variety of relevant practices for our
students) andfiwe use proven curriculum that has been successful for our district assessments
over the long haud. Of noteis fincreased collaboration opportunities and academic support
outside of schdg personalized for teachers and studénihis apparent connection to rigorous
and relevant instructional practices indicates that students cahtmbave effective
instructional practiceavailable

Another question focused on theesffs the change process leprofessional learning
relative to improving school system leader and teacher relationships. According to the
responses, almost 50% of respondents noted that to a large and moderate extent, the professional

learning had focledd on this issuésee Figure 4.5)
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Figure 4.5.
Improved Leader and Teacher Relationships

Culture Shift

The literature reviewdefined alture shift as the abilitjo build an atmosphere focused
on student learning and effort, soliciting action on stakeholder input, and being able to engage
students and families in the pursuit of educational gdalskson et al., 2018Regarding the
guestions that asked abdipromoting an improved school culture of cooperation among &taff,
andfido you feel effective in promoting cohesioB8% of respondentsdicated to a large and

moderate exterihatthey felt effective in these aregee Figure 4.6)
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Figure 4.6.
Improved Culture and Cooperation

Comments includedil have an amazing staff that comes together and gets thing® done,
fistaff has the desire to grow n dido feel effectiven creating cohesion. | know there will
always be undercurrents, but living out our excellence, permission to fail, and sustainability, we
do have cohesiof.lIt is important to not¢hatseveral commensddressdthe effectiveness of
coming together andorking out the challengegHowever,alsoincluded in tke responses to this
guestionwere comments such dihis has been challenging in a secondary settangfiyes,
but this is difficult during thpandemicd

When survey participants were askedidescribe some of your sch@districts
outcomes that demonstrate how you have bushared school cultuteespondents appesatto
speak about alignment of all resources to that visimhhow teacher voice became a priority
Commentd i g h | ialgred sshbol fiandbooks, centralized resoyrdsshootwide
planningd or fimore of acollective5-8 building mentality instead afeparate and independent

hallways.0 Specifically,regardingeacher voice, comments nofidcreased processes and
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