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Abstract

The site for this qualitative case study was a high school in western

Newtoundland and Labrador The high school was created in 1998 when the school board

rea

nized the schools 1n our town 1o permit more etficient utilization of school

tacilities The teachin;

staff for our high school was drawn from three local high schools
as well as from vther parts of the school board and province: When our high school
opened 1ts doors n Seprember 1998 1t was considered 1o be a new school

The purpose of mv case study was to discover the essence of our school’s culture

and orgamizational memory. the shared basic assumptions of the teaching staft’ The data

sathered trom open-ended inten ews. obsenvations. participant journals. and school
artiticts led me to idenuty eight shared basic assumptions and identify the major

components o our sehool s o

mizatonal memon My research led me to conclude that

our sehool s orzanizational memory s deephy rooted in the experiences of those teachers

who taught in the same school butlding prior to 1998 when it was a large denominational
figh school 1 our town
In chapter five | make recommendations mntended to address the major issues

idenutied by the participants in the case study The issues identitied are weaknesses

ch need to be addressed 1t our school is to progres:

and establish 3 unique dentity

based on a stronger sense of community and purpose
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Chapter One
Introduction
Caele of Inguiry
Marshall and Rossman (1999) state the following
In qualitatve inquiny. mitial curiosities tor research often come from real-world

observations. emerging from the interplay of the researcher’s direct experience

and growing scholarly

tact theories. political comautments. mterests n practice.
mrerests At other imes. the topic ot interest denves trom theoretcal traditions
and their attendant empirical research (p 23)

The dialectc relationship between the components referenced by Marshall and

Rossman (1999) 15 described by the authors as a cvele of inquiry (p 231 \Iv evele of’

mquiny began i the early 19905 when my political involvement with the \ewtoundland

and Labrador Teachers” Assocration provided me the opportunity to visit schools
throughout Newfoundland and Labrador These visitations to primary. elementary.
s which

muddle. and high schouls allowed me to obsenve the similanities and difference

existed between schools These experiences led me to the sense that schools shared easily

identifiable uross charactenistics. but differed sizmiticantly from one another 1n terms of

climate and culture. Conversations with school administrators and classroom teachers
provided anecdotal evidence indicating substantial vanation among schools with respect
10 attitudes towards change mitatives and school growth plans The nest stage of my

cvele ot inquiry arose from my continued political involvement with the Newfoundland



and Labrador Teachers” Association

1903

For two vears, 1was on approved leave from my teaching posttion in a

schoob i western Newtoundland and Labrador When my leave began. the high

e

chers led by a cohort of senior

sehool was starfed by a highly motivated  group ot t

educators who had been teaching together for several vears  The school was described by

the community as dynamic. student-centred. and well run with a tocus on high student

achiesement in all areas of school life
During the two vears of my leave several of the most senior teachers retired

statt’ The

These retirements represented approximately one-third of the teachin:
<ubsequent vacancies were filled by teachers new to the school The school also

with

expenenced a change i school administranon during this period The teachers

iticant change in

whom | kept in contact during my feave. imvariably reported that the s

~tatt was causing ditticulties. particularly with respect to classroom management issues

and general student behaviour When [ tirst heard of this. 1 did not give the comments a

s 1n statfing often generate critical comment

large degree of credence since chany

Bv the tme | returned to my teaching position in September of’ 1993 another

change in school admimistration had taken place Additonally. the decision to close a
small denominatonal school in the town had resulted in the transter of'a small number of’

teachers and students nto the school during the same perod

Upon my rerurn to school | was astomshed at the extent of change that had



oceurred The building was unaltered. but the school’s climate was obviously ditterent

The school was far nowsier than before and at umes chaotic Students pushed and shoved

wn the corndors. students

shouted foudly at one another while changing class

ularly armved late for class and wandered into class without knocking on the door to

be admutted  In-class behaviour had also changed Students expected to sit where thev

: class 1 noted a

wanted and how they wanted which included sitting on the tloor dun

zeneral detertoration in the respect accorded teachers by students Classes seemed to be

compettion between teachers and students. not places of cooperation

The coifeiality that had existed on the staif prior o my two-vear leave seemed o
have dissipated There were frequent disagreements over 4 number of germane 1ssues
such as classroom management, student evaluation. and expectatons for student conduct

Statt meeting ularly ended without consensus on sigmiticant matters atfecting the

~chool communiny The new principal often had o make decisions which  significant

stent application ot

portion of the staif did not stronghy support. This produced ncons

~chool rules as well as mconsistencies i other areas such as student evaluation

Community support for the school was slipping Several parents \orced concerns

to me regarding ther perception ot the school s demise. they were seekimy advice as o

how thev could effectively air their deep concerns A tew parents reterred to the school as

having “tallen apart

It was obvious to me that no one in a position of leadership at the school nor



school board level had given any thought to the impact on our school’s culture of the

major statting changes | concluded that 1t had been assumed our school would continue

unchanged. that the more semor teachers would somehow steer the ship through the

unsettled weather without too much trouble or etfort This was a major error in jud:

We spent the nest three vears building 4 new school community

These experiences prompted me to consider the nature of school culture and its

centrality in the hite ot the school community and left me to wonder about the artitacts ot

culture as well as the transmission of culture in periods of rapid staff change How does @

sehool remember “how thing

are done ™ How does a school ensure that its strengths and
values are mamtained tor the benetit ot'its stakeholders®
The provineial referendum held in 1997 tolled the demise of the province's

denomimational education svstem This

nerated the next stage of my evele of inguiry
Eullowing the rererendum. the new school district admimistrators decided 1o reorgamze
the local school zone The town would have one primary. one elementary. one middle
and one high school effective September 1998

The district director blished a number ot ¢ s which were

examine numerous 1ssues ansing trom the formaton of the new school system for our
town These committees dealt with a wide range ot issues such as the selection of new

names for the schools and the appropriate presen ation of school memorabilia During the

meenn,

held with the vanous stakeholders throughout the winter and spring ot 1998 the



need to “bring people together” wa

given considerable attention. The need 1o create new
~ehool communitres was ofien voiced | interpreted this to mean that we were actually
L0INg 10 enter Lo a provess whereby teachers. parents. and students would have
cpportunities to explore what | have come to call shared basic assumptions

Unfortunateiy. this did not vecur The commuttees concentrated on the logt

ics of the
reorgamzation and the artifacts ot school culture. but did not consider the foundations ot
school culture. the shared basic assumpuions

NMost of the teachers on our statf were reassigned to other schools Five of us were

ed 1o the new hig

h school for the town which would occupy the building that had

est of the town s denominational high schools When the new high school
opened in September we ntroduced ourselves t one another. engaged in a team-building
exeraise. walked through the policies for what had been the presious high school. and
then Launched mto the schoul sear There was hittle mention of school culture. < alues. o
“hared basic assumptions In fact. many of the teachers from the previous high school
simply said. “Welcome aboard ™ It was clear 1o me at that uncture that this was not a new
~choul tn the minds of many peopie

Once agan deselopments led me 1o think seriously about school cuiture Here we

were n s “new school” operating as tha

f little had changed despite the reality that the

statt ot forty-tive teachers onwinated from ditferent schools in the district and around the

provinee The great majority of the statf came from three high schools which no longer



existed As the vear progressed differences emerged over sigmificant aspects of the

school™s fite We did not all share the same

sumptions about the craft of teaching

neither did we share the same perception of the school community nor the same concept
of student-teacher relatonships Large numbers of teachers voiced concerns regarding
the lack of cohesion

The decision 1 iminate this study was taken near the end of my first vear of
craduate studies n education My academic responsibilities led me 1o do scholarly work
on school culture and organizational memory The dovetailing of my direct experience
and scholarly interests e stallized nto this research study
Purpose

Fhis qualiative studs 15 an - eploration of the school's orzamzational memory

Ore

nizatienai memon refers to stored mrormation trom an orgamzauon that can be
Brought o bear on present decisions

The purpose of this studv 13 to uncover the statl’s shared basic assumptions. the
essence of the school's culture and the school’s orzamizational memony This is

“gmificant because the shared basie assumptions of any orzamzation largely determine

swhat an organization can and cannot accomphish etfectively A schoo's culture permits

certan changes 1o be internahized. but generates considerable resistance 1o other types of

changes Schein 1 1992) states

The culture of a zroup can be defined as a pattern of shared bastc assumptions that



the group learned as 1t solved its problems of external adaption and internal
integration. that has worked well enough to be considered valid and. therefore. to

be ta

it 1o new members as the correct way to percene. think. and feel in
relation to those problems (p 12)
Since we are in a constant provess of change. 1t 15 necessany to have a deep understanding

et our sehool's culture so that change process

< can be managed effectively and
professionaily

Our school was created i 1998 The enure teaching statf was drawn tfrom
diferent schouls each of which had an orgamizanonal memon that had developed over
many vears This has implications for the operation of vur school The teachers of our

new school brod

it with them components of their previous schools” orgamizational
memonies Are these erganizational memories conzruous * Are the organizational

memories sources of problems because they do not contam the same or similar shared

basic assumptions*

Research questions “Jefine how the purpose or goals will be carried out They
delineate the spevitic hvpothesis or problems addressed 1 a study * (LeCompte &
Pretsske. 1993, p 371 The research questions for this study were designed to focus on the
individual lived expeniences of the participants ( Marshall & Rossman. 1999 p 4) and

represent the beginning of an exploration allewing for open-ended mteraction and an



emergent research design The following research questions guided my work
I In the views of the participants. what are the shared basic assumptions of our
sehaol”

2 Inthe views of the participants. does ncongrunty exist between the values

espoused by our school and the shared basic assumptions of our school”
3 Inthe views o the participants. what constitutes the organizational memory of
our school”
4 I the views of the participants. how should the school’s organizational

memony be transmitted to new teachers’

Signiticance o the study

arch of this 1 pe was not conducted previously n anv of the schools from

R

which the statt members onginated  The review of literature did not disclose any other
instances of this tvpe ot research in the province of New toundland and Labrador nor

elsewhere Thus. a studv of this nature s both timelv and relevant

The Department of Education publication entitled Education Staustic

Elementary-Secondary indicates that since the [996-1997 school vear the number of

schools in the province had been reduced from 432 to 337 (p 1) This reduction in the
number of schools has resulted in the formation of new schools through the processes of
school closure and consolidation The anticipated decline in student population over the

next several vears will probablv result in the continuation of these processes Also.




teacher demog s pount o the ofa I portion of the current

teaching force during this decade. this will result in substantive statfing chang,

s over a
relatnely short ime frame

The rdenutication and description of shared basic assumptions will be of
sinificant use to the school as the school’s stakeholders plan for school change

imtiatives As suggested earlier. the failure 1o recognize the power of an organization’s

shared basic assumptions can result n the denuse of well-intentioned change nitiat es
due 10 the incompaubility of the mtauve and the shared basic assumption(s)
Fhe research findings should also help to build a stronger school community since

This iugh school. like other

considerable discussion mav be senerated by the finding

large high schools. 1s fragmented mto departments with minimal horizontai
commumication Since shared basic assumptions are broadh based.  therr identitication
should result n discussions across departments s well as along the lines of authoriy
within the school

The description o the school's organizational memory should be valuable since
the nonenitical utilization of organizational memony 1s suscepuble to misuse and abuse

« Wals

& Ungson. 19911 Such misuse and abuse of organizational memory can have

tve consequences for the school Documentation of the school’s organizational

memony s s aluable because during the next five vears approximately one third of the

statt wiil become eligibie tor retrement It the ume trame 1s extended to seven vears.



approximately one half ot the teachers will be eligible to reure These probabie

retirements include the principal and most department heads A record of the school's
arganizational memon will be beneficial as these senior teachers exit the school 1o be

replaced by new educarors [t will provide a link with the school’s history thereby

ensurng J4 des

ree of continuity during a period of rapid transition
Fuilure to attend adequately 10 the importance of organizational memory and

school culture may well resi

It in periods of substantial nstabiity This instability has the

potential 1o negatnely atfect student pertormance. school - commumity relations. as well

15 4 school's ability (o idenufy areas for improvement requiring broadly supported
strategtes designed 1o amehiorate percened areas of weakness

Limitanons ot'the stud

The writing of this thests was an exercise i grounded theony since the

dentification ot the shared basic assumptions and the desenipuon of orzanizational

memon rose directh from the data obtained duris

the case study  The findings of the
research are theretore specttic to the school and are not generalizable to other schools

because the tindings are rovted in the Ined experiences of the partcipants



Chapter Two
Review of Literature

Introduction

In this review o literature | present 1 summan of the broad themes encountered

i research of ory

mzational culture. school culture. and orgamzational memony
These themes are tound in the publications of educators at the post-secondany level as

well as educators at the school level Them

were also drawn trom the published work of
business consultants and government departments

This chapter contains the followimg sections (41 a deseniption of the relationship

between organizational culture and orgamzational memory. (b the link between school

culture components and school performance. (01 the high degree of relevance this

research has tor school leaders. and 1d) 4 summan

Oreanizatonal culture and orgamzavonal memony

Shatritz and Ot ¢ 16 trace the on of the widespread nterest in

o

nizatonal culture reform, evident 1n the past twenty vears. to the work of the
American management theorist Dr W Edwards Deming In 1950 Dr Deming was
imvited to Japan to present his stanstical quality control concepts of business
management Demin,

sideas. and those of other management theonists who tollowed

fum 10 Japan. are credited with @ huge transtormation in the approach to business

management in Japan that resulted in massive ncreases 1n product quality and worker



productivity in Japanese mdustry By the nud-1970's. Japan was recognized as the world
leader 1n quaiity and productivity (p 48e)

The work of Dr W Edwards Deming remained relatively unknown in North
Amenca until 1980 when the Ameriean telesision network NBC aired a documentary
entitled “1 Japan Can - Why Can’t We™ in which the adoption of Deming’s ideas in
Japan were depicted Concern over the decline of industrial productivity m the United
States had been wrowing for a decade. The NBC documentany made the concern public
and resulted m a nanon-wide focus on orzamzauonal culture reform within the American
business and imdustrial communities (Shaifitz & Ot 1996 p 480)

The concern with declinme productiviey and quality was not limited to the

corporate world [ the United States. the public education s stem came under clos

~erutiny because 4 ink s as forged between dechning productiviny and dechnimng school

etfectineness: Owens (1498) desenibes school erfectiy eness as 4 major item n the

American public agenda m the 19805 Owens states
Although there had been a steadily growing body of research literature on
etfective schools and what thev were like. a virtually unrelated “reform
movement” suddeniy erupted i 1982 that - in the popular press and electronic
media. at least - seized the centre stage and strongly intluenced numerous etforts
t0 mprove the functionig of schools (p 311

In 1982, the Amencan public agenda on education was energized by the release of




A Nation at Risk by the Natonal Commussion on Excellence in Education The A Naton

at Rusk report. in addition to the approximately thirty other reports it inspired. caralogued
2 litany of deficiences in the Amenican public education svstem Owens (1998) describes

s as traditional. top-down management

the reforms emanating from these report
approaches 1o reform which focussed on such matters as the length of the school vear and

the school dav as well as the implementation of tghter controls ot curnculum content and

testing at the state and local lesels of the public education svstem (pp
By 1985, many commentators on education were questioning the top-down

approach o education reform claming that education reformers held a set of assumprions

about the nature of schouls that was antquated 1t was clamed that the set of assumptions

was rooted m « management stvle associated with 3 facton-based dichotomy of

management and workers: Dovie and Hartle tas aited m Owens. {998 state

It simph doesn 't work that way The impulse to reform the schools from the top
down is understandable 1t 1s consistent with the histon of management science
The explicit model tor such reform was the factory. Fredenck Tavior's scientitic
management revolution did for the schools the same thing that it did tor business
and mdustn - created an environment whose principal charactenstics were
pyvramidal organization  The teacher was the worker on the assembly line of
education. the student. the product. the superintendent. the chiet executive otticer.

the school trustees. the board of directors. the taxpaver. the shareholder (p 34)




As the education reform movement was emery

2 m the United States during the

carly 198195, researchers were finding that organizatonai culture was plaving an

nfluential role in the performance of corporations Ouchi (as cited in Shatrz & Ot

f90e) from hus study of la

e Amenican corporations. including [BM, General Motors

and Nerox. tound that the most succe:

sl enterprises were those he characterized as Type
Z orgamizavons Ouchi states
In the Type Z organizations  the decision-making process is tvpically a

consensual. participative vne Soctal s

entists have described this as a democrauc
tas opposed 1o autocrane or apatheticy process i which people are drawn into the
shaping of important decisions. This participative process 1s one of the
mechanisms that provides tor the broad dissemuination of information and ot
calues within the organizaton. and it also serves the symbolic role of signalling n
an unnustakable way the cooperative intent of the firm (p 4983
Oucht emphasizes that the collectve dectsion making 1 twinned with indn idual

responsibility for the deaision even it the individual does not believe the decision taken 1s

the correct one Ouchi tas cited in Shatntz and Ot 199 states

This combinatien of collective d

1on making with indnadual responsibility
Semands an wimosphere of trust. Onky under a strong assumpaion that all hold

Rasically compauble woals and ¢

at no one 1s eng

ed in self-serving behayiour

il indis iduals accept personal responsibiliny for a zroup decision and make



enthusiastic attempts to get the job done (p 498)

In 4 Tvpe Z orzamizanon interpersonal relationships have a wholistic ortentation
Relationshins berseen supenors and subordinates are not authoritanan in nature Ouchi
tas vited 1n Shatfitz & ott. 19901 deseribes the relationships i this wav

Type Z compantes generally show broad concern for the weltare o subordinates

and or co-workers as 4 natural part of a working relavonship Relationships
between people tend to be informal and 10 emphasize that whole people deal with
one anather at work, rather than 1ust managers with workers and clerhs with

nization.

machinists: This wholistic onentation. a central teature of the o

alitarian atmosphere that 1s a feature ot all Type Z

inevitably mamtams a strong e
Srgamzatons (p 4

This egabitarianism impites that the individuals 1n a Type Z orgamzaton have a deep trust

ch other as capable of' exervising discrenion without

mone another Individuals percene

the need for close supensision and indi iduals believe no e wiil intentionally do harm
woanother person This trust ditterentiates Type Z vrzamzations from tradiional
hierarchies which are tvpiealls lacking in trust The Type Z argamization’s high level of
trust exists because 1t s founded upon “an underlving set of <alues that are deeply heid
and closeh toliowed (s vited i Shaffiz & Ot 1990 p S04

Peters and Waterman. Jr 11982) analvsed the vrgamzational cultures of Amernican

n & Johnson. Hewlett Packard. and McDonald's Peters

corporations such as 3\1. Johy




and Waterman. Jr report that corporate success 1s closehh associated with what they call

~simultaneous loose-tght properties They state

Simultaneous loose-tight properties s i essence the co-existence of firm central

direction and maximum individual autonomy - what we have called “having one”

cake and eating it 1o~ Orgamzations that live by the loose-tught principle are on
the one hand nizdly controlled. vet at the same tme allow (indeed. msist o)

autonomy. entrepreneurship. and mnosanion from the rank and file They do this

Iterally through “fath” - through value svstems (p 318)
Peters and Waterman. Jr emphasize that the discipline of the loose-tight principle
does not emanate irom an autheritanan hierarchy . but rather from adherence w a smail
aumber of shared values which focus on qualin mnovan eness. mforalin . customer
service and people Peters and Waterman. Jr state
Quite simply. these companies are simultaneoush externally focussed and
internaliv focussed - externaliv in that they are trulv driven by their desire to

provide service. qualits. and innovause problem solving i support of their

cusiomers. mnternally in that qualits control. for example. 15 put on the back of the
individual line worker. not primarily n the fap of the quaiity control

department The organization thrises on miense nternal compettion And it
thrises o intense commumication, on the family feeling, on open door policies, on

wtormahity . on tludiny and flexibility. on nonpolitical shitts of resources This



constitutes the eructal internal focus the focus on people (p 323

Greentield (1986) criticizes the positivistic science ef educational administration
Tor its narrow focus on decision-making as the core of modern administration (p 39)
Greentield prorters that to hnut the study of educational admimistration to “the factual
basts of choice and 1o 1enore Lalue and sentiment as springs of human actuon ™ (p $91is a
maior weakness in the philosophical foundation of posin istic research i the
administration of schools Greentield states

Bevause positivistic science cannot derive 4 value from a fact or even rec

values as real. we have a saence of admimistration which can deal only with facts

and which does so by eliminatmy from its consideration all human passion

weahness. stre

h. comviction. hope. will. pits ity altruism, courage. vice,
and virtue These shorteomings are created by the blinkered view of choce and
admimistratie action afforded by 3 narrowh empinicist science which lets us see
but 4 pale and reduced retlection of the human will 1o achieve 4 purpose. 1o
mobihize resources, 1o nfluence others - 10 do all that people in fact do as they
muke chorces and strve 1o transform their salues into realities (o1
Greentield ( 19501 idenuies the postinisie conceptuahizaion of orgamzations as

the rout o the weakness in this tvpe of orgamizational research Greentield claims that the

POSILAISTIC View of s is based on an E

eparation of an orgamzation

from the individuals who constitute the orgamization. Greentield states. “This position



fughlihts the ultimate concern of administrative

tence - the effectiveness and
etficiency of the orzamzation which 1s. of course. concenved as an entity independent of

human will. purpose. and values * (p 021 Greentield clams that “To establish this

“crence. i was necessan to commit the bological fallacy of endowing the organization

with an ontological reality. The organization

concenved not only as real. but as more
important than the people within it” (p o)
Greentield (19801 juxtaposes the posiinistic view of orzamizations with his

contention that orgamzations are created and changed by human actions Greentield

states

mnizatons are noi thir

Thev have no ontolow

I reality. and there 15 no use
~tudving them as though they did They are mvented social reality of human
creation [t people who are responsible for orgamzations and peopie who
change them Orzanizations have reafity only through human action. and it is that
action tand the human will driving it that we must come 1o undersiand The
alternative | am proposing rerects theons that expluns human behasior as though a
depersonaized organization and its devalued. nonhuman environment caused 1t

The alternative theory wrants o measure of tree will to individua

<. and so places

measure of responsibility upon them tfor therr action People do not exist in

organizations O

wanizations exist m and through individuals (pp ~1-72

Greentield (1986 ) maintains that in order 10 understand an organization it is



necessan to focus on the values which form the foundation of the orgamization The

interaction of opposing values 1s the essence of contlict and the choices made during

contlict point to the moral tiber of the vrzanization Greentield points 1o 4 different

svience of orgamizations - Greentield states. “It nothing else. we must understand that the

new saence of admimstration will be 4 serence with < alues and of values ™ (p 51
Consequenthy. the researcher cannot be un oblective empiricist. but must be an iterpreter
of an organization s values Greenfield describes the new serence by saving

The alternative path would seeh to understand admunistrative realities within a

broader conception Of scrence - 4 conceprion recognizing

hat values bespeak the

human condinion and sene as springs 10 action both mn evervday lite and in

admimistration: But values are subjective realities. and people bind them

metricabiy 10 the facts in their worlds Thus, an adequate new science mav no

from values. and deal onlv with the facts (p $7)

fonger be content to split fac

Schern has studied the organizational culture of maior corporations in North
America and Europe Schem (1992) states

I believe that cultures bewin with leaders who impose their own values and

aasumptions n  group 11 that group 1s successtil and the assumptions come to

be taken for sranted. we have then 3 culture that wil derine for later generations

of members what kinds of leadership are acceptable  as the zroup encounters

adaptive ditticulties. as its envirenment changes to the pomnt where some ot its



assumptions are no longer valid. leadership comes into plav once more

Leadership is now the ability to step outside the culture that created the leader and

s that are more adaptne (p

10 stan evolutionan change proves

Schern 1992 illuminates the prmacy of organizatonal culture: Schein describes

mization that are most

an orzamization’s cufiure as “those elements ar'a group or or

stable and feas

malleable * 1p 51 The elements referred to by Schemn are the shared basic
assumptions [n hus view, the shared basic assumptions are so well embedded in the
organizanon that the members of the Organization are not aware of them, however. the
assumptions are powertul determinants of thought and behaviour because they operate
subconscioushy Schein states that an organizaton's culture 15 “the aceumulated shared

fearning of 4 given group cosening behasioural, emotional. and cognitive elements of the

aup ~ members ot psehoiogical functomng i The shared assumpaons denve

erficacy from the fact that they function outside of the individual ‘s aw areness

A study of' 2 school's culture is an examination ot how the school has learned 1
solve problems ongmmating from both 1ts external and nternal environments The problem

solving strategies represent what has worked well for the school and 15 considered valid

The study dlso nvoives discovering how a newcomer learns abour the school through the

sehool's socalization process | Schem, 1992
However. it 1s important to note that schools are unique organizations The work

o OQuchi (198 1. Peters and Waterman. Jr 1 1982). and Schein (1992) artses from the study



ot corporate cultures not school cultures As Owens (1998) states

umque;

Though schools are organizations and. theretore. share much with other kinds of’
orgamizations. it must be remembered that we know relanvely hittle about their

specitic org

anizational charactenisuies Although research on the organizational
charactenstics of schools 1s increasing. unul very recently our assumptions about

them have been denved largely from studies in other Kinds of organizatons  But

schouls do possess special propertie:

(pp 329-330)

Owens (1998) summarizes the tinding

of uther researchers by describing seven
organizational charactenstics of schools

I Aimost all students attend sy

hool on a non-voluntary basis

2 The

als ot education are dittuse and are often stated i general. abstract terms
making measurement o' a school’s etfectin eness ditticult

3 Schools have a low technical capability ansing from a weak screntitis

underlving educational practice

4 School activties are not always clearly connected to goals and control is
dirticult to establish

S Schoals are open to nfluence from a vartety of stakeholders

© Schools do not compete directly with one another Schools exist n a relatively

protected environment

Schools are part of'a controlled. but decentralized education svstem (p 330)




chemn ( 1992) describes three levels of culture arufacts. espoused values. and

basic assumpnions A researcher learns of an orgamization’s culture through interaction

wath ail three. but Schen cautions that artifacts can be nterpreted in ditferent wavs by
ditferent peopie and that espoused 1alues mav not be consistent with what indin iduals

actually do in the orgamizanonai setung The arufacts and espoused \alues must not be

contused with the shared basic assumptions Schem

ums that 1t 1s ditficult for a group

0 examine its shared basic because the
destabilizes our cogmitive and interpersonal world. releasing large quantiuies of basic
anvien i 220 This basic ansiens anises from the group s desire for stabrdity and

congruin

Walsh and Ungson (19911 theonze that within organizations “information can be
considered as decisional stimul and responses that are presenved i particular storage
fans and that have behavioural consequences when retneved “(p ol This decisional
information when recailed and shared within an vrganization 1 the essence of
orzamizanional memon The vrzamzational memony s described 1n terms of indn duals
and a collectnmy Walsh and Ungson state “our pomt is that the retention of

nizational memon s not just an individual-level phenomenon. but can appiv to a

supramdividual collectinty as well through a process of shanng “ (p ©8) Walsh and

L nuson claim that orgamzatonal memon 15 distributed across several bins The retaining

bins are individuals. culture. transtormations. structures. ecology and external archives



(p o3

Ory

mzatonal memon develops over 4 substantial period of nme The
development of organizational memon oceurs simultaneoush with the evolution of an

organization’s culture - An organization’s Biston of sucy

ses and talures generates

within individuals the recogniion of specific strategies as valuable and. therefore. worthy

tention \s individuals in the vrzanization share these recognitions they eradually

become the shared hasie assumptions which according to Schem (1992) constitute the

<ultural thundation for the orgamzanon

Senge (1990) identti

s mental models as one of the core disciplines of the
fearning vrganizaton He defines a learning organization as “an orgamzation that s
continually expanding its capacity ©o create its future ” p 14 Mental models are @ hev
component of orgamzational cuiture and orzamzational memon because the mental

madels artect thou

tand behaviour Senge states
AMore speirivally . new nsights il 10 get put into practice because they contlict
with deeply held mternal images of how the world works. mages that imit us to

famihiar wavs of thinking and acting That 1s why the disciphine of managing

mental models - surficing. siing. and improving our internal pretures of how the
world works - promuses to be a maior breakthrough for baiiding learming

organizatons (p 174

Related to this 1s a study by Sahin and Simsek (1991 who conducted a study of



three high schools in Ankara, Turkes. focussing on wavs the schools acquired.
dissemmated. mterpreted. and preserved new knowledge Data for the study was obtained

from obaervations and interviews with twenny

our teachers and six admunistrators Sahin

and Simseh contend that it schools are to be effective. they must acquire and create new

Anowiedge about their priman funcnon The authors clam that schools must utilize

organizational learning to attain the knowledge Satun and Simsek denufy four

constructs which the process of or:

(a1 knowledge. (b

anizatonal learame comprises

information distribution, (<) information mterpretation. and (d1 org

nizational memon
In therr view the etfectiveness of two ot the three schools was impeded by therr
orgamizational structures which tended to obstruct the acquisiton. distribution. and

imterpretation of pertinent knosw leds

sarding the schools performance The authors

nuted that none o' the three schoois nad developed tormal arrany

sments for storng

mormation tor future use

The Tvpe Z organizaton. the | ut and the learni

interaction with therr environments The members of these organ

tons have developed

cultures swhich permit and encou

< individual autonoms within a framesork defined by
strongh held values and assumptions about the nature of the organization as well as by
the role o the mdiiduals i the collectvin. Continued success for these orgamizations

depends upon the transmission of the vafues and dssumptions 1o newcomers Past success




15 not a guarantee of future success. however. the failure to pass on the knowledge. skills.

attitudes. values. and assumptions which produced success in the past may well lay the

wround work for an orgamization’s demise  Therefore. orgamzanonal memory is critically

mportant

Linkage 1o school pertormance

Purkev and Smith (1985, reporting on their analvsis of effective schools research

Iiterature. draw a direct hnk between school etfectiveness and school culture Purkey and
Smuth state

The most persuasive research sy sts that student academc performance 1s

strongly attected by school culture This culture 1s composed of values. norms.
and roles exising within istitunonally distinct structures of governance,

Successtul schools

communication, educational practices and policies and so on
are found to have cultures that produce a climate or “ethos” condueive to teaching
and learming  etforts 1o change schools have been most productive and most
enduning when directed toward mtluencing the entire school culture via a strategy

shared decision making.

imvolving collaborate plann and collegial work in

an fiendly 1o expen and evaluation (p
Stemhott and Owens (19891 claim that successiul high schools have a strong
sense of values linking participants and the school Steinhott and Owens state. 1t is

necessan for educators to stop and make public and explicit the hidden basic




assumptions concernin, in the

the behaviour. speech. artfacts. and technolog!

To do so. 1t is recommended that \arious facets

orgamzation n which they work " (p
of the school s culture be examined 1n detail including the school's history. symbolic
mvths and stories. espoused values and beliefs. expectations for behasour. nites and

rituals. as well as heroes and heroines These components form what the authors call the

<ehool’s root metaphor (p 3

h school in

Brown (1994 who conducted a case studv ot a small. rural hig
Newtoundland and Labrador. draws a close connection between the school's

etfectneness and the school’s common culture Brown state:

The teachers (who include the two admimistrators who are teachers more than they

are administrators) share 1 common philosophy based on five Fs - - Fun. Fairne:

Fitness. Friendliness. and Firmness This philosophy 1s retlected in- a student

focus which encourages students to see the schoal as therr school (triendliness).

an emphasis on co-curncutar as well as academic programs (fun). a firm. tar and

red to n the s

friendly discipline program (re hool as the three F approach to

discipline). 4 warm. caning school climate (friendliness). an emphasts on sports

and physical activities (itness) The core wroup of teachers who upened this
school sisteen vears ago established a unique culture based on this philosophy

and new teachers are enculturated into it The norms they developed are so

are

entrenched that they are seldom discussed they are simplv the way thin,



done at Grandy's River Collegiate (pp 4-3)

Brown ¢ 19494) describy

s how this common philosophy mamifested itself through
the actions and behasiors of the school’s teachers The otfering of advanced mathematics

was possible only throug

the splitting of classes with one teacher taking responsibility
for two mathematies classes scheduled coneurrently (p 381 A teacher soluntarily gave up
preparation. periods o teach 4 chemisiny course which was scheduled o be dropped from
the program due o the loss ot 4 teaching umt (p $%) Teachers devised @ way 10 offer
three industrial arts and technology courses to verv small uroups of students because 1t

was felt that the students would benetiz tfrom the cour:

and perhaps remain i school us
Aresult (p 59 The Phvsical Education 3100 course provided 4 student leadership unit

“alued at 239 of the course evaluation which zave students opportunities to develop

derstup shills while planning and mplementing actis es for therr fellow students

tpp ow-02) The resource teacher took responsibility tor organizing and monitoring
programs for approximateh 40 students who were identified as having special needs

which had to be addressed i order to mcrease the probability of successtul graduation

from high school (pp o3-001 The zoal of the schoal's extensive co-curnicular program
was to have 1009, of the student population imvolved in these actisties so that all

siudents would feel part of the school community (p ©7)

Brown (1941 describes the climate o school in terms ot trust and vpenness

The school’s teachers showed the trust they had n ther students by permitting the



students to have tull access 1o all of the school's facilities at any ume provided there was
2 teacher in the school tp 831 The principal provided the teachers with a great deal of
autonomy trusting that all teachers would act according 1o the philosophy they shared

hool’s adnunistration

(p 341 The teachers believed they were stronghy supported by the s

and b the parents (p $4) Students reported that they believed therr teachers were willing
10 provide extra help for academic problems as well as provide adsice and counseling for

personal problems (p 115

Brown (19941 identities the leadership stvle of the principal as a kev factor i the

development and mamtenance of the school’s culture The principal who described his

leadership st le as informal.

ave prionty to working with students and teachers over the

administratie work assocated with hus leadership position (p 981 The principal showed

convern for the teachers who had to travel considerable distance to school by deliberately

fmiting the number of'kenzthy sttt meetings held throughout the school vear The

principal telt e wa

more beneficial tor teachers to spend their tme with students outside

of rezular class ime than o hase teachers attend frequent stait meetings (p 99) The

principal’s relationship with his statfengendered great respect for him as well as a strong

sense of Tovalty 1o him and 1o the school (p 100
Dovle (1998) found that successtul schools were staffed by teachers possessing a

strong commutment to a strong. clear school vision: She also found the vision and

commitment had high congruity with the needs and the expectations ot the local




community Glickman (as cited in Dovle. 1998) determined that a school tails when the
school’s vision 1s imited to the program it teaches Glickman found that “it is the

holding to moral and democratic principles that makes schools “wood” ™ (p 14)

Holmes. Leithwood. and Musella (1989) state. “schools have relatively distinct
cultures and will operate within boundaries defined by their cultures  (p 120) Similarly.
Cooper (as cited m Licberman. 1988) specities that “schools are alike only in zross

character. climate. structure.

charactenstics. ditfenng mn ethos. population. statl,

“Cultures are not made. thev are

arcumstance. and histon " (p 481 Cooper also stat
born and wrow A culture exists 1 history 7 (p 40y Couper’s msight draw s an obvious
Iink betsween school culture and orgamzational memory

Rutter et al (as aited in Owens. 1998) studied the relatonship between school
sutcomes and school culture m secondan schools in the United States Schoul outcomes
were measured using pupil behastour. pupil attendance. and pupil public examination
marks as variables (p 180) Differences between schools as measured by the three
sariables were not attnbutable to socioeconomic or ethmie differences. but “the

ditferences between schools 1n outcome were svstematically related to their

charactenstics as social insttutions " ip 180) The researchers idenntied tour
characteristics ot schools which had sizmificant mtluence on school outcomes (a) teacher

behaviour at work. (b the degree of emphasts placed on academic performance. (¢ the

ree to which students were able

existence of rewards tor student success. and (d) the de:

20



w0 take responsibility (p 181
Similarly Deal and Peterson (1999 state bluntly that “The culture of an enterprise
plavs the donunant role n exemplary performance * (p 11 Deal and Peterson emphasize

that all highly successtul schools have distinctive. strong cultures based on widely held

values and assumptions

Lorue’s (1975) classie studv of elementary and secondary teachers in the Boston.

\Massachusetts. area makes the same pont Lortie interviewed ninetyv-tour teachers in the

sand qu

Boston area and obtamed addittonal data from approximately six tho tonnaires
admimistered 1o teachers n Dade County. Flonda Lortie found mdiidualism to be a

abiquitous guality of the schools n the sample. The data indicated that teachers rarely

enerally imited to

discussed each other s work Communication between teachers was w
shanng mformanion about students and parents Teachers reported tew opportunities to
anabvse and retlect on instructional practices: Teacher mdividualism did not tacilitate the
mtroducnon or new teaching methods ner the cntical exanunation ot successtul teaching
practices utlized by other teachers

More recently. Ashton and Webb (19801 conducted 4 comparative study ot a

tradionally organized junior high school and a middle school which was described as “a

more progressive school ~ Both schools were populated by students of similar social

backgrounds The muddle school students consistently scored higher on tests of basic

<k

Ashton and Webb concluded that the staustically sigmiticant ditference in the test



seores was due o the differences in the teachers’ percepuons of their abiity o atfect
student performance Ashton and Webb (1980) described the middle school teachers by

stating, “They were convinced that they could make a significant contribution to the lives

of children and were publichy and personally committed to dong so” (p 1ue) The jumor

h school teachers ditfered in that they believed they could do little to aftect student

performance clamiag that poor student performance was due 1o student motiation

problems and issues related to students” bachgrounds
Ashton and Webb 119801 found stemiticant ditferences with regard 1o the level of
teacher collaboration m the twa schools studied In the more etfective middle sehool

feam-teaching was common and shared decsion-making was built nta the organization

1ons which were scheduled at

arthe school Teachers planned together regulariy at se
the begmmng and end of the school dav The less efectnve jumor igh school did not
¢ characteristics of collaborati ¢ schauls

e the:

I8

Rusenholtz (19891 conducted a study of school culture utilizing 4 sample of
~eventy-eight elementan schools in Tennessee Rosenholtz described two disunct tvpes
o sehoul culture One tvpe of school culture was not supportie of change and
improvement. teachers in these schools were uncertan about their etfectiseness in the
classroom and tended t be tsclated from other teachers The second tvpe of schaol
culture was supportive of change and mprovement. teachers in these schools frequently

worked together and believed teachers never stopped learning how to teach Teachers in



these schools recened regular teedback respecting the etfectiveness of therr instructional

practices and did not experience a high degree of uncertainty: Rosenholtz ( 1989) states,
1t i assumed that improvement in teaching 15 a collective rather than individual
enterprise. and that analvs

evaluation. and expenmentation in concert with colleagues

are condivons under which teachers improve 7 (p 731 Rosenholtz found that measures of
teacher uncertainty correlated negatnvely with student learning gains i mathemaucs and
reading over a two-vear period (p 128)

Rosenholtz (1989) tound that teacher solation was more common in the schools
than was teacher collaboration Rosenhohz states

Most teachers and principals become so professtonally estranged in their

workplace isolation that they neglect each other They do not often compliment.

support. and achnowledye cach other’s positine etforts Indeed. strong norms of

self-rehiance may even evoke adverse reaction to a teacher s successtul

performance (p 117

Inger ¢ 1993) found that schouls charactenized by frequent teacher collaboration
experience sizmticant improvements in student achievement. behaviour. and attitude
Addmonally. teachers and adnumistrators collaborate and learn together and become more
upportiv e of one another's strengths while learning how 1o address weaknesses Inger

found that when teachers collat-orate on teaching practices they realize they are

interdependent and bewin to reinforce one another s teaching techniques

i



Linkage o leadership

Fullan and Hargreaves (1991 offer as therr first guideline for school leaders

contemplating change that they “Understand the school and its culture betore cha

w7 p Ser Corbett et al (14

71 tound that school culture 1s a powertul force which

determines how 2 staif reacts to change Shared assumptions are divided mto o

Ccategonies. the sacred and the profane (p 371 Sacred assumptions are not malleable

whereas profane assumpuions are flenible Corbett et al claim that “If changes are 10 be

g

ul. then mitiators must understand how the culture will accept the proposed
nnovaton and where the culture itselt needs moditicaton “(p 71 Corbett et al
hyvpothesize that changes in schools do more than challenge how things are done. changes
threaten whe we are around here’ " (p Sor When a proposed change encounters a

saered ass

prion. it will experience exreme e from the wroup Thes state.

Managn;

change. like politics. 1s the art of the possible But it requires hnowing what
changes are inherenth compatibie with the local culture. which ones are not. and which
ones can be packaged 1o fit enisting norms “tp 37

Louss and Ring ¢ 1992 protfer that “many advocates ot new schools seem to
verlook the fact that starting 3 new orgamization entails high levels of strain for adults
who work in them and. in the absence of attention to the development of human
resources. these demands may obstruct the goals of reform ~ (p 31 Lows and King

emphasize the need to plan 1or the soctahizaton of teachers: Their research found



unfortunatehy that little attention 15 paid to this need  The results are a lack of trust among

the sttt members. simple d s and <alue

(p 131 \lichael
Fullan ¢ v 1) concluded similary that much attention s usuaily paid 1o the needs of the
students of 2 new schooi. but little thought and energ is devoted to the crtical matter of
school culture from the teachers perspectines

Ruddick ¢ 19411 savs, “education 1s among the last vocations where it s sull
fewitimate 10 work By vourself in 4 space that is secure aganst imvaders “ 1p 311 Ruddich

deseribes teacher solation as a double-edged sword which permits teachers to employ

their discretion respecting the interests of the children thes teach. but vet blocks the easy
fow of meamngtul teedback regarding the etfectiveness of their classroom instructonai

practices Sumlarky. Hicheox et al (1988 found that isolated teachers recen e hitle

caningtul feedback refated to their instructionai etfectiene

> Formal teacher

wvaiuanens provide some teedback. but sin

ce these e aluanions are periodic events rather

g processes they are generally et

ctive mechamisms for the promotion of
continuous Mprovement

Akan (1) found that few school admimistrators have an adeguate knowledye of
the research on sttt cultures ARin s research led her 1o conclude that many hugh schoois
Aave elements which actually prohibit the formation of positive school culture: These
<lements include large starfs segregated into academic areas ARin calls this an isolating

factor which stifles communication across a statt Teachers percene themselves as



teaching a discrete curncuium. tending 1o see their classrooms as their domains separate

fiom other teachers classrooms This fragmented conceptualization of the school resists

school culture formation Akin concludes that “admimistrators who wish to lead hig

~chool site-based management projects must first understand their school organization

and know how to bridge from negative to positive cultures “ (p ™) Congruousty.
Hargreaves ¢ [990) denufied “Balkamized™ cultures as impediments to the tormation ot
positive school cultures Hargreaves” research found these cultures to be common in large
high schools with tormal department structures

Hargreaves 1 1992) examined the teaching culture patterns in two Ontario
secondany schools The two schoois were selected trom astudv ot ten secondan schoois
undergomy aprovinciaily mposed directive to destream grade ¥ by 1993 The findings
ndicated that teacher isolation was the result of balkamzauon in the school which had the
sradittonal department structure associated with conventional secondan schools The
second school in the study was desenibed as nontradiional and innovatn e, however,
Hargreaues found that balkamization persisted as @ Jominant feature Hargreaves
concluded that the persistence of halkanizaton was due to the failure of the restructuring
process to adequatel deal with issues of status. polites and leadership

Sishin and Little ¢ 1993) describe traditional subrect departments as the priman
orzamzational umit of the high school These subject departments have substanual

intluence on the culture of a school because the departments shape the views and practice



of individuai teachers Subject departments can set boundaries within school.

contnbuting to teacher isolation and the formation of subcultures

Nan Wessum (1999) studied forms of collaboration within departments in
secondany schools in Holland Data was collected from three secondany schools using
mterviews. obsenvatens. documents. and questionnaires \'an Wessum found that
ditferent forms ot collaborauon occurred. informal coilaboration was the prefurmed torm
Van Wessum also found sigmiticant ditferences in the content ot collaboration The mast
frequent content of collaboration concerned subject matter and the least trequent
concerned istructional methods Collaboration betw een departments was not frequent
Van Wessum s tindings resonate well with those of' Hargreaves (1992) and Siskin and
Little ¢ 1103

Nias. Southworth. and Yeomans (1989 conducted case studies of tive priman

“ehools in England recogmzed for therr positive sttt relatonships They found that three

wrthe tive schools exhibited charactenstics associated with cultures of collaboration
Personal mteractions throughout the schools were helpful. supporine. trusting. and

ional fevels Nias.

characterized by openness o sharing at the personal and prof
Southworth. and Yeomans (1989) state
Allowances were made at work for domestic eircumstances such as a husband's or
son’s redundancy Staff were tolerant of each other’s taciturnity. irmitability o

anaceustomed imetficiency. they were quick to anticipate the help which might be



needed because of. for example. a fit of depresston.  panful back. a broken car or
s sleepless mght When someone was having 4 bad day. the appropnate response
was to be ssmpathetic rather than otfended In the collaboratine schools there was
2 penvasive atmosphere of consideration for others (p 35
Nias. Southworth. and Yeomans (1989) found that in the fulh-funcioning
collaborative schools teacher collaboranion resulted in the recogmition of failure and

uncertaniy as phenomenoen 1o be shared and discussed with colle:

es rather than

experiences o be lidden and protected  Teachers shared suce

sses as well as fulures in

teams Nias, Southworth, and Yeomans state
Warking i a team doesn T mean that everbody s the same and evervbody's so
buss saving ves. tes ves o one another that nothing happens That deadens 1t

Vo te 2ot to have diferent personalities and ditferent ideas t spark other peop

otf. but it can be done without

garession (p 57y
In the mghlv collaboratine schools teachers had a marked sense of

dependence and collectine responsibility for the schools success Nias. Southworth,

and Yeomans ¢ [989) state

ther the members of each statf made 3 wroup which they 1 alued because 1t
wave them g feeling of befonging - At the same ume. they accepted a collective
responsibilits for the work of the school. so creating a strong team i which

people helped. encouraged and substituted tor one another (p 38)



Deal and Peterson (1999) have concluded that school cultures are malleable Even
tovie cultures can be changed given sutficient knowledge of school cultures as well as
strategties for changing school cultures (p 127) These findings are consistent with those
of Hargreaves (1994) Hargreaves maintains that school cultures are not as deeply
embedded and unalterable as is the concept of culture n the anthropological sense Since
teachers enter schools as adults. the school culture 1s learned. theretore. the culture should
be percened as a cormible phenomenon rather than incormigible

Gideon and Erlandson (2001) d

ribe how the stattat Crockertt High School in

Austin, Texas. implemented cha

< 10 improve student learning and transform the

school nto a teacher-led and teacher-driven school When Barbara Gideon. one of the

authors of the article. became the titth principal of Crockett High School. the school had

evpenenced several vears of d test scores. and post-second

enrollment Gideon led the stattin fac

he challenges and finding solutions which

resulted n sigmificant Improy ement i vanous measures of student achieyement over a
penad of three vears (p 151

Gudeon and Erlandson (2001) explain that to achieve the improvements the statt’
analvsed achies ement data and teacher pracuces Teams were created by department.
wrade level. and by area of interest. The teams were winen the authonty. autonomy. and
responsibilins 1o make decisions and momitor implementation of their decisions Gideon

and Erlandson state

@



As teams grew n their understanding of schoal wide concerns. they were better

able 1o understand other teachers experiences The members of various teams

Jdeseloped an appreciation of the impact of teachers” actions n 4 learning school

They learned o reflect on ther practice. using Argvmis” and Schon s framework

U974 [0) a5 g wude (p To)

Gideon and Erlandson (2001 itemize a set of gwiding principles which arose from
Crockett High School's experiences

| The principal 1s the formal head of'the school. but leadership 15 evervone s

sesponsibilin

2\ school protessionals must have salid information readily available 1o them
3 Euen school professional must make free and informed choices regarding
participation in the renewai etforts

4 Even school professional is included in monitoring the renewal process (p 1o

(ndeon and Erlandson (200 1) emphasize that tor change to be successtul teachers

must percen e the etfort o be addressing real needs which teachers have helped 1o
wenuit Gideon and Erlandson state

Teache:

<an see change as something outside their das-to-day work or they can
allow change to enerize therr teaching Successtul change must start with data

Anahzing the data can spawn a reaiits check Teachers addressed questons such

ses ds ertective a5 we would ke with all students

as Are our instructional strats




What evidence will we accept that our work has had the intended effect” What in
our environment can we control in order to produce better student achievement
Teachers led the process of analvzing the data and deternuning the answers  The

principal acted as 4 catalyst mtroducing the comversation (p 171

Gideon and Erlandson (2001 also highlizht the crineal mportance of the
relationship betsseen the principal and teachers: The authors focus on the need for this
rebationstiup to be built on trust Grdeon and Erfandson state. “Change produces an

atmosphere of sk As something new 1s nroduced. teachers often fear closer monttaring

and fess mdi idual decision-making poser W hen 4 collegial atmosphere 1s put into
practice. the opposite is true 1p 17y
Gideon and Erlandson (20011 conclude their deseription of the Crochert High
Schooi experience with reterence to the need for collective responsibilits i the change
provess Empowerment and collective responsibility are closels inked  The role of the
principai 1s defined in terms ot power
The power of the principal ts 1 her ability 10 recognize power n others and (o
collectivedy share that power 1o move the school ahead 1s 1 community of
carners The prinaipalship 1s 4 voliective leadership and responsibility that 1s

ser than the ndividual who holds the formal aitle of principal 1(p 171

Gideon and Ertandson (2001 do not present a panacea in their article [tis

zed that reform 1s a set of processes and not an instantaneous remedy which will




magically cure all the ills ot a school A substanual benefit of the experience at Crockett

H

sh is that “the statf has come to understand that growth oceurs as teachers retlect

refine. and work in the context of their regular classroom mstruction " p 1

Thel s

vernment document Technigues Compantes Used ¢ 1992) states. and.

Faucette (1994 found that o

nizatonal culture 15 far too important tor the success of an
arganization L be lett 1o mformal processes hased on the assumption that sigmiticant
values and beliets will be assimilated quickh and easily by new comers to organizatons
Formal strategies tor the formation and maintenance of positive orgamzational cultures
are required These approaches include the allocation of significant amounts of work tme
10 activities designed to achieve cultural woals

"Nl (1995 reports on an intenview conducted with Peter Senge in which Senge
Stites

Our tundamental challenges in education are no ditferent than i business They

imlve fundamental cultural changes. and that will require collective learning

Thes imvalve people at multiple fevels thinking together about significant and

enduring solutions we might create. and then helping those solutions come about

P zh

Senge idenuties the complex. stratified. and tragmented cuiture of school communities as
impediments to macvauon: School leaders who have had the ureatest impact have been

those who hase percened themselyes 1o be creating an emvironment where teachers can
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conunualy learn (p 211

Snuth’s (1994) of an ory, | leader describes the leader

s having 2 nurunng role 1n the developmental process of building shared vision Smuth

detines this developmental process as “co-creating” (p 3221 In order for this process to

oceur the o nzation must be charactenzed by openness. honesty . respect and reverence

for indiniduals as well as equal treatment of opimIons iFrespective of an indi idual s
pesition i the orgamzaton Inimate knowledge of an oreamzanon’s culture 1s essential
4 leader expects to be successtul in this regard

Leithwood and Jantzr ¢ 19900 idenuiy school culture as the priman focus tor
transtormatonal leadership defined as leadership tocussed on the creation of highlv

collaborauve school calture: Lenthwood and Jantzr state

tention to cultare. as part of school retorm. is driven by evidence that tradimonal
~chool cultures. based on norms of autonomy and isolation. create a work context
i which realizing the central aspirations of school reform is highly nlikels (p
250

Lathwood and Jantzi desceribe the 2oal of transtormational leadership to be “the

enhancement of tndividual and collectne probiem-soiving capacities of organizatonal

members.” (p

Trice and Bever (1993) utfer aduice for leaders who contemplate changing

organizatonal cultures “They should not assume that because the need for change seems



abvious to them 1t 15 obvious to others “(p 397) and that “1t 1s unrealistic to expect a
complete disappearance of an existing culiure without total destruction of the group or

nization involved or dispersal Of its members “ip 3991 Deep understanding of the

or

sdeolomies which form the core of the culture 13 of ertical importance and is a prerequisite

for the commencement ot successtul change

Petersan (20011 describes school principals as the maior plaers in leading sehool

and

principals are central 10 school success

retorm over the past decade Peterson beliey

to student fearning (p 18) Peterson advises the principal to become know ledgeable of the

strategies Peterson

~chool's culture and histony in order 1o mitiate suceesstul chang
<ttes
Hone vour shills as 4 historan by listening 1o stories of past e ents. exhuming oid

past efforts o understand where the school

plannimg dJocuments. and revtewing

into

s come from - But also deselop the skills or'an anthropologst by dig

enisting norms and < alues. examining arifacts and svmbols. and asking about the

deeper meamngs of sttt traditons and rituals (p 20)

Peterson (2101 emphasizes the need for 4 prncipal o have a deep understanding
of 4 school s purpose and alues Peterson (2001 states

Even school has a deep set of values In toxic cultures. those values are negative

and hostile In positive cultures. the values hold deep meanmg for staff Learn to

identiiy and interpret what those values are as they relate to curnculum.



mstruction. approaches to assessment. and learning See 1f the current \alues

mateh the communiny s and one’s own (20

Summan

The review ot hterature indicates that organizational memon 1s a mator

component of school culture: The exploration of'a school's shared basic

umptions
would result in simultaneous exploration of' - school’s organizational memon and

deeply held beliets and values The overlap of shared basic assumptions. mental models.

and orgamzational ¢

emon Is sigmticant
The review ot Iiterature draws 4 strong link betw een orgamizational success and

mzavonal culture Successtul orgamizations are social institutions which have learned

how 1o adapt fo changing external and nternal environments while holdmg to a core of
calues and assumptions These values and assumptions are fearned by mdn duals who
enter the organization The transmission of the core sulues and assumiptions presen es the
exsence of the OrgaNIZaton s success

We are witnessing i this provinee dramatic changes n our school svstem Over
the nast three vears most of'the newhy created school districts have consolidated schools

and subsequentiy have formed

e sehools via the combiming of teaching statfs and

student populations In view o the projected continuing dechne in student population in

the province it s logical to a;

me that we will expenience more consolidations

s more

o our schools are deemed unviable The growing wave of teacher retrements. which will



probably see the evit of thousands of teachers from the teaching force over the next

decade. will bring further change to our schools

Educationai leaders Jt the school and district fevels will have to contend with
rapid change in the cultural foundations of our schools Farlure 10 attend adequately to the
importance of organizational memon and school culture may swell result n periods of
substantial mstability - This instabidity has the potential to negatnvely atfect student
performance, school - community relations. as well as a school's ability 1o identifv areas

for improsement requining broadhy

supported strategies designed to ameliorate percened

areas ofweakness The review ot literature indicates these matters are of stch importance
that they cannot be lett to chance Our current educational leaders as well as those who

will ussume positions o leadership i the near future must take action to address the

imphications of’ changm schools and school statts




Chapter Three
Methodology

Research d

un

I\ research prorect was 3 qualitaive case studs conducted in the natural setun:

the school itselt. throughout the Zuc0-2601 school vear Al participants in the studv were

members of the teaching statt ot the school

v evele of mguin led me 1o the concluston that the research project would not
be an intellectual exercise 1n theon o bypothesis testing. but would be focused an
understanding the Ined experiences of the participants. an example of mnterpretive
research as described by \ernam (1998)

In interpretine research. education 1s onsidered to be a process and school is a

Ined experience Understands

he meaning of the process or expenience
constitutes the knowledge to be waned from an inductive. hypothesis- or theorv-
wenerating (rather than a deductie or testing) mode of inquin Multiple realities
are constructed socially by individuals (p 4

The data abtained from the research prorect would not be measurable o

Juanotat

¢ in the traditional scientitic sense. but would retlect the individual hved
experiences ot the participants. the analvsis of the data and the wnting of the findings
would have me attend closely to the voices o' the participants Marshall and Rossman
(1999 idenuty individual lived experience and attention to the voices ot the participants

as kev charactenstics of qualitative research



The end product of the case study would be zrounded theory consistent with the

concept introduced by Glaser and Strauss (1967) and described by Meram (1998) who
states. “The end result of this tvpe of qualitative research 1s a theory that emerges trom. or

15 “wrounded” m. the data - hence grounded theon " (p 17y The theory would be

substantiy ¢ rather than formal in nature smee it would emerge from the individual lived
experiences and voices of the participants, therefore. the theory would be specitic to the
bounded svstem. the school itselt’” Consequently. the theory’s utility would be limited to
the school. the site of the case study

Table | outlines the nme frame and activities associated with the case study

Further details tollow

Date Tash

Apnil Zoun Prefiminary discussions held with the district director and

school principal regarding proposed research project

May 2000 Proposal for research prorect submitted to the Interdisciplinary

Committee on Ethics in Human Research. M U N

June 2ono Interdisciplinary Commuttee on Ethics in Human Research

urants approval for the conduct of the research

June 2000 Letters requesting permission (o conduct the research are

forwarded to the distnet director and school principal

June 2000 The district director wives support and approval for the research

project. This letter was copied to the school principal




August ZU00

The school principal grants approval tor the research project

Seprembe:

Parucipation in the research project was sought from the

teachn

: starf and school council of the high school Fitieen
members of the reaching statf solunteered. participation from

school council members did not materialize

September 2000

A sample of'ten from 4 population of forty -three teachers was

selected using guota sefection

October -\ ovember

Inteniews were arranged with the ten participants Each
participant intenviewed agreed to do journal writing at a later
date Obsen ations began in late September and continued

throughout the autumn Observations of’ meetings. professional

deselopment actinities. and general school activities were made

and wnitten records made

|
f
'
|

October s

Januan 2l

| meenng

Taped inteniews were transenibed  Obsen atons of statf’

hool musical

teacher-parent might. and the s
production were made  The participants were asked to

complete their ournals by mid-Februan




October 2000 - June | Data analvsis and writing Observations were made of events in

il the school and at schoal sporisored events outside the sehool
These mcluded robotics team preparations. sporting events. and

the schoul's spirit week activities

Pernussions
This case studv required the permission of the district director and the principal ot

the school In April 2000, discussions were held with both individuals regarding the

proposed case study At that ime the distnict director and principal vave tentative. verbal
approval for the case study | explained to them that the research proposal would be
reviewed by the Interdisaiplinarny Commuttee on Ethies m Human Research at \emorial
Uninversiey and that a formal. wntten request would be forwarded to them when approval

had been

anted by the commuttee The research proposal was submtted to the
Interdisciphnany Committee on Ethics in Human Research in May 2000, approval for the
research prorect was given by letter dated June 9. 2000 (see Appendix A)

Letters dated June 20. 2000, were written 1o the district director and the school
principal describing in detail the purpose. methodology. and tme hine for the proposed
study (see Appendix B) In this letter | commutted to share the findings of the study with

the school statt’ and district personnel provided the participants agreed to share the final

report \ meeting with the district director and the school principal was requested to
deal directly with any concerns they might have had \either the district director nor the
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school's principal had concerns necessitating such a meeting Both mdividuals were
satistied with the deseription of the proposed study contamed in the documentation thev

had received

Bv letter dated June 27, 2000, the district director gave support and approval for

the case study (see Appendin € and on August 31, 2000, the school principal approsed
the case studs by returming the signed consent form provided (see Appendis €1
Parucipants

Participation in the case studs was open to all members of the professtonal

teaching sttt of the high school as well

parent and community representatives of the

~ehool counail 1 was cogmzant of the difficulties assoctated with a large sample and the

e amount of data that can be generated by a la

e sample in 1 qualitative study Miles
and Huberman ¢ 1904y claim that a studv with more than fifteen cases can become
troublesome with respect to the quanuty of data generated tor analvsis (p 300 In
consultation with my thests supenisor. 1t was decided to limit the sample to eght
paricipants This was judged to be an acceptable and manageable number of parucipants
aiven the components of the case study As well. | decided that i more than etght
indisiduals Volunteered. | would select participants purposively 1o obtain the experiences
ot senior and junior teachers. this selection would retlect gender balance it the actual
number or' solunteers permitted gender balance to be attaned As it turned out. gender

balance was achieved because three females +olunteered o participate



Letters dated September 2000, contaiming a consent form and return envelope
were delivered to each of the forty-six individuals 10 the population from which the case

study s sample would be drawn tsee Appendix D) The letter provided the rationale for

the case s

udy as well as an overview of the procedures to be followed It was emphasized
that participation m the case study was completely voluntary and that participants could
withdraw atany ime | emphasized that all data provided by the participants would be
held in stnct contidence and that all verbaum transenpts would be returned to the
participants for editing prior to analvsis Each potential participant was provided with an
informed consent form which was to be signed and returned to me if they wished 1o

volunteer for the case study (see Appendix Dy

ampling
By late September 2000 titteen individuals had returned signed consent torms.
All fifteen volunteers were members of the school’s teaching statt” Several other

stattverbally indicated therr willi

members of the teaching ess 1o participate, but did

not return signed consent forms At this junciure | considered the possibil

ot
the sample from eight participants to ten participants and decided that a sample size of ten
would allow a better approximation of the population's characteristics

Quota selection was utilized o

senerate the sample for the case study Lecompte
and Preissle (1993) state. “Quota selection provides a subset that approximates a

population It does not supply the precise representation provided by random and



but the selected unuts do correspond to relevant dimensions

svstematic sampling

the population “(p 3

Approximately sty per cent of the teaching

charactenz

had taught in the same school building prior to the reorganization of the zone s schools n

Neptember 1998 Of the fitteen total volunteers. eleven represented this subset of the

teaching sttt From this group of eleven | randomiy selected six participants for the case

study The remaining tour volunteers represented the second subset ot the teaching statt

conststing of teachers who came 10 the new schaol from other schools i 1998 Three of
the four volunteers came m from local high schools that had been closed i 1998 and the
fourth solunteer had moved into the new high school from another part of the province n

1498 The sampling aiso produced an approximation of the gender composition of the

teaching stail’ Three of the ten volunteers chosen for the sample were female which
approximated the proportion of females on staff
Procedures

The case studs utilized the following components (1) participant observation. (b1

and td) researcher

~emi-siructured. open-ended Interiews. (¢) partiaipant journal wniting
abservation of the school's artifacts. meeungs. and special events
Obsen aitons
Observation of the school's operations was an ongoing process which began n

Neptember 20 and ended i June 2001 When the case study bevan | had initally

planned to conclude the obsenvations at the end of the first halt of the school vear.




howesver, | quickly realized that to do so would omit obsen ation of significant activities

i the lite of the school Thus 1 extended my obsen ations to include special events such

as the school’s Spint Week acuvities which oceur in the second half of the school vear

Early i the school vear | carnied a4 notebook with me to record obsen ations as

events occurred. but stopped dor

2 50 when it became ubvious to me that peopie were
observing me obsenve the events and interactions  This necessitated wrting my notes
after something of sigmificance had taken place Since | was a member of the school's

teaching stafl. observing the dav-to-day life of the school was not a ditficult proc

\ttendance at st meeting

was part o my regular duties and my position as chair of the
school's finance commuttee allowed me to attend school counail meetngs in an

unobtrusive manner Observation of the school’s artitacets such as displavs of student

vork and otticidl policy statements were not ditticult either because the artifacts were
openh displased or eass 10 g

cess,

The site

Qur school 1s focated on the north side o’ vur community at the entrance t a

lary

relatively new housing sub-division: The school is visible frem a major roadway
running across the north edge of town which connects the town to several smailer

communities located to the west

The school was built in the mid-1970's When the school opened in 1975 1t was

the largest o the denominationai high schools i our community The building 1s a two-



ston . red brick structure with a tlat roof situated on several hectares of open land The
front of the butiding faces eastward openg onto the street which leads to the housing
sub-dnision located immediatel north of the schooi A residenuial area borders the
school property on the south and to the west and northwest there are open areas where a
“ofiball field and soccer field are found The school has a large parking lot on 1ts

northeast corner and a one-wan road running around the back ot the school Smaller

parking lots are tound at the front and south sides ot the buliding The north. south and
east sides of the school have sheltered walkwavs In the past few vears. a number of’

deeiduous trees have been planted i the narrow green spaces bordering these walkways

The front entrance of the school apens into 4 large fover Through the glass doors

ading to the mam part of the school one can see the entrance to the main office on the

reit The statf roem s located mmedtatelh to the lett as one p om the fover into
the school A short hallwas feads 1o an open area where 4 cun ed stainvav leads to the

~second floor This stamwas 1s

7 the use of statf onhv To the nght. this open area

connects to a wide hailway feading o the svmnasum, caretera, learning centre. and

sundance cenire To the left. the open area connedts to another hallway leading to the

~chool’s child-care centre and 1o a computer technology laboraton The entrance to the
theatre 1s located ot the open area. as well The two-hundred seat theatre forms the centre

component of the zround floor Student lockers line most of the hallways

The ¢

ound floor ot the school also houses the industrial arts room and the science




laboratories The industrial arts room 15 focated off the hallway leading trom the open

area on the ground floor to the gvmnasium and cateteria The three laboratories are

sitwated in the southwest corner ot the school

The school s second floor contans the resource centre The resource centre. like
the theatre on the ground floor. 1 the central component of the second floor A small

computer room is connected to the resource centre The second floor has two groups of

srooms centred around teacher preparation areas These two areas are called “pa

Each pod has six classrooms four of which are imterior space

without windows The

illwass around the pods and the fong haliway which runs the entire length of the north
side ot the second tloor have classrooms on the extenor of the buillding  These classrooms
have hgh. narrow windows

The school has 4 student population of approvimately seven hundred registered in
arades mine through twelve The great majority ot the students reside in the immediate
commumits Bussing 15 provided for students wio Inve in the school’s catchment area
which extends several hifometres outside of the immediate community
The school has 4 teaching sttt of fortv-three The principal 1s a full-tme.

admimstrator and the two vice-prinaipals are halt-ume admunistratol

with teaching
duties The school has a full-time wurdance counsellor The teaching statf is composed of

thirteen temales and thiry males




lotenview s

The intenvews were held between October 1. 2000, and Novemberi4. 2000 The
dates and times of the intenviews were negotiated with the participants erther over the
phone or privately at school | proposed to conduct the mteniews outside of school
hours and at a location awav from the school so that participation in the case studv would
not be apparent to nonpartcaipauny staff members The ten participants were comtortable
with this proposed arrangement Dates and tmes ot inten iews were contirmed by letter
10 each participant (see Appendis E1

Untortunatels. one ot the participants withdrew from the case study The imtial
interview date proved problematie for the individual and subsequent etforts to tind a

date were not suc

ful Following consultanon with my thesis supenvisor |
deaded not to pursue the mdiidudl’s participation. The indiidual did not nitiate any
turther contact regarding possible participation

The mterviews were semi-structured and open-ended as described by Merram
(19881 1 requested that the participants aflow me to tape record the nterviews in order

on tor

1o pernut verbatim transeription of the sessions Each participant gave permu:
their mten iew (o be tape recorded | assured the particpants that their anonvmity would
be sareguarded by use of pseudomms and each participant chose a pseudonvm before
their inter iew began

1 reviewed the contents of the consent forms

Beture besnning the inten ews



<ach paruicipant had s

sned to ensure the participants understood their rights as volunteers

and my obligations to them as the researcher Parucipants were told thev would be gnen
ample oppOTTUMIY 1 review and edit their transerpt befure analvsis began

The mterviews followed the guidelines as si sted by Schein ¢ 1992) The

participants were not ashed direct questions regarding s alues or baste

ssumptions
Instead. | attempted 1o dras out of'each of my colleagues therr own stories describing

thetr experiences in the school  Ininterviews with fong-term statf members [ asked

them to recall what they considered to be a significant event or crisis in the histon ot the
school and to deseribe how the school handled it The following questions were posed
during these mtervien s

!

Would vou tell me why vou became a teacher and descnibe for me vour

personai histon in the protession’

2 You have been teaching

eral vears Why have vou
remained here 1or so many vears
* Would vou deseribe for me some positive charactenstics of this school* Some
newati e aspects of this school *

4 Over the past several vears vou have witnessed mamy signiticant events in this
school Can vou deseribe for me one such event” How did the school handle the event

S What does vour recollection of the school’s response to the event tell you about

what the schooi considered 1o be 'mportant




© Was the school s response to the event appropriate’ Why or why nat”

= Would vou recommend to 4 voung teacher that thes apply for 2 job i this
school " Why or why not®
S Ifanew teacher asked vou to explai what 1s important i this school. what

would vou tell the new teacher”

“ I vou could change anvthing in this school. what would vou change *

140 Is there anvthing vou would like to add beture we end the mteniew *

I mterviews with relatnely new statt members L asked them to descnbe their
experiences as the newcomers to the school  The semi-structured nature of the intenviews
Was based on the categonies of questions as proposed by Batten 119801 focussing on

expernencs

s opimons feeings. and personal knowledze (s cited n \lermam. 19881 The

following gues

ons were dshed dunng these mten ews
Would sou tell me whn vou became o reacher and describe for me vour

personal hision 1 the profe

on
2 Wh did vou reguest a transter to this school” or Why did vou apply for a
position here
3 Had vou learned anvthing about this school betore vou began 10 teach here’

4 What did vou learn about this school in the fi

few months of teaching here*
= Canvou describe for me the aspects of this school that vou like and those vou

donot ke




© What 1s the most important thing vou have learned about this school over the
past two vears®

= Dud vou learn this as 4 resuit of the onentation vou were given or did vou learn
this via some other process or from some persones”

S How could 2 new teacher's onentanion 1o this school be improved” What does a
new teacher need 1o know about this school in order to be prepared for teaching in the
~chool

*+ s there amthing vou would Dike 1o add betore we end the intenvien

The nterviewss ran smoothly and were charactenzed by willingness to openly
share expeniences. opmions. and emotions regarding the school The interviews ranged in
fenuth from thirty nunutes to mnens minutes and produced more than three hundred
Pages of erbatm transeription Freld notes were ket during the mteniens At the end of’
cach mterview © asked each participant if they would agree 1o a tollow-up interview. it
required Each participant agreed | also asked the partiaipants o they would be willing to

Jo some rournal writing at a later date. Thev il agreed 1o do so | 1id the participants |

in December or Januan

wouid contact them about the rournal writng
In Januan and Februan 2001 the serbatm transcnpts were defivered 1o the

paricipants for review and edit

4 and these were returned to me by late Februany
Journals

In December 2000, 4 letter was delivered to each participant respecting the



tournal wniting they had agreed to do tsee Appendix Fy [ninally | had intended to have
the more sentor participants desenibe an addinonal sigmificant eventis) in the hte of the
school and have the more wunior participants focus on therr introduction to the school and
how their introduction could have been improved However. the ntenviews with the

jumor participants prosided ample data r

sarding mtroduction to the schoal and how it
could be improved Consequently. | deeided to have all participants write about additional
nificant events

Each participant was prosided with a 1 44 \IB diskette for their journal wriung as

well as gunde lines for ust

2 2 word processing program However, participants could
handwrite ther ournal ot they wished 1 asked that the rournals be completed by mid-
Februan 2001 Twa of the journals were not completed until the end of the school vear
One of the journals was not returned

The

i

nis

Alpionsus 15 4 senor socal studies teacher with twenn=six vears of teaching
experience Alphonsus’ twentv-siy vears of experience have been spent in schools on the
west voust of Newfoundland and Labrador He has taught n small and large schools In

1998 Alphensus chose to be

signed 10 our school Alphonsus saw the nes school as an
SpPOTtUMIN for @ new teaching expertence n the context of a large high school From an
carly age. Alphonsus considered teaching to be 4 highly credible occupation. he said he

alwavs wanted to be a teacher



Grands 15 4 semor teacher with twenty -eight vears of experience Grandy taught

on the east coast of Newtoundland and Labrador for three vears before coming to the west

school Grandy was influenced by s

coast 10 teach English in a rural higl h school

teachers o pursue an education degree at unnversity Like many other teachers of his

seneration. Grands began teaching before completing his university studies. but returned

1o unnersin o complete his educc o program as wel as 4

raduate degree Grandy had

cen teaching at the high school for several vears betore the school zone was reorsanized
in 1998 and the few Bigh sehool was created

Jesse has been teaching

for twenty -seven vears Jesse completed his uniersin

traming 4t manland unnersin and took 4 teaching position i our community atter

considering positions in central Newtoundland and Labrador as well as in Labrador City

Teaching was not fus irst choice of'career. but he feels teaching has been 4 positne

cvperience Jesse deaided (o remam in our communit because the town has much to
offer families despite being 4 refatn ely smail muniipalinn: Jesse was on the staif of the

igh school when the new high school was formed i 1998

John has been teaching for twenty-four vears John was intluenced to become a

teacher by several tamily members who were teachers He by

n teaching on the west
coust of the province i a replacement position in the mid-1970's and took a special

ducation position at our school the next vear John worked i the special education

Jdepartment 1or SN vears before moving imnto the mathemancs and science departments



where he currenthy teaches

AMarah was stronghy miluenced by her mother 1o become a teacher \Mariah's
muother spent her entire career in education Over the seventeen vears of her career.

Martah has

At at the elementan unior high, and b

1 school levels Early in her
career. she wats not sure 11 she wished 10 contmue teaching. so \laniah 100k a vear of
cducational leave 10 complete 4 graduate program Manah was teaching in the local area

when the reorzamzation occurred She requested to be

signed to a ditterent school. but

Was assigned to our b

h school in 1998
Man has been teaching for nine vears Man completed her imtial teacher traming

in anuther province. but began full-tme reaching when she moved 1 our provinee i the

carly Too0s \am taw,

1t on the e

¢ coast for three and 4 half vears before moving 1o the

sest coast where she took 4 permanent teaching positon at our school When the new

high school vpened m 1998 Nan had been on statt for three vears

Sam was new o the school and the communine when the nes high school opened

n Y9N Sam has been a teacher tor sixteen vears When Sam bewan university he had not

planned on becoming an educator, but 13 satisfied with his career choice Sam and his
family moved o our community because they saw the move as providing better
spportunies for ther children Sam feels the school has reat potential to grow and

mprove

Tara has been teachung on the west coast for seventeen vears Tara’s teaching




experience includes Kindergarten. elementan . junior. and senior high as well as special
educanon senvice She was teaching in 2 nearby community when the local school zone
was reorzamized Tara apphed for 1 vacant position at our school and was successtul in
attaiming the position etfective September 1998 when the new high school began 1ts
aperations

Tom has taught for thirteen vears Tom’s mother was 4 teacher and he reels his

mother was 4 strony role model who intluenced s care

r selection He began teaching in
A remote part of the province where he taught grades from the elementany to the high
sehoui fevel Tom was teaching in 4 local high school when the zone was restructured 1n

1908 He had ashed to be placed m 1 muddle school. but was

1gned 1o the new high
~ehool Initaily. Tom was not pleased with his assignment. but feels the new high school
s an evartng and challenging place o be reaching
Anahvsis d
Schen (19025 and Mernam (19881 state that the analvsis of qualitate data. from
4l sources must focus on the dentification of recurring regulanties evidenced by
“repenition of response. some behaviours. values. and assumptions that clearly are shared

and continue to be used in new situanons 7 (Schein,

WIp 1771 The analvsis of the

data followed the general steps proposed by LeCompte and Pretssle (1993) ) udving

up. (b1 scanming the data. and () searching 1or patterns (pp -238) The idenutication

of themes and patterns in the data was accomplished by utilizing the conceptual



techmiques of theonzing. analvuic induction. and constant comparison (LeCompte &

Praissle. 1993. pp 2.

o) These tech are stent with the g nature
of the research proposal
The details of the constant comparative method provided by Mernam (1998) were

particulariy usetul for data analvsis Mernam (1998) states

The researcher bewins with a particular inaident tfrom an intenview. tield notes. or

document and compares it with another incident in the same set of data or in

another set These categories lead to tentative categories that are then compared to

cach other and to other instances Comparisons are constantly made within and

between levels of conceptualization until a theory can be formulated (p 139)
Categon construction was aided by usage of the index card strategy (Merram, 1998
pINS-18e)

The trangulation provided by participant obsen ation. obsen ation of school

Artracts. partapant intenviews. and parnapants journals permutted the discovery ot and

corroboration for. shared b

sic assumpuions and the major constructs ot the school’s

A1\ role m the research 1s best described by LeCompte and Preissie (1993 ) as
participant-as-observer (p 41 All members of the school statt” knew | was conducting

research while [ was tulfiling my contractual responsibilities to my emplover This



would have allowed me to deal directhy with any ethical issues thar could have emeryed

as the research progressed No such ethical issues arose Also. my expenience with the

sttt permutted access to all areas of school lite tor data collection \Iv protessional

Lationship with my colleagues was not ¢ i since | did not have a supenvison
role at the school during any phase of the case study

Researcher subrectivin s an issue requinng constant artention | have worked
with some of my colieagues 1or several vears and with others tor the past three vears |
had my own thougitts regarding the school's culture and orgamzational memon. but |

remained focussed on the individual Ined experiences o' the participants | attended to

their voices and reached conclusions consistent with the data collected and analvsed
Prior to finahizing data analvsis member checks i the form of telephone discussions
were conducted to ensure that the tentatise findings were consistent with the data
provided by the participants

Contidentiahity issues

\leasures tahen to mantan the anonvmity of participants and 1o ensure

contidenuaiity of data sources are vutlined in the mtormed consent form found in
Append D
In addiion to the measures found in the consent form. my contact with the

participants regarding any aspect of their im olvement 1n the case study was made

discretely by telephone. letter. or private meeung | told the parucipants at the by

nning



of the data collection process that | would not approach them in a public fashion dunng
regular school hours to discuss their participation. nerther would 1 disclose their

PAFLICIPANION 10 M one
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Chapter Four
Findings

This chapter presents the findings of the case studv in the form of categones and

subcategories as &

cribed by \Mernam (19981 \lernam defines categores as
abstracuions derned from the data”™ (p 1811 and as “answers to vour research question

is T ap 183 The cate;

dries emeryged from the constant comparatn ¢ analvsis of' the data

The names for the categories were selected by me. the researcher. the names “retlect the

purpose of the research”™ (\Merram. 1998, p 831 and are derned from the four research
questions The names of the subcategories emerged trom. and reflect. the data

Shared Basic A Among Statt

Shared basic assumptions are the essence of 4n organization s culture The shared
busic dssumptions represent what 4 eroup has fearned as the 2roup has dealt with external
and mnternal realities  The shared basic assumpuions atfect the perception. cogmition. and
emotions of the orgamization s members (Schem. (992 p 12)

dleagues

During

heir inten iew s when the participants were asked 1o descnibe the posiive
and negatne aspects of the school il mne participants made immediate and easy
reterence to therr positine perceptions of their colieagues  Alphonsus stated. “we are far

from pertect. but | behieve that we make great and honest etforts in what we are about =

John said “the atmosphere s more of a family

Each of the participants made reference to the pood-natured humor. laughter. and



bantering which 1s readilv obsenvable when the sttt congregate:

When one enters the
statt room or 4 teachers” preparation area where staff members tend to gather 1t 15
common to hear loud laughter and humourous commentary The statt room’s w hiteboard

I re:

tlarly used to draw attenuon to birthdays. teacher accomplishments. as well as

mildiy embarrassing events involving colleagues The bulletin board in the staff room is
used to display nomumations for the Good Deed Award This tradition was mitiated in
September 1998 when the staff first came together as a new school Each ume a teacher
does 4 good deed for a colleague the beneficiany of the zood deed 1s expected (o write a
briet deseription of the deed and idenuiy the doer of the deed These creatively written
notes are placed m 4 paper wift bag which s hung from the statt room bulletin board

Once a month at a sttt meeting one of the notes 1s drawn and read aloud to the statt and

the doer of the deed recenes aschool shirt. Followmg the draw all of the descripuive
notes are stapled 1o the stat¥ room bulletin board for all to read These good deeds range
from something as simple as photocopying 4 test for 4 colleague to wiving up part or all of

+ preparation penod so that a colleague can attend o a private matter outside of school

The participants used the followi

words to describe their perceptions of their
colleagues strong. commutted. exceptional. good. inviting. helptul. highly motivated.

profe

wnal. concerned In his interview Tom stated that there is “ fair amount of
camaraderie in the staf room and on the staff ™ When the participants were asked during

thenr mten ews if they would recommend (o a voung teacher that the teacher apply for a



teaching position at the school all participants quickly responded in the atfirmative Each

participant supported their positive recommendation to apply tor a position by stating that

the st was 4 good

oup that would willimgly offer support to 4 voung teacher

Almost il teaching staff and support staf” members attend socials which are
arganized at special tmes of the vear such as Christmas, Easter. and vear-end These
soctals are usually held at the school atter students have been dismissed and the final bus
runs have been completed The siaif members mix easily and are comfortable i the

school settin;

At Christmas tme two traditions have been established  The Kris Kringle

tradition i olves drasing 4 colleague s name from a hat and secretly providing the

call

ue with a treat on each of the three Fridays leading up to the closure of school for

the Christma

vacation The second tradition ts providing an inexpensive it for the

person whose name vou drew trom the hat These witts are distributed at the socral held in

the school on the last dav or school prior to Christmas . Although the witts are
inespensive. they are sefected with some thought and care since mans of them retlect
Knowledye o' the reciprents likes and dislikes

Teachers willingls participate in the annual Spirit Week actistties organized by

the student counail In fus journal Grandy said. “This event indicates

clearly the level o

support teachers are willing to unve to events that are designed for the pure pleasure and

entertunment of students * The Spinit Week activities begin with each student and

teacher bemg assigned to one of four teams Each team is as

ed a color and has to




participate 1 2 wide range of activities for which ponts are earned to determine the
winming team at the end of the week  The activities include 3 color contest. poster contest.
Mascot contest. and several zames designed tor fun rather than competitn e sport

Teachers regularhy s

2n up for the events and often take leading roles for their teams
However. as Alphonsus sard. “we are far from pertect” Six of the mine
pariicipants made reference 1o 4 signiiicant degree of negatnan dispiaved by 2 number of
st members Tom stated. “One thing that | most dishike about the building. and 1 sull
find ditticulty dealing with 1t is the issue about negatiniy among some statt members
In the same ven. Tara stated. 1 don 't ke people who are cvmicat ™ Tom and Tara
attempted 1o quanuny their obsenations by estimating that approximately thirty per cent

of the start displased 4 generally n

e attitude. but especally when they encountered a

aew sy of dong something Sam spoke to this nezatinits when he stated. “There s

people there. that for whatever reason. who can make what vou re doing or what vou're

nang to do a ditficult thing

This negatnty surfaces at staif meetings when a moditication to a set wan of’

Jomg something 15 proposed or 4 new idea 1s introduced \lany statf members sav thev

van predict who will speak negativedy and can almost predict what the individuals will

sav regardless of the issue under consideranon When these individuals do speak. 1t s

commen 1o obsen e teachers tune out and

snore what 13 bemy said Alphonsus opined

about the “unfairness in the tvpes of erinesm” that certam colleagues make When asked




to denuty one thing she would like to change about the school Manah said she would
like the school “to be more nisk taking”
Students
All parnicipants made numerous positive comments regarding the school’s
students although the paricipants did quaitd their remarks reflectng the fact that a large

high school alwavs has its share of dificult students John stated. “For the most pan the

students are excellent  Alphonsus said. “for the most part the kids are. are decent human

bemes and. it was appreciated when | could see that in larger percentage of what we

could cail loosel good hids. fight Academically - character wise good. motnationally
sood

Other participants described the students as a “mice group™. "3 zood mixture of’
students” and as 3 wondertul student bodv” Jesse and \Manah obsened that the students
had adapted to the new school ven guickly and smootaly even though the students had

onginated from three ditferent school svstems Jesse and Maniah belieyed this spoke well

of the students Likewise. Grandy addressed the students adaptabilitv and openness to

change by sty Another strength in the school | think 1 with the kids themselves For
2 school as big as what it 1s there s a. there's a great tolerance for diferent tvpes of people
wathin the school

In his journal. Sam idenutied the student ol ement in the Cops tor Cancer

campargn as an indicator of student character This campaign involved the raising ot



mones within the school i order to shave the heads of students and teachers who had
challenged the students to raise & set amount for their heads to be shaved The campaign

raised more than S

o0 Sam sad, “The students really answered the el having
ane student n remission and 4 second m treatment and domng this acti ity gave the school
2 tangible wav 1o show their support tfor one of their own ” Grandy s journal referenced

the students” participation i the annual Christmas hamper program The student council

arsanizes this work of chanity by placing cardboard boxes m each home room Each

student 15 ashed to bring 1n 4 norpenishable food item for the hamper in therr home room
Grandy said. “Students did not do it because they wanted to be recognmized. but rather that
they saw 1t as being worthw hile and gong 1o someone m need

The participants’ positine comments respecting the student populanion are turther

substanuiated by student behavior and attentiveness at school ussemblies held i the

svmnasium . These

semblies are held at significant nmes such as Remembrance Day
Chrstmas. Spirit Week. and when a school teant 1s leasing for a provineial competition
O when 4 team returns with 4 victory banner o be hung in the svmnasium On these
accasions the entire school population congregates n the ymnasium for the event These

assemblies are not stre:

stul events where 1t 1s anucipated that there will be public displays
of nusbehavior. rather. the assemblies are usually led by students and the audience 15
attentive and genuinelv mterested in the event Parents and guests at these events often

make laudatory remarks regarding the overall positn e impression created by the



wathering:

Onlv one of the participants made a direct negative comment regarding the
students Grandy stated. 1 would like 1o see the students more. more involved and taking

mare pride 1n the overall building. the overall school itselt” 1 don’t think we have done

near enough or zood enough job vet in the sense of making students have a real sense of
pride i who they really are * Grandy's commentary resonates with the increase in
vandalism that was noted at lunch tme midway through the second semester One

particutar ared of the school was expeniencing significant damage 1o walls and windows

itated

It was decided to monitor the affected area with increased supervision which nec:

the scheduling of addimonal supervision tor teachers The statf recogmzed that the

octated with the

~andalism was the work of'a small group and not a problem t be as
zeneral student body

i and Commumty

sed their views that parents and the

The maorits of participants directly expre:
community have 4 positive perception of the school and are overthy supportne of the
~ehool One of the participants vorced & contrany opiion stating that the public

impression of the school was nat alwavs positne

The matonts view regarding parental and community support for the school 1s
supported by the stzmificant attendance of parents and community members at a broad

chool-sponsored esents throughout the vear Exents such as hockey games.

ariety of




musical productions. band concerts. and graduation ceremonies are all well attended by
parents as well as members of the general public Grandy s journal references the

school’s graduanon exercises which have been held 1n the town’s new hockey arena tor

the past two vears One of the reasons for moving the exeraises outside the school was to
permit larger numbers of people 1o view the events Grandy said
i feed that this event clearly idenutied for evenone the impact the school has on
the community And the degree of support the community has for the school The

en hundred people come 10 the Dome

might of the graduation saw m excess of'f
1o watch the students graduate  What it said to me and to the rest of the

community s the degree of cooperation that it took to bring such an event to

fuitilment This event was not st the work o' the teachers and the students. but

oF numerous Parent 2roups and 4 number of community orgamizations 1t said

leariv that our school swas the school of the commumity and was supported as

such

Communiny support for the school 1s also evidenced by the partnershup which has
Jeveloped between the school and a large mdustnial emplover in the area For the past two

vears the school has entered a team in a nauonal robotics compention: This undertaking

Ccosts approsimatels S30, 900 10 per vear and would not be possible without a substanual

financial contribution from the company as well as access 10 the company s engineenng

enpertise



Despite their common view that parents are highly supportive of the school. three
of the partiaipants raised concerns about the degree of knowledge parents have about

what actually

es on 1n the school on a regular basis Jesse stated. 1 think that there's

not. there’s not enoush bemny done at the school fevel 1o make people anare of what's

on The maonty of parents do not realize what's. what's zomng on at our school ™
John and Grandv otfered similar comments

The opimion expressed b Jesse. John, and Grandy is substantiated by obsens ation
ot the schoot counctl Inmy capacity as chair of the school s finance committee | was
ashed o attend a meeting of the school councl to participate 1n 4 discussion ot a tund-

rusing scheme the school counail was planning The school couneil was planning o raise

money to support student travel when students traveled out ot town to represent the

school at sanious competiions Duning the discussion | recommended to the schoul

council that the fund-ratsing concept should be expanded to inciude school needs bevond
*he rdentified need to support student travel The school council agreed and | agreed 10
2amer the mput of the school's depariments respecting specific needs requinng

zniricant financial support At the net monthly meeting of the

chool counal 1

presented a report itemizing the needs which the departments had dent

tied The hst had

4 cost of approximately SIS, oo

and did not include the costs associated with a major

ade in computer technology which the school badly needs Parent and community

representatines were surprised at the scope of the idenufied needs and several of them




stated thev were not aware of the areas which required attenuon The school council
consequently decided to orzamize a major fund raiser tor the next school vear which
would address 3 number of the school’s needs
\ar made an interesting comment regarding her perception of parental mfluence
mn the school Man sad
' the parent 1s from a low-economic background then there doesn't seem 1o be
much done But. i somebody comes in. . somebody that s got some. some kind
arsav n our community or does a lot for our school. . | think that we get
attacked
Although Man was the only participant to make this tvpe of comment 1n her nterview
“everal teachers were o erheard throughout the vear making comment about the influence
of certain parents Eariv in the schood vear 3 aumber of changes were made in the way the
sehool buses dropped off and picked up students at the school [t was felt that the manner

n which

had been done tor mam vears was potentialh dangerous A number of
Affangements were attempted utihzing diferent parts of the school parking fots as well as
drving routes around the school This became 4 nuisance since the changes proved to be
contusing and were often ignored by parents who dropped off therr children at school

Amon;

the teaching staif. 1t was well known that 4 small group of parents was pushing

for changes and appeared to have considerable intluence over the process



Parucipant_perceptions ot the school

The participants” perceptions of their school were encapsulated by Alphonsus

when he sad. -

suess 1n general that 1t 1 s the school taken as 3 whole organ is. 1s

edibly human. with il the faults and the strong pomts and the good and the deficient

that that implies ™ All p. d that the school fi d quite well. that

there were mam positise things happening. that the school had a positive atmosphere and

s John said. the school was “a good place to be * However. the participants drew spec
attention to aspects o the school which they felt detracted trom the life and purpose of’
the school

Jesse stated. “our school has a wreat reputation across the province ot only
academics. but also tor sports and also tor other extracurncular activities such as drama.
public speaking and so on 7 Jesse s remarks are substantiated by the schoolb s acadenic
record Each of the past three vears students have won substantial schoiarships to a
wanen of educational mstitutions within and without the province: The school's athlenc
teams win regonal and provincial banners each vear and the 2000 2001 school vear saw
the school recoumzed for 1t athletic accomplishments by being designated the 43
Scheol or'the Year” for the province

The school also excels in ant. drama. and music The school has a very actnve ant
lub which organizes an expansive art show each vear This art show attracts large

numbers of people from the community as well as paren

and students The school’s



drama club draws on theatncal expertise from the community to produce plays which are

well as entertaining The school's band program is highly regarded The

challenuing

school band travels to a band compettion n Halifax each vear This compeution attracts

school bunds trom eastern Canada and the northeastern United States This vear the band

won three medals at this prestigious compettion The school’s Robotics team which has
entered a national robotics compention n each of the past two vears has won a number of
awards each vear This competition i attended by approximately two dozen schools from
across Canada and the United States

she had learned about the school

When asked to wdenuty the most important thir
over the past three vears Tara replied. “That the students are the most mportant * Tara’s
response 1s obvioush supported by the wide range of activities sponsored by teachers
The school has the traditonal athlete and non-athiene act iwes found m most schools

alsos sensitive to the unigue needs of students This past vear saw the formation ot a

club which provided opporiunities for the expression of umque student tlents 1t had
been observed that there was a refatvely smail wroup of students in the school who
possessed literany and artistic talents. but who did not seem to it n with students and

teachers who were active in the larger art and drama clubs [t was decided to create a

niche for these students so that they would belong 1o a school organization under the
tutelage of a teacher This challenging actuvity was taken on by a senior teacher and

ul and rewarding experience for all imolved

proved 1o be a suce



\Mariah summanized her perception of the school by saving. ~1 feel the school 1s
progressive There are a lot of imuatives. | guess. that come across the desks ot the
teachers and the admimistraiors and in statf meeungs that are alwavs brought to the
toretront ~ This percepuion of the school is reflected in the special services division of the

ess These

school which inciudes two teacher units for a program called Risky B

ble tor 2 and counseling high nsk students who are in the

teachers are

needs and or aircumstances which place them at

vouth tustice system or who have spe
fish of not completing sehool

The schoal 1s also 110 profi I development with an ongoiny

program which tocuses on the individual needs of' teachers [n the autumn of 200U, 4 one-

wonal development workshop was held entitled “Bring Your Own Bran™

da profe
which dress the link between bram research findings and learning This workshop was
orzanized by the school 1n cooperation with the school board and the New foundland and
Labrador Teachers’ Association

\laniah's perception of the progressive nature of the school is evidenced by the

sehool's policy on smoking The school council adopted a policy effectine September of’

2000 which prohibited the pos: e of tobaceo products on school
and at school events The poliey included an extensive education component for students

as well as school-sponsored smokin; 1on programs for interested students The

school took pride in the fact that it was the tirst school in the province to adopt and



implement such a policy Dutficulties with this policy arose later in the vear These
problems will appear in 4 subsequent section of this paper

The positn e perceptions of the school were tempered by numerous references to

aspects of the school's ife which acted as drawbacks to the school's attempts to fulfill s
mandate  The partiaipants idenutied problems associated with the structure of some of the
classrooms which are located i intenor instructional areas called “pods™. these
Classrooms do not have windows and ofien have problems with heat control and lack of
fresh i Reference was also made 1o the sigmticant amount of admimistratne work
which s required of teachers Martah stated that teachers seem to be “consumed by day-
to=day operations” Alphonsus remarked that dilizence wiven o admimistrative matters
may preciude adequate attention being gnen to what Alphonsus cailed “annovances
Teachers are freguentis heard complaming about the administrative paper work and the

“ecurrence of problems which do not appear te be

ting attention in a umel tashion

Several participants drew attention 1o the lack of matenals and the cause of this

probiem which s the unasailability of adeguate funding to purchase materials which are

required  This 1s @ maior 1ssue tor the school The departments” budgets have been trozen

tor several vears Approximately sixty-five percent of the school’s curnculum budget 1s

consumed by paper and photocopyving costs The rematming thirtv-five percent s not
adequate 1o meet the instructional needs of the school The participants specified the need

for 4 maror computer technology upgrade as a prionty This will be impossible unless the



school can access signiticant tunds from some outside sources Problems with the

computer network are frequent causing frustration and delays

indards
The participants \oiced concerns with respect to the application of academic
standards and inconsistencies n student evaluation Four of the participants spoke at
length on these matters. also. they are frequent topics of conversation amongst teachers

Alphonsus stated. 1 sometimes think that we strive too much to bring all learning

10 a level of hnowledize. and vou can do that o anvibing I vou preseribe the question and

vou preseribe the answer it all becomes knowledyge © Alphonsus” statement retlects views

commonlhy expressed by teachers in all departments of the school Teachers are often
heard saving that their students have great ditticulty handling questons on tests or

assignments which require a lesel of thol

t bevond simple recall of basic facts Tom's
comment on the results obtamed on standardized and critenon reterenced mstruments
which test student understanding bevond the level of basic knowledge supports these
views Tom sad
One of the things | found surpnised me that | learnt about the schooi and one thing
that 1 find verv ditticult to come to terms with 1s the resuits on some of the testing

that g

s onin the school. some of the tormal tests and some of the critenon tests

in his interview. Grandy referred 1o a comversation he had with a student who had

recently graduated trom the school and had gone on to university studies Grandy

81



summarized the graduate’s comments this way

n some cases

vou have teachers who make vou think about what 1t is that vou're

learmi

and other people st

< vou the material and so fong as vou can gn

back the answersit's fine. But what vou find when vou go to umiver

1ty s havn

the answer 15 not enough. vou have to understand why vou're domng something

This commentan from a tormer student parallels Jesse's reterence that the school's

teachers have

vaneny of ditterent approaches to teaching”™ Acadenue expectations of’

students sany considerably and cause tricnon between teachers espectally when a course

ix bemng taught by more than one teacher Grandy idenutied this inconsistency when he
~and
sull don't think

we ve it adevel where we can sav “ves . we're saustied with

what e re evpecting of students There are d

ees OF L Vou can see yl

mpses ot
it ditferent areas. in different people. with different students But. there s sull

that |

uess 1ts that reluctance to sav fook. | ean aceept this point. but then I'm

zomy 1o bring

the people o1t
Concerns with standards 15 an issue with the special services teachers as well The
spectal senvices teachers provide assistance (o approximateh mnety students \Many of the

students recenving supports trom the special senvices teachers are registered tor acadermic

courses. but recen e extra heip on a rey

lar basis and are accommodated by writing tests

i the school s learning

center rather than the regular classroom \MMariah reported the




following about this practice
A couple or'teachers  have approached me and felt that perhaps in special

educanien one of therr by concerns 15 that students seem to perform. not just

better. but extremel better onee they start getting special education. and they “re
Kind of at odds about well. this student zets 20°6 1n my math test. starts getung
special education now and he's coming back up with 90s because thes ‘re writing

+testin the learning center o

tting extra help And that bothers me Because.

san. | think we re shooting ourselves in the foot i1’ that s what s happening. i

these students are getting an elevated. or 4 certam amount ot assistance which is

deemed above and besond what they should be wettng

The tssue identified by Mariah is & source of frustration tor a large number of teachers

Feachers report that some students do little work i class because they know that when
thes have 1o write 3 test or complete an assignment thes will recense a level of assistance
Allowing the students 1o achieve o high grade Teachers have been heard to say that the

fevel of assistance ben:

diven is unacceptable and that it constitutes a moditication o' a
course and 1ot 4 genuine accommodation as per the Department of Education guidelines

Ntudents who do not recene

sistance from the special ser ices teachers often complain

about this practice. they see 1t as unfir because the students recenning the assistance score
sigmiticantiy hugher than they do

Inconsistency 1n evaluation practices ts evident amongst starf members Some

«



teachers otter “retests” when students do not achieve 4 passing grade on a chapter or unit
test The school does not have a formal policy addressing this matter Students and
parents complaun about the nconsistency Some feel the pracuice 1s a wood one w hile

athers feel 1t promotes poor work habits in students since they hnow they have a second

chance o get a passing grade

rred to changes n evaluation schemes late in the school vear 1n

Alphonsus ret
arder to address what s percened to be unsanstacton class performance Alphonsus

2uve the example of an adiustment that had been made to the evaluation scheme tor a

trade twelve course The overall class performance had been judged to be below the
acceptable fevel and so an adiustment was made such that term work was given a heavier

pertormance upwards

weighting than it had oriznally been wnen This adiusted the cla
However one student had achiesed marks 1 ven narrow band of excellence As a
result of the change 1n an evaluation scheme. this particular student benetited little from
the adiustment while other students who had achiey ed mconsistent grades throughout the
cear henetitted much more from the adiustment This had impitcations for the ranking of

ade twehve students The ranking svstem uses zrades from predetermined courses m

order to rank students for the purpose of scholarship eltrbiiny



Gender
The school’s teaching statf or fortv-three has thirteen females Two of the
temales oceupy leadership positions m the school one 1 a vice-pincipal and the other 1s
4 department head
In the course of their interviews. the three female parucipants iiually stated that
wender was not a sigmuicant 1ssue in the school However. as the interviews progressed. a
clearer preure of their views and expentences emerged Mariah focused on expectations

ot female and male teachers s

tating. 1 don’t think 1t makes a difference whether vou're a

“ Laterin her interview Manah inumated that

AN OF 4 WOman In terms of expectations
wender 15 an issue which does make a ditterence in the ite of the school Mariah sad
But. vou know. 1t's certanly something 1'm alwavs cognizant of and I'm glad o

~ee that there are 4 significant number of women on our statt and traditionally in

fugh schools 1t's been. and still venv. ven much. even on our own statt, a male
Jonunated profession

Mariah's reference to “a male dominated protession” was followed by her descniption off

the female teachers when she said. "1 mean I'm glad we have twelve or thirteen and not

two or three Because | think we form our own s B

uticant kind of subcuiture ~ and then.

1 wuess | appreciate the fact that we are 4 community of women ~ These descripuons
convey a sense of separation and perhaps even inferionty with respect to the larger male

component of the teaching statt’




Man's comments centered on her observatons that female teachers are more
heaviv involved i non-teaching activities than male teachers are Marv stated. ~1 think
Lo see women domg so much more than vou see the men ™ Continuing. Mary said. “1

think that s been created because there are people on statt, 4 few women on our staft that

do things and they don't ask for help * When asked to son for this

Many sand. !

don’thnow why that s Tdon't know 1f1t's because they seem to take that. | don't

Know just like we are in our own hous

ht. we take our motherh role

Man s obsenation r

ewarding the degree of female involvement in non-teachin

sehool activities s interesting because when the non-teaching aconties are analvzed it is
apparent that many male teachers are imvolved 1 a wide range of extracurricular
sctnvities Female teachers are also involved i these aspects of school life. but there are
certain activities which are fed almost exclusively by female teachers vear after vear

These myols ements are vear-lor

At ities requinng extensive planming and many hours

etattention Twa such activities are the statt social comnuttee and the student council

Mar directly stated that there should be more females on statt’ She stated. “We

don’t have enou

1 females on our statt™ Tara simidarly commented that having more

temale teachers would be beneficial Tara

aid. 1 think it would make a ditterence ™ and.

It may add another dimension ™ Ji

e also stated. ~| think there should be more females

than there are And | think that i there were more temales. | think the school would be a

better place socially 7 Jesse continued. ~1 think women would bring an extra dimension



o not onlv the teach

but also to the. to the tone and atmosphere of the building

As mentioned previoush. one of the school's two vice-principals is female All of’
the participants stated that they saw this Js 3 positine aspect ot the school’s
adnumistranon Five of the nine pariaipants did not percerve 2 ditference in the manner in
which teachers reacted to or worked with the female vice-principal sersus the male vice-
principal Four participants did reter to diferences

Jesse

tated. “I'm sure there are people wha feel that she would be inadequate

because of her gender * \lan commented. “They questioned [her] judgment and
authonty 7 In both these instances the participants were reterning (o some of the male
members of the statt These comments are consistent with obsenvanons made at statt’
meetings where | noted that certan male teachers frequently questioned the comments
and epmions of the female vice-principal whereas the male vice-prncipal did not
experience the same scrutny as regulariv

\Marah . Man . and Tara referred to some of the male teachers byvpassing the
tfemale vice-principal and woing 1o the male vice-principal or to the principal with tssues
and concerns even though the female vice-prncipal was the admimistrator with the

dels

wated responsibility 1or those 1ssues and concerns Tara stated.  For tradinonal male

teachers it took 2 ot of 1t took 4 fot out of them to have 10 ask [her] for someth

(She]

wouid be bvpassed actually ©

Leadership positions in the school are tilled maily by males Two of the three



admunistrators are male. four of the five department heads are male. most of the school's
commuttees are chaired by men. the three teachers’ representates on the school council

are men. and the school’s finance commuttee which oversees the school’s accounts and

adiudreates requests tor special funding does not have a female teacher on the commuttee
Statf meenngs are donunated by men due to the fact that male teachers occupy almost all

leadership posttiens i the school

The triangulaton of data provided by the participants’ interviews. obsenvations,

and anavsis of the school's leadership siructure resonates with Mariah's reference to the
school being “male dominated” Leadership and. thererore. power s held aimost
exclusivels by men This armifact of the school's culture will be turther embedded because

the female vice-principal is leaving the school to take a principalship in western Canada

In the nest school vear the school s senior admimistrat e positions will be vecupied by

men
Structures

The schoul has a tradiional departmental structure Each teacher ed to a

department. a teacher may be attached to more than one department as a result of their

teaching assignment for  given vear The five departments are led by department heads

who have the responsibilin for monitoring their academic area The department heads are
expected 1o hold meetings With therr teachers. identit departmental issues. oversee

valuation formats for courses. and montor the instruction within their departments



Department heads usually meet with one of the vice-principals two davs before scheduled

stail meetings 1o discuss issues pror o a

seneral discussion at the staff meeting
Grandy described his dissatistaction with the current departmental structure by
~aving. “IE 1 was to redesign the school nght now 1would do away with the depantmental

structure as such and | would embrace a structure that the unnerss:

have looked at in
the sense of chairs over certan areas * Grandy percened the deparimental structure as an
obstacle to learning when he said. 1 guess that 'm starting to come to the realization that

the integranion or all these

ubrect areas 1s of much more importance than the actual facts
that are gomg to be taught

Jesse vorced displeasure with the role of the department head by stating that
Jdepartment heads did not have sutficient tme to adequateh pertorm therr duties
Department heads have the same teaching duties as regular classroom teachers Jesse felt

the role of the department head had been reduced to that of a messenger rather than a true

leadership rofe with regard o pohey formation Jesse Jdescribed the depariment heads as.
more of 3 go-between  rather than doer or admimistrator A cosigner of pohiey” | don't
think [ther ‘re] near that whatsoever ~ He continued by saving. 1 think that  the
Jepartment head should stt in at the adminisiratn ¢ dectsion and policy making and have a
v Perhaps not a final sav. but | think we should have 4 say in what goes on in our
ehool * Department heads have expressed therr concerns regarding therr rokes The lack

arclanm g

sociated with the role ot the department head has produced inconsistency as



well

s 4 degree of uncertanin among teachers
\ithough the departments are formal structures. they operate looselv The
Jepartments do not have 4 rewular schedule of meeunys Each department meets at the

b

nming of the school vear. but mav not meet again for a considerable ume One of the
Jdepantments met only once this past school vear At the regular statt meetngs
departments do not report on their activitzes or concerns. there is no place on the agenda
for this 1o occur Department heads are not required to meet with their teachers prior to
the department heads’ meeting with the sice-principal which 15 held prior 1o the

scheduled st meeu Teachers have commented on the nature of these meetny

swondering on whose behalt the department heads speak Many teachers have concluded
the department heads speak as individuals and not on behalt of therr respecine
Jepartments

The school s pod structure was identified by participants as an isolaung factor A
pod 1s 4 teacher preparation area found at the center of 4 group of cassroems There are
three of these pods located on the second floor of the school where all of the school's

sular classrooms are found  The pods are known as the math pod. the English pod. and

the soctal studies pod Each pod has approximately ten teachers associated with it These

teachers use the pods for preparation purposes as well as a cotfee room at recess and a

lunch room Teachers whose instructional spaces are located on the ground floor tend to

use the staif room for the same purposes This would include approximately ten

an



dividuals who teach physical education. technology courses. and who work out of the

fearning center
Participants spoke directiy about the etfect the pod structure has on teachers Jesse

out i vou have a tull dav. and

s, “zoing in there atS 30 in the morning and coming
Aot knowing what's going on, 1t has an effect on vou You aimost lose concept of what's

comg on around vou ou're contined  Alphonsus referred 10 the solating impact of the

pod structure Alphonsus described the pod structure as "2 structure that superimposes
itselt And. unless vou. vou find vourselt bouncing around in several fields . in
substantial amounts ot ime vou probabhy uickly absorb into that © Alphonsus also said
ou wravitate toward that siructure that we have, which often. but not alwavs. determines
the tolks around vou and those vou come o kaos best

The pods are known to ditter in terms o tone and atmosphere since certam

these ditferences when

chers are recogmzed as domimat

their pods Tara referred

Ashed what contidential advice she would give 1o 4 new teacher Tara said

The dvnamics at recess ime from one pod to another pod is phenomenal in that

building Spread vourselt out a firtle bt 1t might be comfvitable 1o be in a certamn
pod because evervone welcomes vou there. but pick up fur one week and o 0
another pod with vour cotfee and sit down

Tara s advice also speaks 1o the fact that many teachers are very closely tied to their pod

For

these teachers their day 15 centered in and around the pod where morming cottee.



recess break. lunch. and preparation time are taken Con

equently. the colleagues who
utihize the pod n 4 similar manner tend 1o be therr closest assocrates

Teachers often remark that due to close

ociation with 4 pod area thes can wo

for davs without seeing certain teachers This reality can produce some embarrassment
for example. when a teacher discovers that one of therr colleagues has been out of
~ehool or 4 period of time and they did not know ot the absence due to the lack of regular
contace

S Adnumistration Relationship

The relationship between the statf and the school’s admimistration has a history
winch predates the formauon of the new high schoolin 1998 Grandv. Tara, and Tom

stated that when the new school opened in 1998 the school’s admimistrators had to deal

with a fiston of tense relationships herween teachers who had taught i the building
previoush and the admimisiranon Tara referred 1o this histony as “baggage”™ which

accompanied the 2roup of teachers who constituted the fargest section of the new staff

Tom. new 1 the school n 1998, had heard about the tense relationships before coming (o
the school and Manah had heard of the same ditficulies. Sam. also new 10 the school n
1998 observed the same problem early i the first vear of the new schoal s existence
Sam said. “The other thing that | picked up very early 1s that there was. | guess. a level of
tension between admimistration and certam, what 11l call veteran or core members of the

sttt



\Many teachers. who belonged o the “veteran o core” uroup referenced by Sam.
votced their hope that the formation of the new school would bring a new stage in

relationships between teachers and admimstraton: These teachers percened the new

administrative structure. a principal and two vice-prineipals. as a posiive development in
that regard John and Manv felt the new administrative structure resulted in teachers

problems bemny addressed more quickls All of the participunts spoke positively regarding

one of the administ

ative team being female Mary stated her belier that the new people in

the admimistrans e structure, the two sice-principals. brought a more -

caning side” to the
admimistraton of the sehool

Tara and Tom wdentified the core of the poor relauionship between staft and
administration to he the teachers” perception of the manner in which they were treated by

the prin

al Tara referred to the principal as task orented Tara said. ~ And his way of’

handhng that was 1o teil people. mstead of encouraging people ta do therr ob™

Tom also referenced the principal’s mteractions with teachers Tom stated. “his wav of’

dealing with people sometimes unes people the impression that he 1s not concerned and
this causes people a lot of discomtort and causes people to reject some of the things that
he may want done ”

John and Mary expre:

sed their dissatistaction with the leve! of support

ven
teachers by the school’s admimistraton John stated. “I'm not sure that the administraton

has been a good adnunistration 7 John felt that the administration had not done enough to



procure instructional matertals tor the school and that leadership was needed if the school

Was 1o progress in that regard Man stated that teacher course ass|

ments were

sometimes not handled in a forth

ht. honest fashion Man stated. “The courses that are
anen 1o us. the honesty behind why they're given to us | think there's a lot of dishonesty

that 2oes on i our school | think if we were told the reasons why thin,

have to go a

certam way | think we'd be more a¢

Dissanistiaction with inadequate planning was refereaced as a problem Tara
expressed her concern that at tmes events which attect the whole school are not as well
planned as thes should be Tara stated

But. i it's going to atfect mo

st of the people in the building then planming has to

somio when people make really quick devisions about things. like the closure

ot school for a workshop or - sports dav. or eur school council makes a decrsion
about g certan das [ think they could be so much better £ thes were well planned
Fara < concern 1s shared by many teachers Teachers complain when they are faced with
events which are viewed as unnecessan interruptions which result in a loss of
mstructional tme \n example o this oceurred 1n the second semester when a decision
was made to suspend classes on a Fridav atternoon so that students and teachers could
attend a hugh schoul hockey game Parents complamed to the district director that the

school had lost too much instructional time throughout the vear and that the decision to

suspend classes to attend a hockey zame was not in the best interest of the students The
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districr director ordered that rey

lar classes would be held on the Friday afternoon
Alphonsus also referenced the numerous interruptions w hich detract from
classroom mstruction Alphansus said. “we mav lose balance sometimes — interruptions

and the dav-to-day stk the announcements at odd tmes and things that  tend 1o annoy

pecple mavbe there are other methods of doing it as fegitimate. but mavbe haven't quite

quite gotten o us

The relationship between statfand administration came 1o a head as a result of an
incident which occurred duning the afternoon of Friday. November 3. 2000 During the
Last period of the day substitute teachers and some oft=duty teachers were directed to
position themselves in the corndors of the school i erder o ntercept students who had

been permutted (o leave therr classrooms No ather teacher was aware of this event

Allintercepted students were immediatels sent to the school’s main otfice on the

cund tloor where thes were detained by the principal until their teachers used the
intercom to repart that students were missing from class The mam office quickly became
blocked with students The students were then moved mto the school's careteria w here

there was more space Students complained loudly about the treatment they were

expenencing One student who had been allowed to leave her classroom to take
medication was prevented from doing so Some teachers left their classrooms to look for

therr students They were told to 2o back to therr classrooms and use the intercom betore

their students would be permutted to return to class



Near the end of'the penod all students were sent back to class \Many teachers
were told by the students that they had failed a test which the administration had set up o
see how much nme would elapse before mussing students were reported 1o the otfice
Some students thought the exerase was hilanous while others could not believe that thev
had been treated in such a tashion

At disnussal ume several teachers went strarght to the main office to voice their

r over what had occurred  This resulted i public confrontations between the
principal and some teachers Other teachers were so angn that they felt it best to leave the
“ehool quickly and erther call the principal over the weekend or see him on Monday to
discuss the matter

News of the Friday afternoon event spread quickly amongst parents Twao parents
approached me on the weekend inguinng about what had occurred  These parents were at
4 loss 1o understand why the event had occurred Other teachers were contacted by
parents as well
Upon therr return to school on Monday. November 0 many teachers had

controntations with the admimistrauen The two v

principals told teachers that what
had occurred on Friday afternoon was a deviation from a plan to determine how many
students were leaving therr classrooms per period and for what reasons The vice-
principals sad the principal had changed the plan without consulting them Later on

Monday. the principal airculated a memo to all statt statnng that a process would be put in

96



place to deal with teachers concerns rewarding Friday arternoon

On Tuesdav. one of the program specrainsts from the distnict otfice came to the
scheol to report that the distnict director had recen ed complants about the Friday

an

moon occurrence The program specialist had been sent to the school to establish 2

process by which the deep feclings of the staif could be wired 1n an etfort to repair the

emificant damage done 1o professional rel hips n the school A meeting was held

atier school chaired by the program specialist and attended by teachers who had wnitten
letters of complaint to the principal The program specialist explained that the district
director had decided to close school on Thursday atternoon so that the statf could meet 1o
deal with the 1ssues: The meeting established an agenda tor the Thursday afternoon
~ession which would see each statf member wiven the OpportuRIn 1o express their
conceras atter the admimistration had spoken about the esent and s artermath

Tus st meeting was held in the school resource center Tables and chairs were

arranged i 3 large semiarcle The pr

am spevialist opened the meetng with a et

desenption of the agenda saving that the three admimstrators would speak

st and then
cach statf member would then be gnen an opportunity te express their feelings and
concerns

The principal spoke first apologizing for any embarrassment and di

comtort

expenienced by the staff The principal stated he should have e en more thought to the

repercussions of his actions He accepted responsibiliny 1o his actions and described the



event as “a breach of faith™ on his part The two vice-principals then spoke. also
apologizing for the impact ot the event on the statt and students

Each teacher was then given the opportunity to speak. only one teacher did not
speak Some teachers displayed emotion as they spoke V'oices cracked Teachers stopped
to compose themselves People cried openly as they vented their feelings and listened to

others do the same The tollowin

1s 4 sample or the comments made during the two-hour
session

1 el incompetent on Friday

I didn’t sant to come to work this past week ©

I'wanted to il somebody on Friday ™~

1 was placed 1n an untenable position on Friday

I didn't know what to do

1 wanted to quit

I went home and ¢cned

1 was embarrassed in front of my students

A student said. “You're in trouble now. sir'”

"One student said. “You taled the test on Friday*

On Fridayv. there was an abuse of power by the admimstration ™

“Itis unfortunate that the events occurred | feel our statt morale has been dealt a

powertul blow It will take considerable ume for this iqury to heal The

og



perception of our school has been harmed as well It appears that many of our
parents have been lefi wondenng i we really know what we are dong | have

heard many of our students comment on the mexplicability of the events

Mans teachers spoke ot the pride thes had in the school and of their commitment to help
the school recoter from the damage incurred

At the conclusion of the sesston the program speciahist stated the healing process
would take time and zreat effort would be required 1t the school was to recover trom the

Jam, done by the events of November 3% He stated his intention to work as a

facilitator with the administrators and statl' in order to expedite the healing proce:

In his journal Tom summarized teachers reeh

Thev felt that they had been lured nto @ situation and trapped. that the

admimistraton did not trust them to make decisions i therr classes. and most

people were venumel hurt that people wha they felt were their trusted leaders

would do somethin,

1o embarrass them  This situation had a profound negatne
impact on our sttt 1t has set us back three vears

In his interview . Sam described how the incident idenutied a sense ot

separation

berween the teaching statt and the admimstration Sam said
There has to be a sense of us. that vou are one of us. vou re our leader. but vou're
one ofus It disappeared | don't know if we ever had it But. | think that's an

important thing there

au



The event of November 3™ shook the school 1o its foundations [t was a public

disclosure of an orgamizanonal weakness For the members of the teaching statt who had

taught with the principal for several vears. the event was contirmation that the start-

admimistration refationship had not changed with the opeming of the new schoal For

teachers who came to the schoal for the first ume in 1998, the event myeted therr attention
on an unpleasant reahny which released high levels or anviery

The school's students were attected as well The students knew why classes were
canceled on Thursday atternoon They were aware of the high level ot tension between

the teachers and the admuinistranon On Friday morni

November 1% the principal

addressed the students vver the school's public address svstem apologizing to anv student

who telt they had been mistreated by what had occurred the previous Friday atternoon
Over the weehs and months that followed. teachers frequenthy discussed whether

or not the school could

over from the trauma and whether or not the start~

wdmimistration relaonship could chan

¢ positineis Even though many eachers
commented that they did not think they had the eneray o contnue with their many and
\anied actiites, thes did continue with them These teachers stated the students needed
actnities and should not be punished because of the nustake that had been made
However s broad consensus developed Sam voiced the consensus when e sard

There s zomy to be 4

change with new admimistration | think that s the onlv chance we

have of

anging the relatonship

Lo



Espoused Values and Shared Basic

Schein ( 1992) defines espoused values as “the artculated. publich announced

principles and «alues that the wroup clums 1o be tning to achieve™ (p 91 Espoused values

are tvpicaliy insenibed in statements of sophy and nussion ntended tor

public display The espoused values and the shared basic assumptions of an orgzamzation

are not nevessanhy congruous I congruny does not exist. the espoused values will predict

what peopie wili sav i certam circumstances. but will be at odds with the actions people
tahe when the values should be a determinant o’ behavior (Schen. [992)
spoused \alues

The school’s espoused values are clearly stated in the Student Handbook (see

A\ppendiy G which is provided to each student shorthy atter the opeming of school in
Seprember The espoused «alues are reflected m the Prncipal’s Message. School
Philosophy. Code of Ethics. Code of Behavior. and statement of Rights and
Responsibiiities tor Students. Feachers. and Parents

The Principal’s \essage refers to the successes which the school has achieyed

nce the opeming of the new school m 1998 The ongome process of “building a tradition

orencellence” 1s stated also
The School Philosophy lists the maror oblecties for the school The philosophy
includes reference to the estabhishment or an atmosphere that retlects Christian

perspectives and values 1t states the schooi s dedicated 10 academic excellence as well as

1



the development of indisidual student talents The objectives of the school will be
achieved in a social chmate based on respect and responsibility

The Cade of Ethics highlights the responsibility students must take for learning
Students are 1o take advantage of educational opportunities. Students are to take
responsibility for their actions and show respect for others Mutual respect between
students and staft is emphasized

The Code of Behavior is based on the need for a positi e learning environment

and itemiz

s the charactenisties of such an environment It i

s the followmg

charactenisties positie atitude. hy

h morale. teamwork. sharing responsibilities. sate

and healthy environment. opportumties for myolvement. personal identity. recogmiion of

achieyement. shared activities

. community interaction. and involvement of parents and
auardians

The Rights and Responsibilities ot Students, Teachers. and Parents remterates the
statements of principles and values contamed in the School Philosophy. Code of Ethics.
and Code of Behavior

1o Shared Basic A

The broad program otfered by the school and the great efforts made by the
teaching statf to provide the program are consistent with the espoused values and
principles reflected in the school’s espoused commitments to academic excellence.

development of student talents. and the provision of opportunities for students to become
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mvolved i 2 wide vanety of activities The frequent imolvement of parents and

sardians i the school’s program is consistent with the school’s publicly stated value of

their contnibution to the overall attainment of the school’s objectives In recogmition of
this contribution the school presented cernficates of apprecianon to its volunteers at a
special assemblh held in the svmnasium At thes assembhy several dozen volunteers were
thanked 1or their assistance throughout the vear

The teamwork associated with the school’s ¢ 15 evidence of It

hetween espoused values and shared basic assumptions regarding statf. students. parents.
and teachers” perceptions of the school The fact that teachers. parents. and students can

work together on matters as diverse as school growth. provineial tournament preparations,

schoot counctl or graduanon committees retlects a high degree of congruiy between what
she school pubiicis espouses and the behaviors referenced
Sizmticant events comey knowledge about shared basic assumptions and

wspoused saiues Three of the participants wdenutied 4 major druy bust as a iticant

2vent in the kife of the school This event occurred ven late in the 1999 200n school vear
The school had recen ed many complants about the avalabiliny of drugs at the school and
had dealt with a number of students who were obvioush under the itluence of drugs
The school's admimstrators made cbsenvanons over a pertod of ume and concluded that

one particular student appeared 1o be the source of most ot the drugs at the school The

Roval Canadian Mounted Police were noutied and worked with the school to conduct a




successtul drug bust dunng school hours Marmah. Tara. and Tom felt that this event
tllustrated the school’s value of a sate and healthy environment for students The fact that
the school’s administrators agreed to have the drug bust conducted while school was n

sion was evidence of the

se:

chool’s commitment to its public duty and responsibility
\Mariah belieed the event said. “We stand for justice * Mariah. Tara. and Tom believed

the drug bust sent a strong. clear message 1o students regarding personal accountability

for actions Following the drug bust. 3 letter was sent home to each parent and wuardian
explaiming what had occurred at the school Parents. suardians. and the community were
highhy supporti e of the actions tiken

On two oecasions teachers and administrators took direct acton when some
members of' two athletie teams behased mappropriateh Both instances mvolved students

~hippr

schoal The consequence of the nusbehavior was prohibition from participation
1 an upeoming event which in one instance was a provincial tournament Parents of the
aifected students complamed that the discipline was oo severe. but the teachers and
admimistrators maintamed their decisions based on the stated principle that students must
dccept responsibility tor their actions

Student - teacher relationships appear to reflect congruity between espoused

Lalues and the shared basic assumpuons regardin

students and statt Observanon of
student-teacher interactions allowed me to charactenize these interactions as mutually

respectiul and relaxed The school expenences discipline problems in which disrespect
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sression are exhubited. but these problems involve a small minority of students and

are not characteristic of the general student population. Students. parents. and guardians
appear t be satistied with the nature of student-teacher relatonships The principal

hat he and the other

congratutated the teachers for therr etforts in this regard by staung
administrators recened ven few complamts from students, parents and guardians with
Fespedt [ treatment of students by teuchers

Congruity between the shared basic assumpiion regarding standards and the

espoused s dlues respecting academic excellence and tradition of excellence 1s not high
The participants Jdiscomort with what they percene 1o be lax standards and
neonsistencies in e aluation practices does not corraborate the clam i the School
Philosophy that the school 1s “dedicated 1o academic exceilence”

The degree of congruty between the three remaning shared basic assumptions

admimistration relationships and the espoused

gender. structures and stal

alues s ditticuit to wscertan . The statements o espoused \alues address student-teacher

amanships as well as parent suardian-teacher relatonships and not the internal aspects

sarding gender.

wrthe school's life s described by the shared basic assumptions re:

“tructures. and statt-administration relationships The problems assocrated with these
three shared hasic assumptions appear o be meongruous with the espoused values which

2uide the formation and ce o teachers’s rel. hips with students and

parents wuardians 1t may be that the espoused values are not percen ed by teachers and

s



admimstrators as being applicable to protessional relationships within the school
Orzamzanonal Memon of the School
Walsh and Ungson (14411 describe the essence of organizatonal memony as
Jdecisional sumuli and responses that are presened i particular storage bins™ These

ins pass the

, of an ore including its members. culture. and
structures Walsh and Ungson mantam that orgamzanonal memorny 1s not imited to the
indisiduals in the orgamzanon, but has efficacy at the collective level when expenences
are shared by the group Schen (1992 protYers that 4 group s shared basic assumpuons.
the powertul determimants of thought and behavior. are rooted in shared learming This
prerequisite shared learning necessitates 4 high degree of membership contunuits Schein
CI2) states. A zroup has a culture when it has enough of'a shared history to have
formed such 1 set of shared assumptions ™ 1 1992}

The new high school has a three-vear iston of shared learming Or'the forty-tive
teachers who formed the protessional stait in September of 1998, thintv-nine have
remamed at the school for the past three vears. this group of thirty-mine constitutes a

significant continuity of membership as

eferenced by Walsh and Ungson 11991) When
the new high school began its first vear of operation approximately seventv-tive percent

of the starf had taught together in the same building

ow occupted by the new school The
principal and all of the department heads of the new school held the same positions in the

<ehool which occupred the same building prior o September of 1998
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When ashed i1 the school was indeed a new s

hool when it opened i 1998. John
replied. “For the people who had been there like myself for twenty-four vears. it was
certamis no big change | think for people who had been there 3 long ume. 1t was just 3

conunuano;

Sam. 4 newcomer to the school in 1998, when asked to describe one of the
things he learned about the school in the first few months of teaching there. said
1 learned that 1t was 4 school that was strugghng to reach an identiny that was jthe
new school] For a bre part of the teaching stat 1t was sull [the old school] And
Aot iust the teaching sttt In some aspects. the students Certainly support
start There was 4 strony sense of well. that s how we've done things. this 1s the
wan it s alwavs been done
The practices and policies which had been part of the previous school were

transterred in their entirens 1o the new school A commuitment was made during the first

meetng of the new sttt 1o review all of the practices and policies so that smendments
<ouid be made or policies could be afirmed By the new statf However. a formal process
tor Joing this was not impiemented

Tara stated 1n her intenview that dunng the tirst vear of the new school many

teachers r

ularhy referred to the “oid wavs™ of Joing things wheneser a pracuce or policy
was questioned  Tara felt that © 1 lot of people didn t lthe new people commng n” because
the new people were a challenge 1o the status quo Manah obsened a similar reaction

from some teachers whose perspectives on how the school should be run were anchored



sobdly 10 therr collective histon Manah referred 1o the division she detected as a sense
of “us and them” Alphonsus, like Tara and \ariah, observed a propensits for holding

onto the “oid wavs”™ Alphonsus sad. 1 behiese the inherent problem was that such a

att

large conungent of the new [school's] staff was n fact the old [school’s]

An example of this occurred during the first vear of' the new school s iife The
school’s administration recommended a sigmificant change in the format of the parent-

teacher mght scheduled for car November Instead of parents meetng with teachers in

their classrooms. all teaching stat¥ would be located i the gvmnasium with a desk and
chairs in place tor each teacher. each teacher s area would be separated sutficiently from
adiacent teachers o permit private consultatons to oceur It was explaned to the sttt
that one o the high schools o the town had switched to this tormat some vears ago and

Parents had reported satistaction with the format because it allowed

tound it 1o work wel
them 1o sze which teachers were free tor consultation and which teachers had a number ot

from classroom to

peaple waiting to see them. also. 1t eliminaied the wandering
classroom associated with having teachers located n therr classrooms

The recommended change engendered much debate Most of the teachers who

stated

were accustomed o meeting with parents n separate classrooms strong
appesition to the proposal claming that prvacy would be compromised and tha the “old
wan” of meeting with parents to discuss student progress was the prosen way to proceed

Teachers whe had taught at the school where the proposed format had been adopted
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several vears berore supported the change stating privacy was not compromised and that
parents overwhelmingly preferred the open format v ersus the classroom format The
admimstranion decided 1o implement the proposal on a trial basis The parents would be
ashed 1o report therr reactions to the new arrangement berore they lett the school

Holding the parent-teacher n

i in the symnasium worked very well The great
manonty of parents reacted fasorably 1o the chane because 1t improved the process for
them Despite the parents positive reaction to the change. man teachers continued to

soice their displeasure with it However. since that first parent-teacher night for the new

~ehool. ail have been held i the wymnasium using the open format

Mariah expressed the view that the teachers constituting the minority who were

new to the s

b0 in 199N have had Ittle impact on the school’s idenuty Mariah

commented. “We have hind of been assumiated into dong th the wav 1t's alwavs

been done 7 Man described the school as. “a new

scheol with old wavs™ These
percentions are supported when the schoal's written policies are analvzed These policies
were the policies of the previous school. over the past three vears of the new school’s
existence. only minor moditications o some of the policies have been made The minor

modirfications were made on 4 precemeal basis Thev were not made as a result of a

formal review of policy This indicates a perception that the polictes were acceptable
curdelines for the new schoal Written policy arises from shared experience and is a

major component o o

nizational memony This 1s evidence that the new school’'s

G



vrgamzational memon overlaps substanuallv with the organizatnonal memon of the

previous school
Alphonsus and Grandy have percened 4 siow evolution over the past three vears

\iphonsus termed this evolution as. "4 melding of the old and the new™ Grandy felt the

in the school was due to the fresh deas and approaches brought to the

adual chany

~choal by the new teachers who armved in 1998 Grandy said
Ithink in some cases thes took the best of what they believed their school had
And veny often they kel the things that probably were weaknesses or. or were

things that i’ they could ve changed back then they probably would've. but they

didn thave 1o take them with them So they came with what | percene now

probably as a ot of strengths and not necessartly 4ot ot'bs
Grandy reterenced the changes 10 the school's graduation ceremonies 4s an example of
the mpact of new people in the school community. The decision 1o move the ceremonies
awan from the school was stronghy supported by newcomers and the tormat of the
raduates” ecumenical church senice was substantially atfected by the new people. s
well
Tom expressed his view that the school would not change substanually unul a

significant portion of the most semor staif members retired and were replaced by new
teachers with different expenences Tom stated that for a large secnion of the statf the old

schooi was the only school they had taught in tor all or most of their careers
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Consequently. these semior teachers were firmly attached to a common. shared history
Tom relt the signitficant change which would oceur as a result of retirements would

propose challenges accompanied by progress Tom stated. “It can be pamtul, and I've

seen it bemg paintul. but it can be vens rewarding  the wav we did 1t before 1s not n
the memories of most of the people

sent abstraction well rooted in the

The school’s vrgamzational memon 1s an eme

shared histor of the large contingent of teachers who tught n the buliding prior 11998
e three-vear history ot the new school s short compared to the twenty-three-vear
histony of'the previous school The new teachers who came mto the school in 1998, as
well as the small number that have joined statt since that date. have had an intluence on

the school’s orgamzational memory. however the intluence has not been substantial

John s comment that the new school was “just 4 continuation {of the oid school |

1+ understandable siven the reality of'the change which oceurred in 1998 The structure of
the building was the same as before, three-guariers of the staff was not new., the policies
and procedures were unaliered. and. the leadership component of the new school was
ven much that of the old school Despite the overt efforts to emphasize the existence of a
new school including 4 new mame for the schoul. m the minds of most stat? members this

was not 4 new educational institution

Perhaps 1t 1 sull not a new enuty



Ir. o the school's ory; | memon

The maonity of participants described orentation o the school as a process w hich
requires 4 substantial amount of tme Those participants who came to the school as

newcomers m 1998 relt their formal onientanion was too briet and madequate Sam and

Tom felt they were feft 1o therr own devices with respec

10 therr onentation to the school
Marah befieved that the short tme frame i which schooi reorzamzation oecurred
prohibuted the devefopment of a thorough onentation plan

Those participants who were not new 1o the school n 1998 indicated that
srentanon t the school could be ditficuit given the school s size and the complexities of
s e Several participants identiiied the school s writien pohcies as items which

required thorouy

explanation Fafure o follow these policies due 10 madequate
Anewfedie can cause problems for new teachers

Currently when 4 new teacher armves at the sehool. the school admimstranion
recommends 4 mentor (o the new teacher This MEntor acts as 4 resource person for the
teacher and can provide advice on a varzets of matters John and \Mary felt that the

‘nteraction with 4 mentor could be a positive experience but. depending on the mdividual

selected. the proc

could be negatne John expressed his view that too
much nfluence from a mentor could cause 4 new teacher 1 adopt the opinions and
attitudes of the mentor which may nat be m the best interest of the newcomer John felt

that new teachers have 1o be

v en enough personal space to permit them to reach their




own conelusions regarding therr role as a staif member Similarly. Tara said she would
advise 4 new teacher to be a “nisk taker”. 4 person who s not afraid to try something new
She felt 1t would be a mistake for a new teacher 1o be reluctant about trving an initative

something ditferent

because senior teachers were dot
\an percen ed the schoul admimistration as having too much influence over the

ontrol over the new teacher Mary

selection of'a mentor She percened this as a form of’

felt 1t was best for the newcomer 1o have 4 free choe regarding the person they

approached 1o help them become orentated 1o the schoul. she described this as finding a
buddy © Man sad
1think that the buddy svstem s the best thing 10 do- 10 show vou around and
mtroduce vou o people Like for example. Barb. she's new 1o our staff s, we've
tahen her o funch quite a few tmes and now she’s comfortable and at start

ad done that for me 1t's

meetings she sits with us You know | wish someone
atriendly face whenever vou need one 1 veu re not an outgomg person. then i
vou e saared about walking i that staif room  vou know 1ts inumidating

Tom also reterred to the benetits of this form ot onentation. Tom had obsen ed
I think that 1s happening 1n a number o incidents that where a couple of new
teachers have been buddving up with certain people and that relationship has been
ven heneticial to not only the new teachers. but also to the semor teacher and
having some role in shaping a career
Sam beheved the onentation to the school needed to include onentation to the
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community and to the district otfice. Basic information such as the avalability of
accommodanons would be of considerable help to new teachers arnving from elsew here

Nam also felt the on

entation shouid identify personne at the district office whose
responsibiiities and expertise should be hnown to teachers at the bewmning of the school
vear

When asked to articulate confidentral advice the pariicipants would #ne o 2 new
teacher. the participants focused on hev aspects of the school s life Tom s advice

ighlighted the fast pace which charactenizes the school and which can be a ditficult

for indiniduals s d 10 slower pace associated with smaller schools

Tom stated

The pace of the schovl can become vens quick  they have 1o be aware of

t and
2o make sure that thes re well planned | think 1n 3 school vur size 1t's hard to o
Srom day to day the new teacher sould have to realize that it 1s important to be
ven well planned and have certan goals and obrectives fad vut throughout the
sear

Tom's obsenanion of the pace of hife i the school 1s accurate: Even semior teachers who

have been in the school for many vears are often heard to comment on the hectic pace

Loss of mstructional tme due 10 a vanery of interruptions can put pressure on teachers to

fimsh prescribed curricuium in 4 reasonable £

hion
Teacher inyols ement 1n non-curncular activities adds to the hectic pace . as well
Grandy cautioned new teachers about their degree of involv ement in these acuvities
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Grandy said. “be prepared to carny vour share of  what s happening. but don't be abused
i the sense of taking on evenvthing ~ Grandy commented that new teachers ofien take on

100 many responsibilit

he said new teachers have 1o learn 10 sav no when thev feel
they are becoming o erloaded

Alphonsus refierred 1o the size and physical arrangement of the school as
detniments to the mamtenance of 4 positine atmosphere in the school Alphonsus telt that

new teachers have to adiust 1o a de

e of impersonality charactenzing the school He

sad. T helieve they should expect. agan i part because ot the physical lay out  that

there will be sewments of our teacher and student population you neser get to know
Alphonsus said he would advise a new teacher to be open-minded with respect to
academic expectations of students Alphonsus said
Be prepared to he extremely flexible on expectations | think that one of the
unspoken beliers s that the indsidual teacher 15 pretty well personally respansible
for the level of achiey ement that he or she needs And. accommodations will be
made
Alphonsus also said personal b satsiaction will arise from adherence te one’s own
tandards He stated. “Trung to fuilow the  caveats and whatever of the adnumstratise

rule and regulation. that will cover our posterior. but it won't give vou much

sans

ction ” Alphonsus” hvpothenical advice echos concerns with the school’s academic
standards idenutied earlier His comments also retlect dissatistaction with pressure to
make accommodations in order to produce positive academic results
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Sam’s advice 1o a new teacher highlighted what Sam perceived to be the inner
political machinations ot the school He stated

Pwould tell the teacher that as in any school there ts definitely a power

pyranud  vou get it aca sttt meetng. and it's not just department heads that

speak are heard. are hstened 1o there 15 a sense of power within the school  So |

would trv to tell them 1o be aware of what. of who they are. and what they are. and

i there are agendas. hidden agendas or othenwise
Sam's reference to a “power pyranud” meshes with comments made by Tara and Grandy
with regards to how new teachers should conduct themselves in their interactions with
statt Jesse. Tara and Grandy sad they would advise new teachers 1o histen carefully to
witat teachers are saving m order to determine atttudes and perspectives. as well as. keep
themsehves out of trouble Grands advised. “tollow the axiom that vou have two ears and
*ne mouth, listening

1o what's happening be

re vou speak on things * Jesse advised. 1

sould advise them 1o be caretul of statt room consenanon | think that the:

+ should be
there perhaps to listen * Advice of this nature could be nterpreted as a warning. a

warning to attend to the power of nfluential people

At present. the ston of the school's org | memon s highly
unstructured 1t appears that what a newcomer learns about the school. as well as the
speed with which thes fearn it ven much depends on the personts) the newcomer
interacts with duning their first few months of emplovment  This is an rssue which 15 of
importance to the school because approximately one-halt of the teaching statt will quahts
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for retirement over the next several vears



Chapter Five
Conclusion
Thus chapter contains the following sections a1 & summary of the findings. (b1 a

deseription of the zrounded theor. 161 a st of recommendations addressing the major

1ssues identitied by the cas

study. and. (d) recommendations for further studv

Summan of finding;

This case study was conducted in a hi;

h school in western \ewtoundland and

Labrador duri

he 2000 2001 school vear The purpose of the study was to answer tour
research questions

I In the views of the partieipants. what are the shared basic assumptions of our

~chool

2 Inthe views of the partcipants. Joes incongruiny exist between the espoused

“alues and the shared basic assumptions of our school

3 In the views of the parmmicipants. what con:

itutes the orgamizational memon of

4 In the views of the parucipants. how should the school

memon be transmitted to new teachers®
The mine participants in the studv were statf teachers | was an insider who taught
with the paruicipants Five of the nine participants had taught in the school building prior

10 1998 when the school was 4 denominationai high school. three of the participants were



reassigned to the school in 1998 when the new school was formed by the reorzanization
of the school zone. and one participant came to the school in 1998 from another part of

the province | was reassigned to the new school in 1998

Data for the case study was obtamned from Paricipant interviews. participant

tournals. statements of \ alus

and obsen anons ot the school's hfe The constant
comparative method or data anaivsis. as descnibed by Merriam (1998). was utlized 1o

idenuh categories and subeategories within the data. Following identification of

categories and subcategories. 4 grounded theon was developed The grounded theory is
substantive since it emerged trom the ived expenences of the participants. many ot
which | shared
hared basic assumptions
The constant comparatine method of data analvsis idenutied eight shared basic
assumprions

1 Colleagues Al participants described therr colleagues as a group of ndividual

domg therr best 1o provide high quality education for the students Teachers imteract with
one another i a relaxed and cooperatine manner A sigmiticant degree of negatn ity
displaved by some statf members was idennified as 4 prodlem

2 Swdents All paruicipants described the students positinvely stating that the great
malonty of students were good 1o werk with both in and out of class The positive

comments were tempered with reference to a small minonty of ditficult students

1o



3 Parents and Community Parental and community support for the school was
percened to be high Views were expressed that most parents did not have sutficient
nowledge of what oceurs in the school on 4 regular basis and that some parents had
more intluence than others

4 Parnicipant perceptions of the s

sive

chool The participants expressed their p
perceptions of the school referring to the school's accomplishments as well as its etforts
to meet the needs of'a diverse student population Participants dentitied problems

ated with admumistratine work. limited tinances, and the poor structure of some

classrooms

Standards Four of the participants identitied inconsistences in student

evaiuation and concerns with 4

cademic standards as signiticant issues for the school
 Gender Leadership 1s primaniy provided by men The leadership component of
the school s dominated by men. approximatel “0 percent of the st is male Two of the

three temale participants it the school would benetit from a larger number of females on

sl only one of the male participants shared this siew
Structures: The school's departments do not function as well as they should
The role of the department head requires clanticanon The school’s pods are 1solating
factors for teachers
S Swif-Administraton Relationship A lack of trust charactenzes the relanonship

between the teaching start and the school's administration This lack of trust existed




betore the new school opened in 1998 and grew substantially as a result of the incident
that occurred on November 3. 200

d values and shared basic assumptions

Congruiy exists between the espoused v alues and four ot the shared basic
dssumptions respecting statt. students. parents and community, and perceptions of the,
school Incongruiny charactenzes the link between the espoused values and the
participants” concerns with evaluanon inconsistencies and acadenie standards

Orgamzatonal memon ot'the school

The shared basic assumptions that have been idennitied are the foundation of the

school’s orgamizatonal memon These shared ba:

< assumptions are the major
determinants ot behavior The written policies. practices, and rituals are other
components of the orzamizational memon

Lransnussion ot the school s vrgamizational memory

The participants indicated that orrentation 0 the school 1s a complex matter
requinng considerable tme However. the participants did not otfer a substantial amount
of advice regarding the manner i which 4 newcomer s onentation should be structured.
wther than 1o recommend that a newcomer would be well advised to establish a
relanionship with o trusted volleague with whom thes could confidentially discuss

professional matters




The unstructured process by which the organizational memon

s currentiy

transmitted 1o new comers is an IMportant issue for the school considering the larue
number of retirements that will probabh oceur over the next few vears

Grounded Theon

The formanon ot the new high school i 1998 urose from the school board”
dectsion to reorgamize the local school zone. an arufact of the removal of the

Jdenominational system ot education: The school board s decision to reorganize the local

school zone was followed by a consultaive process involing parent. student. and teacher
representatives from tive school councils: This consultatn e process. established by the
distniet director. identitied 1ssues deemed to be pertinent tor the smooth transition trom

the denominational sy stem to the d 1onal svstem: The vanious committees

that formed the workin oups i the consultative process focused on issues related to

student adjustment to the new schools The proce:

s did not examine the reorgamization of

the zone s schools from the teachers” perspectives In retrospect. this onussion parallels

the finding

of Michael Fullan (1991) that when new schools are formed litde attention 1s

iven 1o the important matter of school culture from the teache

perspectives
The opening of the high school in September 1998 supposedly marked the birth of

2 new school The high school had been sven a new name as recommended by the

sehool counetl representatives who partivipated n the consultatve process headed by the

district director: The high school no fonger had a religious name  The school’s new name



incorporated the name of the commumin During the summer recess the religious
component of the school’s name had been removed from the front of the building and had
been replaced With the community's name. but the shadow of the old name was clearly
wsible on the brickwork to which the school's name was attached When [ first observed
the new same for the school with the shadow of the old name visible on the brick wall, 1
wondered if this was an unintentional ssmbol of our realin. Was this @ new sehoal” Or
“was the change onhy superticial. and not substantn e’

The Iived experiences of the participants. as well as my own obsensations and

periences. hase fed me to the conclusion that the high school 1s not substantn ely

ditterent from the schoul that existed in the building prior to September [998 The

orgamzanonal memon o the school is essentialls the vrgamzational memen of our

seiod's predecessor Those teachers who had taught i the previous school had a long
collective expertence which created a set ot shared basic assumpuons that remained intact
s those reachers made their seamless transition in 1998 The scheol’s name had been
changed. but the practices and poiicies were identical and the school butlding was

unaltered For those teachers. who formed approimatedy three-quarters of the staft, the

st palpable artifact of change was the presence of about twelve new volleagues

For the newcomers to the school the transition was not seamless We were in a
new environment The new school was much larger than the schools we had feft We

encountered large numbers of new students and 4 large number of new coileagues The



policies and practices of the school did not arise from our collective experiences We had
10 adapt quickly to the new school which necessitated accepting the policies and
practices carried over from the predecessor

chool have not seen significant change over the

The policies and practices of the

past three vears In September 1998, it was stated that a process would be put in place to
review the school's policies and practices. but this was not done The school zrowth

1we met sporadically over the past three vears. have not developed

committees. which
new poliey nor have the commuttees proposed substantial changes to exisung policy The

rd either

school's departments have not been a force for change n this r
The school council was a source ot new policy During the 1999 2000 school vear

the possession and use of tobacco

the school council developed a policy prohibitn:
products on schoal property The proposed poficy was forwarded to the stait for reaction

ction from

and comment The proposal did not garner a signiticant amount of tormal rea
the staif Several teachers commented that a similar policy had been attempted
previously. but had not been successtul

Informal reaction to the proposed policy was pracucally unanimous, almost all
teachers felt the policy would fail because 1t could not be entorced consistently A
stgmiticant number ot teachers stated that they would not even attempt to entorce the
policy since 1t would lead to controntations with students which the teachers relt were

unnecessary A consensus developed amongst the stafl that teachers were being asked (o

[



accept responsibility for something that was the responsibiliny of parents and not the

school [t was felt that the policy would have the same fate as previous attempts to deal

with student tobacco usage on school grounds, mplementation of the policy would be its
andomg The polics was adopted by the school counail for mplementation at the

essed. entorcement ot the

beginning of the 2000 2001 school vear As the vear prog

poliey dwindled until it became almost nonexistent. Consequently. the school had an

otficial. written poliey that was being 1gnored by most individuals

limited. formal response 1o the proposed policy and the problems

The starts

associated with its entorcement posed an intriguing scenarto The statt percened the

policy as an imposition on its work life The policy was not percensed as addressing a
prionty identiried by the starl. but rather was seen o be an unnecessan ngrease n
teacher responsibiinn A controntanon with the school couneil could have developed over
this rssue 1 4 formal. colective response articulating the staif’s concerns with enforcing
the policy had emerged This did not oceur However. the sttt did respond 10 the poliey
by allowing 15 enforcement to dwindle as the vear progressed

The experience with the anti-tobaceo policy pomts to a pertinent aspest of the
refationship between the teaching staft and authonty figures within the school
communiny The anti-iobaceo policy deseloped by the school council was seen 1o be an

intrusion creating a problem rather than solving @ problem The policy was inially

presented to the statt by the principal on behalt ot the school council The teaching start’




I as

did not have  sense of ownership for the policy. the limited response 1o the propos
well as the falure 1 consistently enforce the policy appeared to stem from this lack of
ownership There was a clash of assumpuions The school council assumed it was

developing

a policy for the benefit of the students and the statf assumed it was being
forced to accept responsibiliny for something outside 1ts realm of responsibilities

Why was the staif unable 10 speak with a strong collective voice when asked for
input on the proposed policy * | believe the answer has two components. Firstiy. Akin

1991 Hargreaves 119901, and O Neill (1995 state that large hugh schools tend 1o have

charactenistics causing them to be fragmented These fragmented schools have large

teaviing sttty divided nto academic departments i which staff members teach a
discrete

curmeulum Teachers m these sehoals tend 1o percenve therr classrooms as their

Jdomauns that are separate trom other cla;

rooms and teachers Our school has these

vha

acteristics Additnonal fragmentation oceurs due 1o the pod structures that tend to
fimut dav-to-dav teacher contact to 4 relativels small portion of the total statf This tends
1o prohubit broad-based discussion of issues

The second component of the answer stems from the nature of the start-
admimistration refanonship that 1s characterized by a lack ot trust. The anu-tobacco pohey
wnginated with the school council. but was presented to the statf by the school principal

Fur the large sexment of the statf that had

tin the school prior to 1998, the anti-

tobacea poliey as presented by the principal was not a new policy. it was a failed policy
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that had been repackaged The past 2xpenence of this group predeternuned its response to

the proposed imtative Many of these teachers commented that there was no point in
challenging the proposal because they would not be taken senousiv. One of the more
semior teachers told me prvatels. “What s the pomt of arzuing vour case Nobody
listens ”

I have concluded that the fragmented nature of the school s teaching start and the
lack of trust inherent in the statf-administranon refatonship are the two Kev factors
profibiting our school from dealing with its internal issues 10 4 posiive manner  These
o tactors are retlected in the shared basic assumptions. the powertul determinants ot
thought and behas ror

Nince the schooi s inception in 1948 parents. teachers. and the community have

Iearned 1o work together to attan hgh quabinn education tor our students However.

problematic

> persist reparding professional interactions within the school It these

tasues are to be addressed positively. the school needs to become 4 learny

orgamzation

which s contmually expanding its capacity to create 1ts future * 1 Senge. 190 p 174

The school 1s 1n 3 propitious vircumstance to bewin this process The principal and one of

the vice-pancipals have left the school to take administratn e positions outside the
province The other vice-principal has been appornted to the principalship and a new
Gce-prncipal 1s moving 1n from another school

Recommendatons



This secuion contans a series of recommendations that | believe will allow the

statf to address the sigmiticant 1ssues that have emerged from the case study

That the new principal and vice-principal imitiate a dialogue with the statt’

arding the nature of the staff-admimistration relanonship This dialogue must focus on

the lack of trust associated with the relationship as it existed when the previous school

admimistranion was present The process needs to identty by which contidence and

trust can be restored and maintamed
Recommendation 2
The role of the school’s departments must be examined  There needs to be a clear
dehneation of the tunctions for the departments as well as clear suidelines directing the
operation of the departments  This examimation would also consider the role of the
depantment head
Recommendation 3
The tragmentation and 1solation caused by the school’s pod structure should be
addressed by developing strategies to overcome the negatis ¢ intluences ot the pod
structure The pod structure imits contact between teachers Consequently. teachers tend

to hear and react to the opimions ot a small segment of the entire school staft Also. the
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pod structure limits teachers” expenences with instru

onal strategies since frequent
contact with other teachers 1s inuted 1o those teachers who share the same pod
Recommendation 4

The inconsistenct

< 1n student evaluation practices should be identified and
concerns with academic standards should be examined

Recommendanion

The interaction of the special senvices department with students taking academic
courses requires cl

The acceptable degree of

gnen to these students
should be clear to both the special senvaces personnel and the

reular ol
Recommendation o

stoom teachers

The transnussion of the school’s vrgamizational memon to new statt members
requires 4 more structured form than it currently has The school needs to deternune those
components of its orgamzatonal memon which are essential for 4 newcomer to learn

Also. the school needs to ene consideration to mechanisms thro
will occur

sh which the learming

Recommendaton ©

order to tind means by which the rel

The relationship between the starf and the school council should be examined in

can be hened The 3
the anui-tobacco policy could be used as a basis for discussion

with
R

vmmend:

1on
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The statt and school counail should initiate a systematic review of the school
policies and practices Such a review would improve communication between stattand
the school council and would provide formal opportunities for policy amendment as well

as new pohey deselopment

Recommendation @

W s and means of improving communication with parents should be considered

1 conunction with the sehool counctl tmproved communication mav result i greater

input from parents and cuardians regarding significant issues The use of focus groups (o
~olicit mput on spectiic tssues may be helptul in this regard
Recommendation 1/
The relatanship betw een gender and leadership in the school should be studied
with a view (o determimng wavs in which women can assume more leadership roles
tradionally assoctated with men

Rec dations tor turther research

Recommendation |
All o the participants in the case study were members of the school's teaching

sttt No data was obtamed directhy from parent ardians. students. or trom members




of' the broader community Research secking the input of these stakeholders would add to
the understanding of the school s culture and orgamizatonal memony
Recommendation 2
Ann depth exploration of the female teachers” lived experiences would prove
interesting g en that the school has many of the charactertstics of 4 tradinonal, male

dominated hi

h schoul The loss of the female vice-principal turther embeds these

vharactenstics

Conglusion

Our hu.

2h schoal was created three vears ago due (o the reorzamzation of the focal
sehool zone The creation of our school was 4 direct result of the demise of the
denominationai school svstem in Newfoundland and Labrador The change 1n the school
“wstem was widel supported in our area by people who wished 1o see an improved
ehool svstem which would provide first-rate educational experiences for our children

The mdividuals who torm our school communiny go to great lengths o achieve

al ot first-rate education tor our children Our school has realized many successes
inits erforts to serve the best interests ot its students We can take pride in these ettorts
and successes

However. vur school has weaknesses which detract trom our eftorts to attain our

zoal These weaknesses are embedded in the culture of our school and will require



considerable attention if they are to be corrected The teaching statY has considerable
latitude to deal with these 1ssues and can devise strategies to ameliorate the weaknesses
The process of changing the school's culture may be compared to the work of a gardener
Greentield (1980) uses the metaphor of the Bonsai tree to illustrate this process
Greentield states

1 suggest the metaphor of the Bonsar tree This image is particularly apt tor
education The ardener does not let the voung tree simply “develop its tull
potential * Instead. he acts upon his own view of what constitutes a proper
expression of the tree’s potential. and he keeps chipping and pruming unul the tree
mamitests that torm - The ditterence between the gardener’s task and the

n People do. and that 1s

administraior s, or the leader's. 15 that trees never |

where orgamzations and human culture come trom (p ~2)
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_ Memorlal APPENDIX A

‘.v University of Newfoundland

Ottice of Research

June 9, 2000

ICE| No. 1999, 70-ED

Mr. Peter Sutheriand
Faculty of Education
Memonial University of Newfoundland

Dear Mr Sutherland

The Interdisciplinary Committee on Ethics in Human Research has examined the proposal
for the research project entitled “Organizational memory in high schools: a case study” in which
you are listed as the principal investigator

The Committee has given its approval for the conduct of this research in accordance with
the proposal submitted. However, the Committee suggests that you give some consideration to
ensuring that participants do not feel compelled to take part in your study, but do so voluntarily

If you should make any changes either in the planning or during the conduct of the
research that may affect ethical relations with human participants, these should be reported to the
ICEHR in writing for further review.

This approval is valid for one year from the date on this letter: if the research should carry
on for a longer period, it will be necessary for you to present to the Committee annual reports by
the anniversaries of date, describing the progress of the research and any changes that may
affect ethical relations with human participants

Thank you for submitting your proposal. We wish you well with your research.

Sincerely yours,

G. Inglis

Chair, Interdisciplinary Committee on
Ethics in Human h

Glemb

SC John's. NF. Canada AIB 3X5 + Tel. (7091 7378351 + Fax: (7091 7374612 + hetp.//w. mun. ca/research BN



APPENDIX B

June 20. 2000

!lre—c g

Since January. 1999, I have been engaged in course work required for the completion of a Master of
Education degree, specializing in Educational Leadership, from Memorial University of Newfoundland.

1 have decided to pursue the thesis route for the completion of mv araduate program. | write this letter
requesting your consent to conduct a qualitative case study ay during the

autumn and winter of the 2000/2001 school year.

This qualitative case study will provide a rescarch opportunity to explore the school’s organizational

memory. Organizational memory refers to stored information from an organization that can be brought to
bar on present docisions. As you wel knoumia relaively new sehool. The
teaching staff has been drawn from a number of schoots each of which had an organizational memory

that had des cloped over many years. This has implications for the operation of the school. The teachers
of our new school have brought with them components unhw previous schools” organizational
memories. Are these memories e the memories sources of

problems because they do not contain the same or similar slmrcd basic assumptions?

The proposed case study will attempt to answer four research questions. The rescarch questions arc
designed to focus on the individual lived s\ngrlen\.cs of the participants. These questions represent the
beginning of an exploraiiun aiiusw ing for op and an emergent research design. The

rescarch questions arc:

1. In the views of the participants. what are the shared basic assumptions of our school?

2. In the views of the participants. does incongruity exist between the espoused values and the
shared basic assumptions of our school?

3. In the views of the icil what i the ory i memory of our school?

4. In the views of the participants. should the school's organizational memory be transmitted to
new teachers. and if so. how?

the case study will be open to all members of the professional teaching staff of

as well as parent and community representatives of the School Council. If




June 20. 2000

of both senior and junior teachers. Also. | will select participants to ensure the i
had taught in other schools before coming to teach :uh

clusion of teachers who

The case study will utilize the following components: (a) participant observation. (b) semi-structured,
open-ended interviews., (¢) participant journal writing. and (d) researcher observation of the school’s
antifacts. The informed consent of each participant will be required: a formal document will be developed
outlining the research project as well as measures that will be taken to protect the identity of the school
and the identities of all participants. Any tape recorded interviews and verbatim transcripts of the
intenviews will be reviewed by the participants and will be held in confidence. | am very aware of the
need 10 ensure :mfd:nual ty since [ will be both researcher and participant. | do not believe my

with my coll will be since | o not have a supervisory role
at the school. The recordings. transcripts, participant journals, and rescarcher field notes may be shared
with my thesis supervisor. Dr. Rosonna Tite. The recordings, transcripts, participant journals. and
researcher field notes will be retained by the researcher. in a locked drawer and destroyed once the thesis
is complete.

I believe this research proposal will be of benefit to m The identification and
deseription of shared basic assumptions will be of si Rt use o the school as the school's
stakeholders plan for school change initiatives. Failure to recognize the power of an organization’s

sharcd basic assumptions can result in the demise of well-intentioned change initiatives due to the
incompatibility of the initiative and the shared basic assumption(s). The research process should also

help to build a stronger school ity since ion may be generated by the
findings. Identification and description of shared basic assumptions should result in discussions across
depantments and along lines of authority within the school. Dx ion of the school’s

memon will be valuable because over the next several years a large portion of the staff will probably
retire. A record of the school’s organizational memory will be beneficial as the cohort of senior teachers
exits the school to be replaced by new educators. It will provide a link with the school’s history thereby
ensuring a degree of continuity during a period of transition.

Itis my intention to complete my thesis by the autumn of 2001. With your consent, and that of the
participants. the results of the case study may be shared with the school staff and school board
personncl.

If you have any questions or concerns, please feel free to contact my thesis supervisor. Dr. Rosonna Tite
(737-3322) or Dr. Barbara Burnaby, Dean of Education (737-8588).

1 would welcome the opportunity to meet with you to discuss my proposed case study.

Respectfully yours.

Peter G. Sutherland




age 3
June 20,2000

Consent Form

. ereby consent to allow Peter Sutherland to conduct the research.
described above. mmon the condition that he obtains informed consent from all
participants. | understand that all information will be kept strictly confidential and that nsither the
school. nor any individual participant will be identified.

Signature. Dhate.




June 20. 2000

Principal

Since January. 1999, | have been engaged in course work required for the completion of a Master of
Education degree. specializing in Educational Leadership. from Memorial University of New foundland.
I have decided to pursue the thesis route for the completion of my graduate program. | write this letter
requesting your consent to conduct a qualitative case study ad uring the

autumn and winter of the 20002001 school year.

This qualitative case study will provide a research opportunity to explore our school's organizational
memory . Organizational memory refers to stored information from an organization that can be brought to
bear on present decisions. As you well know isa relatively new school. The
teaching staff has been drawn from a number of schools e of which had an organizational memory
that had developed over many years. This has implications for the operation of the school. The teachers
of our new school have brought with them components of their previous schools” organizational
memorics. Are thesc org memorics > Are the org memories sources of

problems because they do not contain the same or similar shared basic assumptions?

The proposed case study will attempt to answer four research questions. The research questions are
designed to focus on the individual lived experiences of the participants. These questions represent the
beginning of as exploration allowing for open-ended interaction and an emergent research design. The
research questions are

1. In the views of the participants. what are the shared basic assumptions of our school?
2. In the views of the participants. does incongruity exist between the espoused values and the
shared basic assumptions of our school?

3. In the views of the i what i the memory of our school?

4.In the views of the participants. should the school's organizational memory be transmitted to
new teachers. and if so. how?

Pal ation in the case study will be open to aII members of the professional teaching staff of

mas well as parent and community representatives of the School Council. If
‘more than fifteen individuals volunteer to I will select to obtain the
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of both senior and junior teachers. Also, I will select participants to ensure the inclusion of teachers who
had taught in other schools before coming to teach al—
The case study will utilize the following @ bservation. (b) semi-structured.
open-ended interyiews. (¢) participant journal writing. and (d) rescarcher observation of the school’s
antifacts. The informed consent of each participant will be required: a formal document will be developed
-outlining the research project as well as measures that will be taken to protect the identity of the school
and the identities of all participants. Any tape recorded interviews and verbatim transcripts of the
interviews will be reviewed by the participants and will be held in confidence. | am very aware of the
need 1o ensure confidentialit since | wil be both researcher and participant. | do not believe my

with my coll will be since | do not have a supervisory role
‘at the school. The recordings. transcripts. participant journals. and researcher field notes may be shared
with my thesis supervisor, Dr. Rosonna Tite. The recordings, transcripts, participant journals, and
researcher field notes will be retained by the researcher, in a locked drawer and destroyed once the thesis
is complete.

[ believe this research proposal will be of benefit (mhn identification and
description of shared basic assumptions will be of significant use to the school as the school's
stakeholders plan for school change initiatives. Failure to recdgnize the power of an'fganization’s

shared basic assumptions can result in the demisc of well-intentioned change initiatives duc to the
incompatibility of the initiative and the slmrud basic assumpuon(:) Thc research process should also

help to build a stronger school y since may be generated by the
findings. Identification and description of shaged basic assumptions should result in discussions across
departments and along lines of authority within the school. Dy of the school's i

memory will be valuable because over the next several years a large portion of the staff will probably
retire. A record of the school's organizational memory will be beneficial as the cohort of senior teachers
exits the sehool to be replaced by new educators. It will provide a link with the school’s history thereby
ensuring a degree of continuity during a period of transition.

It is my intention to complete my thesis by the autumn of 2001. With your consent. and that of the
participants. the results of the case study may be sharcd with the school staff and school board personncl.
If you have any questions or concerns. please feel free to contact my thesis supervisor. Dr. Rosonna Tite
(737-3322) or Dr. Barbara Burnaby, Dean of Education (737-8588).

I would welcome the opportunity to meet with you to discuss my proposed case study.

Respectfully yours.

Peter G. Sutherland
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Consent Form

hereby consent to allow Peter Sutherland to conduct the research.
described abov: . on the condition that he obtains informed consent from all
participants. | understant on will be kept strictly confidential and that neither the
school. nor any individual participant will be identified.

2 //uu’

Signature! Dam../’ 7



APPENDIX C
June 27, 2000

Mr. Peter Sutherland

63 Ohioc Drive

Stephenville, NF A2N 2V1

Dear Peter:

| am pleased to give my support and approval for you to approach the staff of
ﬂrequesl they participate in the research.

Good luck and | look forward to the results of your research!

Sincerely,

irector of Education

o
o



APPENDIX D

September |

000

Teachina Staff & School Council Members

Dear Colleagues and ParenvCommunity Representatives:

Since January. 1999. | have been engaged in course work required for the completion of a Master of
Education degree. specializing in Educational Leadership. from Memorial University of Newfoundland.
I haye decided to pursuc the thesis route for the completion of my graduate program | write this letter
seehing your voluntary participation in a qualitative case study at uring the
autumn and winter of the 2000/2001 school vear. Consent to conduct the case study has been granted by
and b}— Principal.|

This qualitative case study will provide a rescarch opportunity to explore our school’s organizational
memory. Organizational memory refers to stored information from an organization that can be brought to
bear on present decisions: organizational memory describes “who we are and how we do things here™. As
vou well know isa relatively new school. The teaching staff has been drawn
from a number of schools each of which had an organizational memory that had developed over many
vears. This has implications for the operation of the school. The teachers of our new school have brought
with them components of their previous schools” organizational memorics. Are these organizational
memories congruous? Are the organizational memories sources of problems because they do not contain
the same or similar shared basic assumptions?

The proposed case study will attempt to answer four research questions. The research questions are
designed 10 focus on the individual lived expericnces of the partcipants. These questions represent the

beginning of an allowing for ops and an emergent research design. The
research questions are:

In the views of the participants. what are the shared basic assumptions of our school?

2. In the views of the participants. does incongruity exist between the espoused values and the
shared basic assumptions of our school?

3. In the views of the ij what the

memory of our school?

. In the views of the participants. should the school s organizational memory be transmitied to
new teachers. and if so. how

Participation in the case study is open to all members of the professional teaching staff o
well as parent and community representatives of the School Council. If more than ey

Uals volunteer to participate. I will select participants to obtain the experiences of both senior and



junior teachers. Also. I will select 1 to ensure the inclusion of teachers who had taught in other
ehootsbefore oming o teach - QY

The case study will utilize the following components: (a) participant observation at meetings and around
the school. (b) semi- red. open-ended interviews. () panticipant journal writing. and (d) researcher
absenation of the school’s artifacts. The informed consent of cach participant is required: measures will
be taken to protect the identity of the school and the identities of all participants. Each participant will be
interviewed in the period October | to November 15, 2000: a second interview may be requircd later in
the autumn or carly winter. Any tape recorded interviews and verbatim transcripts of the interviews will
be reviewed by the participants and will be held in confidence. | am very aware of the need to ensure
confidentiality since | will be both researcher and participant. | do not believe my professional
relationship with you will be compromised since | do not have a supervisory role at the school. Following
the interview, each participant will be asked to keep a journal which is to be submitied to me by the end
of the first semester in January. 2001. The recordings. transcripts. participant journals. and rescarcher
field notes may be shared with my thesis supervisor. Dr. Rosonna Tite. The recordings, transcripts.
participant journals. and researcher field notes will be retained by the rescarcher. in a locked drawer and
destroyed once the thesis is complete.

I believe this research proposal will be of benefit to our school. The identification and description of
shared basic assumptions will be of significant use to the school as the schools stakeholders plan for
school change initiatives. Failure (o recognize the power of an organization's shared basic assumptions
can result in the demise of well-intentioned change initiatives due to the incompatibility of the initiative
and the shared basic assumptions). The research process should also help to build a stronger school

s since may be generated by the findings. Identification and
description of shared basic should result in di: across. and along lines
ot'authority within the school. Dy of the school’s izational memory will be valuable
because over the next several years a large portion of the staff will probably retire. A record of the
school’s organizational memory will be beneficial as the cohort of senior teachers exits the school to be
replaced by new educators. It will provide a link with the schools history thereby ensuring a degree of
continuity during a period of transition.

Itis my intention to complete my thesis by the autuma of 2001. With your consent. the results of the
case study may be shared with the entire school staff and school board personnel.
Iy

(737

have any questions or concems, please fec! frec to contact my thesis supervisor. Dr. Rosonna Tite
322) or Dr. Barbara Burnaby. Dean of Education (737-8588).

Please. contact me if you have any questions regarding any aspect of the study. If you wish to participate
in the study. please sign the attached consent form and retumn it in the envelope to my mailbox. Please
understand that if more than cight individuals volunteer to participate in the case study. | will select
participants in order to obtain data from sources referenced previously in this document. In any event. if’
you do decide to volunteer. [ will make contact with you prior to the end of Scptember.

Respectiully yours.

Peter G. Sutherland




Consent Form

| hereby consent to participate in the research, described above. in
* | understand that il information will be kept strictly confidential and that
er the school. nor any individual participant will be identificd.

1 understand that:

(a) my panticipation in the study is completely voluntary:
(b )1 may refuse (o answer any question:

(< ) any information gathered (as noted above ) will be used only for educational purposes and that this
formation may be shared with the rescarcher’s thesis supervisor. Dr. Rosonna Tite:

(d ) I have the right to decline 1o be audio-taped during any interview and to review any verbatim
transcripts or interview notes before analysis of the data begins:

(¢) my consent will be required before the results of the case study can be shared with the entire school
sl and school board personnel:

( f)all sources of data will be kept in a locked drawer and destroyed once the thesis is completed;

(g) I have the right to terminate my participation at any time.

v
&

nature. Date.




APPENDIX E

September 25. 2000

Thank you for volunteering to participate in my case study this autumn.

If it is convenient for you. | would like to conduct vour interview on Thursday. October 26th. beginning at
7:00 p.m. in room 324 at th

It is difficult to estimate the length of the interview: however. | do not anticipate the session going beyond

two hours.

You don’t need o bring anything with you. ['ll bring along cofee, etc. and a bile 1o eat!

Yours sincerely.

Peter G. Sutherland



APPENDIX F

December 3, 2000

oo

Dug our interview on October 1. 2000. vou idenufied as a sigmificant cvent in the life of the school
the ‘ou mentioned that you felt the
school andled trouble directly and properly, also, you felt that teachers did not stand alone when facing

difficulties.

As a continuation of my research | would like vou to identify another significant event in the life of the
school. [ would like you to describe the event in detail and explain what you believe the school's
response (o the event says about our school. If you cannot dentify a single additional event. then feel free
to identify two or three events which you consider significant

If vou 1ntend 1o use a word processor for this part of my rescarch. it would be helpful if you would
double space your work. use a two-inch nght-hand margin as well as use line numbering

Could you get this done for me by the middle of February”
Thanks for everything

Yours sincerely.

Peter G. Sutheriand



APPENDIX G

Excerpts from Student Handbook
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