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  ABSTRACT 
 

A CASE STUDY OF A MALE SCHOOL PRINCIPAL’S LEADERSHIP PRACTICES: 
AN EXPLORATION OF EMOTION & THE ETHIC OF CARE 

 
 Edward L. Myers 

 Doctor of Education 
Temple University 2013 

Doctoral Advisory Chair: Dr. Joan P. Shapiro 
 

 
 This qualitative single-site case study examined the philosophy, decisions, and 

behaviors of a particular male school principal who subscribed to a form of care-based 

leadership practice. A Pennsylvania high school principal with a distinct leadership 

philosophy centered on the ethic of care was chosen to participate in this study.  

 The purpose of this study was to explore the role of emotion as it relates to 

leadership philosophy and the enactment of leadership decisions and actions. 

Additionally, the short and long-term organizational effects of leader behavior were 

examined. Semi-structured interviews with the principal, administrators, teachers, staff, 

parents, community members, and graduated students were utilized to examine how the 

principal’s leadership philosophy was perceived and carried forth in school operations. 

Additionally, on-site observations and document reviews were utilized to aid the data 

collection process. 

 The observation and analysis of the male school principal’s leadership behavior 

was filtered through the lens of Goleman’s, Boyatzis’, and McKee’s (2002) primal 

leadership theory and also through Gross’ (1998, 2004, 2006) turbulence theory.   
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Additionally, Wilson’s (1998) theoretical conception of consilience was utilized as the 

physiological, psychological, ethical, social, emotional, and spiritual aspects of leadership 

were considered. These theoretical perspectives allowed for the review of principal 

leadership behavior in the context of unstable organizational conditions and accounted 

for the various elements involved with the leadership process. In turn, the male school 

principal’s ability to implement his leadership philosophy was explored. This 

examination aimed to increase understanding of the intentions, actions, perceptions, and 

outcomes that arise from male school principal conduct that proposes to be aligned with a 

care-based leadership philosophy. 

 The findings indicated the male school principal was able to successfully 

implement a care-based form of leadership practice. The results suggest that a particular 

leadership acuity, involving various rational, emotional, social, and moral competencies, 

was necessary for the school principal to experience success. Principal aptitude in these 

domains allowed the school leader to successfully lead his school organization during 

both stable and highly turbulent conditions. The findings suggest that the ethic of care, 

specifically in relation to Sernak’s (1998) conception of caring power, should serve as 

the foundation for school organization leadership practice. Also, the findings offer 

various care-based school leadership aptitudes and behaviors that may be beneficial for 

school leadership theorists and practitioners to explore and consider. 
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CHAPTER 1 

 
INTRODUCTION OF THE STUDY 

  
 As Hartel, Zerbe, and Ashkanasy (2005) explained, prior to the early 1990’s, “the 

study of emotions was, with a few notable exceptions, essentially next to nonexistent in 

the management literature” (p. 2). However, recent research efforts have illuminated the 

importance of affective experience in organizational life. In fact, distinct 

conceptualizations brought forth in the 1990’s, including Weiss’ and Cropanzano’s 

affective events theory and Mayer’s, Caruso’s, and Salovey’s emotional intelligence 

construct, have provided a foundation for expanding the study of emotion as it relates to 

institutional behavior (Barsade, Brief, & Spataro, 2003). As a result, research findings 

have been produced within the past two decades that lend to understanding the 

significance of the affective domain on organizational performance. 

In order to augment the literature, this study examined a male school principal’s 

affective leadership philosophy and practices. The intent was to illuminate the 

philosophical underpinnings and actual decisions and behaviors of a male principal who 

subscribed to a form of leadership that was grounded in the ethic of care, emotional 

connection, and organizational stewardship. Through this process, the investigation 

worked toward enhancing the understanding of how ethics, emotion, spirit, and power 

manifest in school organizations. 
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Statement of the Problem 
 

 Specific to the educational leadership domain, emotion and its consequences have 

been examined from various perspectives including, but not limited to: emotional and 

social intelligence competencies, ethical leadership practices, leader attunement factors, 

emotional connectedness, and decision-making practices. Furthermore, theories generated 

by social scientists have been applied to the educational setting. Therefore, school 

administrators have been able to utilize concepts associated with effective leadership 

practice as it relates to the affective domain. However, while advances in this realm have 

occurred due to two decades of extensive research, uncertainties related to the issue of 

emotion continue to prevail in the educational organization.  

 Researchers have described the importance of emotion in organizational life from 

diverse angles. C. Schultz (2007) revealed research that suggests successful leaders need 

to be cognizant not only of their own emotional well being, but also of others’. Fischer 

(2000) discussed the importance of the interpersonal process of viewing emotion as part 

of a relationship and using emotion-related talk as a way to conduct relationships. 

Wagner and Harter (2006) posited that emotional deficits in the workplace, including the 

lack of recognition and praise, are highly correlated with de-motivation and 

ineffectiveness. Goleman (1998a) hypothesized that the higher the level of the job, the 

less important technical skills and cognitive abilities are, and the more important 

competence in emotional intelligence becomes. 

While much has been accomplished in researching the area of emotion in 

organizational behavior, significant questions remain. H. Weiss (2002) revealed that a 

comparative examination of the basic literature on emotion and the literature on emotion 
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in organizations indicates that organizational researchers have focused on only a few of 

the interesting topics of emotion. This revelation becomes more pronounced when one 

limits research searches to the educational field.  

Many models and paradigms have been created that deal with emotional 

intelligence and various associated competencies. Furthermore, much has been written 

about emotion in relation to the moral domain. Concepts such as the ethic of care and 

servant-based leadership, which are central components of the leadership literature, aptly 

link the moral and emotional domains, and many theorists have expressed the necessity 

of school leaders to operate from a caring ethic and/or a spiritual base (Dantley, 2003; 

MacGilchrist, Myers, & Reed, 2004; Sergiovanni, 1992; Sernak, 1998; Shapiro & 

Stefkovich, 2011; Strike, 2007). Gender-based perspectives of ethical behavior and 

leadership action have also been revealed in scores of texts (Fischer, 2000; Gilligan, 

Ward, & Taylor, 1988; Rebore, 2001; Regan & Brooks, 1995; Shapiro & Gross, 2008; 

Shapiro & Stefkovich, 2011; Thiroux & Krasemann, 2007). However, research that aims 

to examine the affective domain in a way that integrates cognitive, ethical, and social 

concerns appears to be limited. Furthermore, while much has been said in the literature 

about the importance of democratic/ethical leadership, emotional intelligence abilities, 

and the ethic of care leadership paradigm, limited research has been done that 

qualitatively explores the school leader’s ability/willingness to match his/her leadership 

philosophy with the requirements of a job that includes a great deal of turbulence in the 

form of micro-level issues (day-to-day in-house happenings) and macro-level concerns 

(externally imposed organizational disturbances/changes). Therefore, the reasons and 

outcomes associated with the successes and struggles of leaders who endeavor to install 
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an emotionally consistent, care-based form of leadership still needs to be explored. This 

is especially true of the male leader who may naturally prefer a justice-focused rather 

than a care-focused leadership perspective and, therefore, may predominantly engage in 

autocratic and directive behavior that is emotionally limited (Eagly & Carli, 2004; 

Furnham, 2006; Gilligan & Attanucci, 1988). 

Beyond the literary gaps that exist in regard to emotion, leadership, and 

organizational behavior, the causes and effects of specific types of emotional experiences 

that naturally occur in the unstable educational setting have yet to be fully discovered. As 

Hargreaves (2000) explained, most of the educational research community pays little or 

no attention to the emotions. Currently, there is little understanding of how 

administrators’ and teachers’ emotions and related behaviors are shaped by the conditions 

of their work or how these emotions are handled and/or displayed in interactions with 

other professionals, students, and parents. While research has led us to believe that 

positive emotion along with social connections are fundamental in generating a 

successful educational environment, questions linger about the organizational conditions, 

personal abilities, and professional expectations that stimulate positive emotional 

engagements (Hargreaves, 2000). 

Purpose of the Study 
 

 The purpose of this study was to examine the authenticity of a male principal’s 

care-based leadership philosophy by exploring the lived experiences of the leader, 

subordinates, and stakeholders who were involved with the school organization. The 

focus was initially placed on gathering a description of the philosophy of a particular 

male school principal, and then examining his actual leadership decisions and behaviors. 
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This investigation concentrated on scrutinizing leadership behavior during times of 

heightened organizational turbulence and examined the inclinations and laborious efforts 

involved with leadership action.  

 Specifically, the problem this study addressed was whether the emotional 

competencies, tendencies, and behaviors of a male school leader matched the aspirations 

of a care-based leadership philosophy. The perceptions of administrators, teachers, staff, 

parents, community members, and recent graduates were utilized to gather an 

understanding of the principal’s leadership behavior. This process was set in order to 

generate an understanding of how emotional concerns and leader competencies relate to 

school leadership practice. Additionally, this study worked to highlight specific 

organizational climate issues, which may offer viable information to educational leaders.  

Research Questions 

 Through the exploration of emotion as it relates to leadership behavior, this study  

aimed to answer the following four research questions:  

 R1: Do the concepts of “caring”, “power”, and/or “connectedness” manifest  
      in the male school principal’s leadership philosophy? If so, how? 
 
R2: Does the male school principal transfer the intent of positive affective  
      leadership behavior into actual professional decisions and actions? If so, how? 
 
R3: Do the male school principal’s emotional engagements with teachers  

        and other stakeholders change as organizational turbulence levels increase? If  
     so, how? What allows or disallows the male school principal to successfully  
     manage, direct, and/or express emotion during times of heightened turbulence? 
 

 R4: Does the male school principal’s affective leadership behavior impact the 
     school’s climate? If so, how? 
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Definitions 
 

1. Authentic Leadership - A pattern of leader behavior that draws upon and promotes 

both positive psychological capacities and a positive ethical climate, to foster greater self-

awareness, an internalized moral perspective, balanced processing of information, and 

relational transparency on the part of leaders working with followers, fostering positive 

self-development (Walumbwa, Avolio, Gardner, Wernsing, & Peterson, 2008).  

2. Emotion – A conscious mental reaction (as anger or fear) subjectively experienced as 

strong feeling usually directed toward a specific object and typically accompanied by 

physiological and behavioral changes in the body (Merriam-Webster’s Collegiate 

Dictionary, 2009). 

3. Emotional Competence – The demonstration of self-efficacy in emotion-eliciting 

social transactions (Saarni, 2000). 

4. Emotional Creativity - Finding novel solutions to difficult problems, which  

provide a benefit, and reflect the real feelings, beliefs, and values of the individual 

(Averill, 2000).  

5. Emotional Geographies – The special and experiential patterns of closeness and/or 

distance in human interactions and relationships that help create, configure, and color the 

feelings and emotions we experience about ourselves, our world and each other 

(Hargreaves, 2000). 

6. Emotional Intelligence – One’s ability to perceive emotions, to access and generate 

emotions so as to assist thought, to understand emotions and emotional knowledge, and 

to reflectively regulate emotions so to promote emotional and intellectual growth (Mayer 

& Salovey, 1997). 
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7. Emotional Labor – Selling out the emotional self and/or working for the purposes 

and profits of the organization (Hochschild, 1983). 

8. Emotional Syndrome – An organized pattern of response that includes feelings, 

thoughts, and actions (Averill, 2007).   

9. Ethic of Care – Building relations of care, concern, and mutual responsiveness 

to need on both the personal and wider social levels (Held, 2006).  

10. Immediacy – Communication behaviors that enhance physical and psychological 

closeness with another (Mehrabian, 1972). 

11. Mindfulness - Living in a state of full and conscious awareness of one’s whole  

self, other people, and the context in which we live and work (Boyatzis & McKee, 2005). 

12. Moral Leadership – A form of leadership that is grounded on normative  

principles of common morality, respects human dignity, and recognizes fundamental 

human rights in business interests (Becker, 2007). 

13. Organizational Climate – Quality of the internal environment of an organization that 

a) is experienced by its members, b) influences their behavior, and 3) can be described in 

terms of the values of a particular set of characteristics of the organization (Tagiuri & 

Litwin, 1968). 

14. Reflective Capacities – The reading of self and others (Cohen, 1999). 

15. Resonance – An attunement of feelings occurring when two people are on the same 

emotional wavelength (Goleman, Boyatzis, & McKee, 2002). 

16. Servant Leadership -  An understanding and practice of leadership that places the 

good of those led over the self-interest of the leader (Laub, 1999).  
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17. Social Competence  - The possession and use of the ability to integrate thinking, 

feeling, and behavior to achieve social tasks and outcomes valued in the host context and 

culture (Topping, Bremner, & Holmes, 2000).  

18. Social Intelligence - Being aware of the feelings and needs of others and being  

able to establish and maintain cooperative, constructive and mutually satisfying 

relationships (Bar-On, 2007). 

19. Spiritual Intelligence - An ability-based, functional mechanism that enables people  

to solve problems and attain goals, and furthermore, consists of specific core 

components, including: 1) the ability to utilize spiritual resources to solve problems, 

2) the ability to experience heightened states of consciousness, 3) the ability to sanctify 

everyday experience, 4) the capacity to transcend the physical and material, and 4) the 

capacity to be virtuous (Emmons, 2000). 

20. Stewardship - Being in service to others and having a responsibility to self, others,  

and the institution and/or community (Sernak, 1998).  

21. Transformational Leadership – A form of leadership that is based on charisma or 

idealized influence, inspiration, intellectual stimulation, and individualized consideration 

(Avolio, Waldman, & Yammarino, 1991). 

Delimitations and Limitations of the Study 
 

 There were specific limitations to this study, including: 1) the sample used for the 

investigation was limited to one educational institution, 2) geographically, the institution 

resided in southeastern Pennsylvania, 3) demographically, the school had a distinct size 

along with certain student, teacher, and administrator characteristics, 4) the qualitative, 

descriptive nature of the study limits the ability to generalize the findings, and 5) this 
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type of study is open to bias limitations, with confirmation bias being a particular 

concern due to the researcher’s interests and preconceptions. 

 Qualitative case study methodology was employed in order to allow for  

in-depth examination of the topic. A review of the literature indicated that much of the 

research in the field of emotion as it relates to organizational behavior and leadership 

practice has a quantitative base. As a way to augment the existing literature, the intent of 

this study was to explore in-depth one particular element of this issue. Therefore, case 

study methodology was chosen in order to collect rich, detailed qualitative descriptions 

that revealed how organizational leadership practices were applied in one distinct 

educational setting.  

 As Marshall and Rossman (1999) explained, while qualitative studies are not 

“generalizable in the statistical sense, their findings may be transferable” (p. 43). While 

this study was limited to one educational institution, the processes and outcomes 

associated with this study may be applicable to other organizations. As clarified by 

Maxwell (1996), the strength of qualitative research lies in understanding the processes 

that lead to outcomes (p. 20). In this study, the process was primarily important since the 

intent was to discover how the principal implemented his philosophy and what allowed 

or disallowed him to do so. Secondary to this were the associated organizational 

outcomes, which were a result of the installed leadership processes.  

Significance of the Study 
 

 As Hartel et al. (2005) declared, emotions are powerful influences on 

organizational factors such as individual behavior, group problem solving, culture, and 

change processes. In fact, emotions are often central to one’s capability of doing work, 
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“especially in work with a high degree of customer interactions” (Eide, 2005, p. 21). 

Since researchers now realize that emotions are highly significant in the realm of 

organizational behavior, the investigation of emotion has developed into something of a 

sub-discipline in the study of work and organizations (Fineman, 2000). However, many 

topics relating to emotion and organizational activity have yet to be fully explored, and 

some remain uninvestigated. 

 This study examined the efforts and abilities of a male school principal to install 

care-based leadership practices. This study also sought to determine whether the  

principal’s engagements with school stakeholders changed during times of heightened 

turbulence, and whether the school principal’s positive and/or negative affective 

leadership behavior impacted the organization’s climate. The public high school served 

as an appropriate and valuable venue to observe this phenomenon due to the type and 

degree of turbulence that frequently arises within the organization (Gross, 1998) and 

since it is a rare site for such research (Hargreaves, 2000). The qualitative, descriptive 

format of the study allowed for an in-depth examination of administrative practice and 

was able to reveal key features of school leadership. This study was unique since it 

emphasized the systemic nature of emotion and examined the affective domain from the 

physiological, psychological, spiritual, ethical, and social perspectives. Emotion, as it 

relates to leadership thinking, feeling, and action was analyzed in a way that illuminated 

the male principal’s motives, competencies, and tendencies. Emotion was further 

explored in the organizational context as stakeholder perceptions and school climate 

concerns were addressed. Interpersonal communication was a key feature of the study, as 

the investigation addressed the style and outcomes that are associated with leadership 
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action. The decision to use a male school principal for the study was made for two 

specific reasons: 1) recently, case study researchers have focused on exploring the ethic 

of care predominantly from the female leadership perspective (Brunner, 1998; Cui, 2010; 

Dawson, 2004; Hooper Atlas, 2002; Kropiewnicki, 2000; Rico, 2009; L.K. Robbins, 

2006; Varley, 2005; Zguris, 2007), and 2) various theorists have argued that males are 

often more focused on justice-oriented, rules-based paradigms, rather than emotionally-

centered, care-based approaches, and that the later might be more easily adopted by 

women than men (Eagly & Carli, 2004; Furnham, 2006; Gilligan, 1982; Gilligan & 

Attanucci, 1988; Noddings, 1984; Sernak, 1998). 

 The intent of this study was to offer a better understanding of the experiences, 

perceptions, and reactions of male leadership behavior that is proposed to be in alignment 

with care-based practice. Various stakeholder perspectives, including those of the 

principal, teachers, administrative staff, parents, community members, and graduated 

students were considered. This process allowed for an understanding of whether a 

particular male principal was able to fulfill his ethical leadership philosophy through 

actual practice.  

 This study furthered the call for ethical, care-based leadership, since it was based 

on discovering how a naturally turbulent organization (i.e. the public high school) affects 

a leader’s ability to live a philosophy of organizational stewardship. This study also 

considered key competencies and/or limitations that may allow or disallow a leader to 

fulfill this mission. The study’s specifications have made a valuable contribution since 

the existing research literature has been supplemented with considerations relating to 

emotion, organizational turbulence, and leadership behavior. The sustained focus on the 
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dynamics involved with affective leadership endeavors allowed for an increased 

understanding of the impact that emotions have on leadership action and organizational 

culture. 

Theoretical Bases 
 

 For the purpose of meeting the demands of this multi-faceted case study, one 

conceptual construct and two theoretical bases were utilized that allowed for a complete 

exploration of the personal and interpersonal dynamics that were associated with the 

thoughts and behaviors of the school leader. The theoretical foundation was set in a way 

that accounted for the three primary issues of the study: 1) leadership style, 2) 

organizational turbulence, and 3) the nature and impact of emotion. 

 In primal leadership theory, Goleman, Boyatzis, and McKee (2002) asserted that 

a leader’s emotions are contagious. If a leader resonates energy and enthusiasm, an 

organization thrives; if a leader spreads negativity and dissonance, it flounders. This 

presumption calls for leaders to drive emotions in a way that produces a positive impact 

on organizational outcomes. Goleman, Boyatzis and McKee suggested that six distinct 

leadership styles, each of which may be adopted under varying circumstances, determine 

the type of energy and climate that is generated within a particular organization. The 

purpose of applying primal leadership theory to this study was to explore the style 

tendencies of a male school principal as leadership decisions and actions occurred. Such 

tendencies were then compared to the leader’s philosophy in order to determine whether 

care-based leadership was taking place in actual practice. 

 Primal leadership theory offered six distinct leadership styles to the study: 

visionary, coaching, affiliative, democratic, pacesetting, and commanding. According to 
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the theory, leaders who use styles that create a positive emotional impact (i.e. visionary, 

coaching, affiliative, and democratic) produce a positive climate and generate high 

performance. Leaders who tend to operate from more directive modes (i.e. pacesetting 

and commanding) generate organizational dissonance, which negatively affects the 

organization’s climate and productivity. However, the theory suggests that leaders who 

produce the best results use many of the six distinct styles on any given day or week, 

depending upon the situation (Goleman, Boyatzis, & McKee, 2002).  

 Primal leadership theory aligned well with this study’s focus since the aspects of 

care, power, and spirit were explored through the actions of daily leadership behavior. 

These concepts are central components of the six styles suggested in primal leadership 

theory. In considering the affective characteristics that mark the theory’s visionary, 

affiliative, coaching, and democratic leadership styles, it is possible to understand how 

such styles relate to the principal’s ability to: 1) engage with personnel and stakeholders 

in a way that demonstrates the management of personal emotion, 2) handle the emotions 

and behaviors of oneself and of others during difficult times, and 3) adapt leadership 

behavior as called for under changing circumstances. In short, primal leadership theory 

offered this study an outline of leadership styles that provided a framework for 

pinpointing how leadership action is infused in daily practice and determining whether 

such action affects the organization’s climate. 

 Goleman’s, Boyatzis’, and McKee’s suggestion that various styles are required to 

produce quality leadership is aligned with the idea that the school principal may need to 

adapt behavior when confronted with various circumstances. Beyond this, primal 
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leadership theory implies the necessity of both cognitive and emotional competence in 

applying high-caliber leadership practice.  

 When examining primal leadership theory, as it relates to the issue of leadership 

proficiency, it is necessary to consider the context in which the leadership is taking place. 

Organizations are not static; instead, they are dynamic and evolving. Therefore, 

challenges and change are central to organizational leadership. Due to this, it was 

appropriate to link Gross’ turbulence theory (1998, 2004, 2006) with this study in order 

to determine how the unpredictable school environment affects school leadership 

conduct. 

 According to Gross (2006), it is not only necessary to understand that instability is 

a key feature of school organizations, but also that positionality is important, since where 

one stands in relation to the turbulence will determine how it is experienced. This is due 

to the fact that such turbulence “is not usually spread around the school and community 

in a uniform way” (Gross, 2006, p. 56). Additionally, it is necessary to understand that 

combined forces or events may blend together and become formidable for individuals 

and/or the organization at any given time and, therefore, may create a cascading effect 

that escalates the level of turbulence that is faced within the organization (Gross, 2006; 

Shapiro & Gross, 2008). Furthermore, it must be recognized that the degree of the 

organization’s stability will determine whether the organization can withstand the 

turbulent forces that are acting upon it, and that how stable an organization is will be 

dependent upon past and present circumstances, members’ confidence in the inherent 

worthiness of the organization, and the organization’s ability to be flexible while turning 

turbulent experiences into opportunities. As Gross explained, these characteristics 
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produce more stable organizations, and therefore, allow them to withstand heightened 

levels of turbulence (Gross &Shapiro, in press).  

 Gross (2004) offered a turbulence gauge to assist in determining the degree of 

instability that exists in an organization, at any given time. Within this device, Gross 

utilized four “degrees of turbulence” that reflect “general levels of volatility in schools” 

(p. xiii). In properly utilizing this mechanism, it is necessary to determine where the 

school fits into the rubric, in accordance to the level of turbulence that is occurring. This 

gauge consists of four specific levels: 1) light turbulence: associated with ongoing issues, 

little or no disruption to the normal work environment, subtle signs of stress; 

2) moderate turbulence: widespread awareness of the issue, specific origins; 3) severe 

turbulence: fear for the entire enterprise, a feeling of crisis; and 4) extreme turbulence: 

structural damage to the school’s normal operation; collapse seems likely (Gross, 2004; 

Gross, 2006; Shapiro & Gross, 2008).  

 Within schools, there are many sources of turbulence that arise indiscriminately. 

Gross (1998) explained that a plethora of issues are possible, including: a disjointed 

community, isolation, issue overload, tension-filled conditions, loss of support, 

communication problems, rapid changes, value-conflicts, and external pressures. School 

principals are positioned in a way that lends to a preoccupation with many of these 

conflicts, which may cluster at any given time. Therefore, the cascading effect is 

something that is often very real to the school leader and, therefore, may require a high 

capacity for management, decision-making, and action. Beyond this, there may be times 

when it is advantageous for the school leader to deliberately heighten the level of 

turbulence within the organization due to the potential for positive results in pursuing 
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particular goals (Shapiro & Gross, 2008, p. 52). Since these realities and responsibilities 

are inherent to the school principal position, turbulence theory offered this study an 

appropriate framework for contextualizing leadership conduct and analyzing the various 

types of organizational entanglements and pursuits that arose within this study’s school 

organization. 

 Beyond the issues of leadership behavior and organizational turbulence, the 

parameters of this study required a comprehensive understanding and investigation of the  

concept of emotion. For the purposes of this study, inquiry within the sphere of emotion 

was guided by E.O. Wilson’s (1998) theoretical construct of consilience. 

 In making a claim for consilience, E.O. Wilson (1998) argued that a link exists 

between the main branches of learning, these being the areas of social science, biology, 

ethics, and environmental policy. Wilson’s conceptualization is based on the idea that, as 

knowledge becomes more unified, “we will understand who we are and why we are here” 

(p. 7). This line of thinking contradicts the regular habits that are associated with 

knowledge acquisition and discovery. As Wilson explained, 

 It is the custom of scholars when addressing behavior and culture to speak 
 variously of anthropological explanations, psychological explanations, 
 biological explanations, and other explanations appropriate to the 
 perspective of individual disciplines. I have argued that there is intrinsically 
 only one class of explanation. It traverses the scales of space, time, and  
 complexity to unite the disparate facts of the disciplines by consilience, the 
 perception of a seamless web of cause and effect. (p. 266) 
 
 This study was grounded in Wilson’s premise that we must work to unify 

knowledge across the disciplines. In exploring the fundamental issue of emotion as it 

relates to leadership behavior, a central aim of the study was to holistically illuminate the 

underpinnings and practices of the leader from various lenses, including the 
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ethical/philosophical, physiological, psychological, spiritual, and sociological. The 

argument associated with this effort is that, in order to fully comprehend the underlying 

structure of ethical, care-based leadership practice, the issue of emotion must be explored 

simultaneously from each of the relevant dimensions. Furthermore, the phenomenon must 

be investigated during turbulent conditions, since it is not only the principal’s emotion 

that needs to be considered, but also the emotion that is brought by constituents to the 

leader.  

 By studying leadership conduct in this way, this study sought to determine the 

principal’s competency in managing and directing emotion. This process brought to life 

the so-called emotional intelligence construct, which is said to be responsible for an 

individual’s self-management and interpersonal skills and, consequently, leadership 

competency (Caruso, Mayer, & Salovey, 2003; D.A. Feldman, 1999; Goleman, 1998b; C. 

Schultz, 2007). This investigative process was focused on allowing for a better 

understanding of how the realities of organizational life affect leadership behavior while 

illuminating the reasons for the principal’s success and/or failure in installing his care-

based leadership philosophy. 
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CHAPTER 2 
 

REVIEW OF THE LITERATURE 
 

The concept of emotion as a biological and psychological construct has 

thoroughly captivated researchers across the spectrum of the hard and social sciences. 

Research investigations of the affective domain have occurred from a variety of angles 

and through multiple lenses. These efforts speak to the complexity of emotion, a concept 

that has proven to be vast, diverse, and dynamic. 

 The examination of emotion has resulted in various theories, research 

methodologies, and operational constructs that span the sciences across the neural, social, 

cognitive, and developmental domains. Theorists continue to reconstruct elements that 

are associated with emotion by applying new thoughts to previously established models. 

Such efforts have increased the range of the affective domain.  

The purpose of this study’s literature review was to match the study’s intent of 

exploring the subject of emotion across the biological, psychological, social, and 

ethical/philosophical spheres. In addition, this review worked to illuminate pertinent 

scientific and theoretical conceptions and expose the results of previous research studies. 

Consequently, this review uncovered the essential components and constructs of emotion, 

unveiled the intricate nature of the affective domain, and revealed significant theory and 

research evidence that relates to human functioning, leadership behavior and 

organizational dynamics. The nature of this literature review corresponded with the 

multi-faceted, exploratory nature of this study, and, therefore, fittingly analyzed the 

concept of emotion.  
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 The initial segment of this literature review delved into the nature of emotion, 

which was necessary in order to understand the characteristics and power that emotion 

holds as a biological mechanism. This review’s second section surveyed the constructs 

and theories of emotion that have been generated by researchers and scientists. By 

reviewing these theoretical designs, it was possible to understand the broad significance 

of the socio-emotional field. The third element of this literature examination was centered 

on the connection between the moral and emotional dimensions. Here, ethical 

considerations that relate to individual and group behavior were taken into account. The 

fourth literary element revealed specific affective leadership conceptualizations that have 

been proposed by selected theorists, scholars, and researchers. This effort clarified the 

importance of emotion in relation to various styles of managerial practice and exposed 

the specific outcomes that particular leadership styles appear to generate. Furthermore, 

this segment blended the social, spiritual, cognitive, and ethical domains as the element 

of emotion was extracted from various genres of leadership thought. The literature review 

concluded with an inspection of emotion as it relates to the school organization and made 

specific note of the role that emotion and ethics may play in producing a dynamic 

institution and a positive school climate. This aspect revealed how an institution’s 

atmosphere may be created and/or altered through the actions of school leaders who are 

alert to the emotional underpinnings of organizational life and are able to deliver a care-

based form of leadership.  

 This wide-ranging literature compilation produced a comprehensive depiction of 

emotion, as it revealed its make-up and dynamics, along with its impact on the internal 

and external processes that are associated with human behavior and leadership practice. 
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In generating an understanding of the affective domain’s origin and processes, and its  

influence on organizational conduct, this literature review provided a powerful backdrop 

for this study. 

The Nature of Emotion 
 
 The meaning of the term emotion is complicated, multifaceted, and much disputed 

(Matthews, Zeidner, & Roberts, 2002). Most psychologists agree that subjective 

experiences, expressive reactions, physiological reactions, behavior of various kinds, and 

particular kinds of cognitions comprise the domain of emotion, but there is disagreement  

about which component is most important and which should be used to form a definition 

(Cornelius, 1996; LeDoux, 1996). Nevertheless, researchers have discovered that when 

the emotional system of the brain is aroused, working memory becomes occupied with 

this phenomenon and feeling results (LeDoux & Phelps, 2000). This point of 

phenomenological awareness, which involves the enactment of feeling and 

accompanying behavioral displays, is considered the most appropriate evidence for the 

study of emotion (LeDoux, 2000; Reeve, 2005). As Kagan (2007) explained, changes in 

feelings are fundamental to the very existence of the concept of emotion. The impact of 

this process occurs as appraisals of internal and external circumstances are made that 

cause a living being to act accordingly, “in a manner designed to create the most 

beneficial situation for its own self-preservation and efficient functioning” (Damasio, 

2003, p. 35). In this way, the emotional domain is an important ingredient in structuring 

an individual’s world (Solomon, 1993).   

Neurobiological support now exists for the contention that emotional reactions are 

preceded by an appraisal that rapidly analyzes the significance of a particular stimulus 
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(Cornelius, 1996; Rolls, 2007; D. Schultz, Izard, & Abe, 2005). Therefore, emotions are 

often defined as responses to events (Frijda, 2000; Salovey & Mayer, 1990). As 

Matthews et al. (2002) declared, “emotions signal both the demands placed upon the 

person, and the person’s style of action upon external reality” (p. 159). Ben-Ze’ev (2000) 

explained that emotional changes signify a “perceived change whose significance is 

determined by us” (p. 16). Therefore, there is a personal significance that is attached to 

emotions that is affected by individual judgment along with the involvement of perceived 

harm or benefit (Lazarus & Lazarus, 1994). In turn, an understanding of emotions 

“involves an understanding of the judgments that structure them, and the differences may 

be very fine-grained and even exquisite” (Solomon, 2007, p. 209).  

Recently, the field of neuroscience has updated the understandings of the natural 

processes that mark human beings’ emotional lives. This is a result of research efforts on 

the emotional centers of the brain that have rapidly progressed in the last two decades 

(Bar-On & Parker, 2000). Evidence from this work has revealed a link between emotions 

and consciousness (Damasio, 1999). In turn, we have learned that “learning, thinking, 

and the perception of experience are fundamentally affected by how we feel about 

ourselves and others” (Weare, 2004, p. 5). Specifically, positive affect has been shown to 

facilitate divergent thinking and problem-solving, negative emotion establishes 

convergent thinking, and the emotional system is based on cognitive factors and 

physiological states that affect the arousal of certain motivations and resources (Avolio, 

Gardner, Walumbwa, Luthans, & May, 2004; Cacioppo, Larsen, Smith, & Berntson, 

2004; Isen, 2004; Lang, 1994). Lazarus (1991) explained that emotions “express the 

intimate personal meaning of what is happening in our social lives and combine 
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motivational, cognitive, adaptational, and physiological processes into a single complex 

state that involves several levels of analysis” (p. 6). Bechara, Damasio, and Bar-On 

(2007) explained that emotions “are a collection of changes in body and brain states 

triggered by a dedicated brain system that responds to the content of our perceptions of a 

particular occurrence” (p. 275). Solomon (2007) theorized a tie between one’s emotions 

with “the self engaged in the world” (p. 242). 

Altogether, emotions are increasingly recognized for the constructive role they 

play in higher forms of human experience (Cacioppo & Gardner, 1999). Brain analysis 

has proved we have the ability to do far more than simply react to feelings. Instead, we 

can organize, modulate, moderate, shape and think about our feelings through reflection 

and learning (Weare, 2004). Ben Ze’ev (2000) explained the structure of emotion in 

terms of a complex that involves cognition, evaluation, motivation, and feeling. This type 

of construct suggests an interplay between emotion, intellectual thought, and motivation 

(Matthews et al., 2002; Schulze, Roberts, Zeidner, & Matthews, 2005). 

When examining specific components of the brain, it is possible to appreciate the 

advanced nature of our affective capabilities. As Weare (2004) stated, “research on the 

workings of the cerebral cortex has shown that emotional responses are an integral part of 

the highest order of thinking, and can be every bit as complex, thoughtful, and reflective 

as any other cognitive process” (p. 6). In fact, there is a neurological foundation in the 

brain that is responsible for “the initial awareness of emotions, the creation of feelings 

related to those emotions, and the control of emotions and expression of feelings” 

(Bechara et al., 2007, p. 285). As E.O. Wilson (1998) explained, the limbic system, 

which is central to human emotion, is one part of a multi-faceted neural system that 
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conveys, interprets, alters, and stores information based on inputs from specific parts of 

the brain. Researchers now suggest there is a dyadic relationship between emotion and 

reasoning and that the brain is greatly influenced by the emotions (Lazarus & Lazarus, 

1994; LeDoux, 1996; M. Lewis 1999; Mayer, Salovey, & Caruso, 2000). Furthermore, 

researchers have learned that minds are individual in nature, as each develops unique 

patterns for processing the diverse array of incoming stimuli (R. Greenleaf, 2003). 

Sylwester (1994) revealed that targeted investigations have created greater 

understanding of the complexity of our emotional system and it is now realized that more 

neural fibers project from our brain’s emotional center into the logical/rational centers 

than the reverse. Accordingly, there is a strong action tendency associated with emotion, 

which is often a more powerful determinant of our behavior than our brain’s 

logical/rational processes (Elster, 2004; Sylwester, 1994). In fact, the very urge to engage 

in a particular kind of action, such as escape or fight, is connected to an emotional form 

of consciousness (Oatley, Keltner, & Jenkins, 2006). As Damasio (1999) explained, it is 

this form of consciousness that “permeates all aspects of thought processing, focuses all 

problem-solving activities, and inspires the ensuing solutions” (p. 304). The condition of 

stress, whether it be fear, anxiety, or anger, has the ability to affect this consciousness, as 

this pressure tends to shut down the more complicated parts of the brain as “the brain 

reverts to the primitive, survival needs of its ‘reptilian’ brain” (Weare, 2004, p. 5). As 

Goleman (1995) explained, the impact of an individual’s extreme appraisal of an external 

stimulus leads to irrational, panic-like fear responses that go beyond higher-level 

cognitive control.  
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Cacioppo and Gardner (1999) spoke of the abundance of late-twentieth century 

research on cognition and emotion that has provided evidence for the ubiquity of 

emotion, along with the understanding that there is an emotional influence that extends to 

all aspects of cognition and behavior. Research has revealed that emotion impacts many 

areas of human life, including: 1) attention and perception, 2) memory, 3) psychological 

defense, 4) subjective well-being, 5) attitudes and persuasion, 6) reasoning and decision-

making, 7) expressive displays, 8) social contagion, 9) interpersonal relationships, and 

10) political information processing (Cacioppo & Gardner, 1999, p. 195). 

Due to the recent extensions in the field of human emotion, initial attempts to 

analyze the field may be overwhelming. However, clarity may be enhanced by 

considering Kagan’s (2007) assertion that,  

The broad domain of human emotion consists of four sets of loosely 
connected, underdetermined relations among: 1) incentive events and 
changes in brain state, 2) changes in brain state and feelings, with or 
without an involuntary motor response, 3) detected feelings and the 
symbolic interpretations imposed on them, and 4) interpreted feelings  
and behaviors. (p. 40) 
 

As emotion is better comprehended from a basic, biological perspective, an enhanced 

understanding of emotion from the psychological, social, and moral dimensions may 

occur as well. 

Theories and Conceptions of the Emotional & Social Domains 
 

By examining the brain’s functioning as it relates to emotional states, one can 

begin to realize its potential impact on behavior. Goleman (1995) brought this issue into 

mainstream culture with his highly celebrated book, Emotional Intelligence: Why It Can 

Matter More Than IQ. Goleman hypothesized that the brain’s emotional abilities: self-
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awareness, social awareness, relationship management, self-management, and motivation 

have a major impact on individual and interpersonal success. Boyatzis, Goleman, and 

Rhee (2000) revamped Goleman’s original model by clustering the following 

competencies into a particular emotional intelligence framework: 1) the self-awareness 

cluster: emotional self-awareness, accurate self-assessment, and self-confidence, 2) the 

self-management cluster: self-control, trustworthiness, conscientiousness, and 

adaptability, 3) the self-motivation cluster: achievement orientation and initiative, 4) the 

social awareness cluster: empathy, organizational awareness, and service orientation, and 

5) the social skills cluster: leadership, communication, influence, change catalyst, conflict 

management, building bonds, teamwork/collaboration, and developing others.  

While Goleman’s work has been highly recognized, other authorities have  

established alternative conceptions that attach emotional facilities to valued social 

outcomes (Zeidner, Matthews, & Roberts, 2009). Furthermore, while the concept of 

emotional intelligence may be the most well-known socio-emotional term, it has been 

widely disputed and is somewhat nebulous in the literature (Dulewicz & Higgs, 1999; 

Murphy & Sideman, 2006; Salovey, Brackett, & Mayer, 2004). In fact, “there is no 

agreement among researchers concerning the proper domain for EI and its alignment with 

intelligence and personality” (Matthews, Zeidner, & Roberts, 2002, p. 547). Furthermore, 

“it has become increasingly commonplace for academic psychologists to reject early, 

overstated claims made in popular works about the importance of emotional intelligence” 

(Matthews, Zeidner, & Roberts, 2007). Theorists who have embraced the concept of 

emotional intelligence have created two theoretical halves: 1) ability models that focus on 
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the interaction of emotion and intelligence, and 2) mixed models that explain intelligence 

in terms of mental abilities, dispositions, and traits (Mayer et al., 2000). 

Cooper and Sawaf (1997) posited four cornerstones of emotional intelligence: 

1) emotional literacy, “which builds a locus of personal efficacy and confidence through 

emotional honesty, energy, awareness, feedback, intuition, responsibility, and 

connection” (p. xvii), 2) emotional fitness, which builds “authenticity, believability, and 

resilience”, while expanding one’s “circle of trust” and one’s “capacity for listening, 

managing conflict, and making the most of constructive discontent” (p. xxviii), 3) 

emotional depth, where ways to align one’s life and work with one’s unique potential and 

purpose are explored, and backed by “integrity, commitment, and accountability”, which, 

in turn, increase one’s “influence without authority” (p. xviii), and 4) emotional alchemy, 

which allows creative instincts to flourish and produces a “capacity to flow with  

problems and pressures” and to compete for the future by building one’s “capabilities to 

sense more readily - and access - the widest range of hidden solutions and emerging 

opportunities” (p. xviii). 

Mayer and Salovey (1997) defined emotional intelligence in terms of “the ability 

to perceive accurately, appraise, and express emotion; the ability to access and/or 

generate feelings when they facilitate thought; the ability to understand emotion and 

emotional knowledge; and the ability to regulate emotions to promote emotional and 

intellectual growth” (p. 10). This definition’s accompanying model views emotional 

intelligence in terms of: 1) perception, appraisal, and expression of emotion (in oneself 

and others), 2) emotional facilitation of thinking, 3) understanding, analyzing, and 

expressing emotions, 4) reflective regulation of emotion, and 5) employing emotional 
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knowledge for creativity, problem-solving, decision-making, motivation, and intellectual 

growth (Mayer & Salovey, 1997; Mayer et al., 2000; Salovey, 2007). 

Ortony, Revelle, and Zinbarg (2007) developed a four-part ability construct of 

emotional intelligence. This model is based on the ability to: 1) respond to diverse 

situations with appropriate emotions, 2) respond to situations with emotions of 

appropriate intensity, 3) respond to situations with emotions that have appropriate 

motivational components, and 4) respond only to emotional situations that have 

appropriate behavioral expressions (p. 299). 

Ciarrochi’s and Godsell’s (2005) conception of emotional intelligence serves as 

an “internally focused” model that suggests the emotionally gifted individual has the 

capability to: 1) accept negative emotions, self-doubts, and other unpleasant inner 

experiences, 2) be mindful of moment to moment internal and external experiences, 

3) defuse unhelpful thoughts and emotions, 4) understand the appraisals and 

consequences that are attached to different emotions, 5) identify emotions, 6) accept a 

certain amount of unpleasant affect, and 7) engage in, understand, and direct emotionally 

charged private experiences (p. 72). 

Trait emotional intelligence is an alternative conceptualization that has 

significantly marked the literature (Perez, Petrides, & Furnham, 2005; Tett, Fox, & 

Wang, 2005). According to Zeidner et al. (2009), this formulation is centered on the 

notion that personality traits are directly related to emotional intelligence. Petrides, 

Furnham, and Mavroleli (2007) conducted a content analysis of trait emotional 

intelligence models and found the following elements to be common: adaptability, 

assertiveness, emotion expression, emotion management, emotion perception, emotion 
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regulation, social awareness, stress management, empathy, relationship management, 

happiness, optimism, self-motivation, and self-esteem.  

Bradberry and Greaves (2009) framed four emotional intelligence skills under two 

primary competencies: personal competence and social competence. Within this context, 

self-awareness and self-management skills comprise one’s “personal competence”, while  

“social competence” is based on social awareness and relationship management skills.  

Weisinger (1998) developed an applied model of emotional intelligence that is 

concentrated on: 1) high self-awareness: monitoring oneself, recognizing personal 

behaviors and emotions, and influencing one’s own actions; 2) emotion management: 

understanding emotions and then using the understanding to productively deal with 

situations; 3) self-motivation: utilizing resources for motivation, including personal  

thoughts and mental routines, interpersonal support, the environment, and an emotional 

mentor, 4) effective communication skills: self-disclosure, assertiveness, listening, 

criticism, and team communication; 5) interpersonal expertise: self-disclosure, 

understanding relationship boundaries, determining desired relationship outcomes; and 

6) emotional coaching: listening, goal planning, and tuning into the other person’s 

behavior. 

Higgs and Dulewicz (1999) expanded the scope of emotional intelligence by not 

only including the commonly held self and social aspects that are inherent to various 

models (i.e. self-awareness, emotional management, resilience, self-motivation, empathy, 

and relationship management), but also accounting for one’s decision-making ability in 

complex interpersonal situations and conscientious, integrity-based behavior. 
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Rather than offering an original conceptualization of the term emotional 

intelligence, Hughes, Patterson, and Turrell (2005) focused on the critical role that 

emotional intelligence plays in one’s life, by explaining: 

My ability to remodel, update, and even upgrade my identity, to resolve 
problems and conflicts, and consequently my ability to move myself and 
others from “No” to “Yes” will be dependent on how consciously or  
unconsciously I process my emotions. If I am unconsciously embedded 
in the automatic sequence of stimulus-response conditioning, I will tend 
to be a creature of habit and be liable to perceive myself as a victim of 
the world. If, through self-reflective processes, I have been able to 
lengthen the amount of time between stimulus and response, in other 
words to make my self more conscious of the processes that determine 
my behavior, then I will be more flexible and tolerant, and have available 
to me a more robust repertoire of behaviors and be able to generate 
better decisions and more creative solutions to the problems I encounter 
in my daily life. This is perhaps the truest measure of our emotional 
intelligence. (p. 15) 
 
Bar-On (2007) declared that emotional intelligence is based on individuals’ 

“ability to be aware of their emotions and of themselves in general, to understand their 

strengths and weaknesses, and to be able to express feelings non-destructively” (p. 2). 

Along with the emotional component, a social intelligence element exists that allows one 

to be “aware of the feelings and needs of others, and to be able to establish and maintain 

cooperative, constructive and mutually satisfying relationships” (Bar-On, 2007, p. 2). In 

order to promote a specific model of emotional and social intelligence, Bar-On (2000) 

outlined a “factorial structure” that includes the following emotional and social elements: 

self-regard, interpersonal relationships, impulse control, problem-solving, emotional self-

awareness, flexibility, reality testing, stress intolerance, assertiveness, and empathy. 

Along with Bar-On ‘s (2007) integration of emotional and social intelligence, 

other researchers have made similar attempts to theoretically link the affective and social 
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domains (Albrecht, 2006; Goleman, 2006; Hedlund & Sternberg, 2000; Saarni, 2000; 

Topping, Bremner, & Holmes, 2000; Zirkel, 2000). Goleman (2006) posited that the 

“more strongly connected we are with someone emotionally, the greater the mutual 

force” (p. 5). The social intelligence theory that accompanies this thought consists of four 

specific “social awareness” factors, including: 1) empathy: sensing non-verbal emotional  

signals, 2) attunement: listening with full receptivity; 3) empathic accuracy: 

understanding another person’s thoughts, feelings, and intentions, and 4) social cognition: 

knowing how the social world works, along with four “social facility” factors that consist 

of: 1) synchrony: interacting smoothly at the nonverbal level; 2) self-presentation: 

presenting ourselves effectively; 3) influence: shaping the outcome of social interactions, 

and 4) concern: caring about others’ needs and acting accordingly (Goleman, 2006). 

Albrecht (2006) characterized social intelligence as “a combination of a basic 

understanding of people – a kind of strategic social awareness – and a set of component 

skills for interacting successfully with them” (p. XIII). The dimensions of the model that 

supplement this conception include: 1) situational awareness: the ability to read situations 

and to interpret the behaviors of people in those situations, in terms of their possible 

intentions, emotional states, and proclivity to interact, 2) presence: a range of verbal and 

nonverbal patterns, one’s appearance, posture, voice quality, and subtle movements, 

which serve as signals for others to process into an evaluative impression of a person, 

3) authenticity: the “social radars” of others that allow them to pick up various signals 

from the behavior of the person that lead to judgments based on honesty, openness, 

trustworthiness, ethical conduct, and good intentions, 4) clarity: the ability to explain 

oneself, illuminate ideas, pass information clearly and accurately, and articulate views 
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and proposed courses of action, which enable the individual to get others to cooperate, 

and 5) empathy: the shared feeling, or connection, between two people that creates the 

basis for positive interaction and cooperation (Albrecht, 2006). 

Zirkel (2000) described social intelligence as “a model of personality and 

individual behavior in which people are presumed to be knowledgeable about themselves 

and the social world in which they live” (p. 20). Such “knowledge” is actively used by 

individuals in order to manage emotions and direct behavior toward desired outcomes. 

Related to this idea is the notion that there is a purposive and adaptive nature of 

individuals’ actions that can be examined through: 1) “the assessment of opportunities 

and risks inherent in the self-defining goals and how this shapes individuals’ choices 

about which goals to pursue”, 2) “the culturally and developmentally bound nature of 

goals”, 3) “the relationship of goals to self-definition and identity and the means by 

which we protect our important self-conceptions”, and 4) “the strategies individuals use 

to pursue important goals, regulate their affective experiences, and achieve desired ends 

in a wide variety of situations” (p. 20). By examining the concept of social intelligence 

through this lens, it can be seen how people actively shape their lives to achieve 

meaningful and desired ends (Zirkel, 2000). 

Kang, Day, and Meara (2005) worked to compile the components that mark the 

literature on social intelligence. Such components are linked with 1) social sensitivity, 

insight, and communication; 2) pro-social attitude, skills, and sensitivity, and 3) social 

openness, etiquette, adaptability, and warmness.  

Hedlung and Sternberg (2000) argued that theoretical efforts aimed at the 

emotional and social intelligences fit best within a tacit-knowledge framework that 
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illuminates practical intelligence. Within this context, the emphasis is placed on 

“understanding problems of a task-related, social, or emotional nature” (Hedlung & 

Sternberg, 2000, p. 157). The tacit-knowledge framework highlights one’s management  

capabilities within the domains of 1) personal emotional management, 2) interpersonal 

relations, and 3) task completion (Hedlung & Sternberg, 2000).  

Specific models and theories have been formulated that attempt to explain the 

sociology of emotions. Kemper (2000) proposed that emotions in social relations need to 

be considered from the dimensions of power and status, whereas an increase in power 

leads to feelings of security, a decrease in power leads to fear and anxiety, a deserved 

increase in status leads to happiness and contentment, and a decrease in status leads to 

anger, shame or depression. 

 Affect control theory “offers a model of mind based on systems theory which 

reveals how a variety of psychological phenomena interrelate – impressions, 

expectations, emotions, attributions” (Heise, 1988, p. 2). Here, the relevance of the event 

in creating the emotional triggering process is critical as it is determined how the 

individual’s dispositional entities match the events occurring in the environment 

(Raievsky & Michaud, 2009). Kemper (2000) explained that the affect control approach 

includes “a symbolic-interactionist view of the self and holds that individuals act in more 

or less homeostatic ways to maintain their identity” (pp. 53-54).   

Other pertinent theoretical designs, falling under the category of process theories 

of emotion, generally contain five common components: 1) objects, causes, precipitating 

events, 2) appraisal, 3) physiological changes, 4) action tendencies/action/expression, and 

5) regulation (Planalp, 1999). These types of theories suggest that emotions are 
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responsible for governing individuals’ interpersonal lives as they help to regulate and 

acquire influence in relationships (Cornelius, 1996). In this way, emotions have been 

described as a key to the hierarchy and politics of everyday life (Clark, 2004; Lutz & 

Abu-Lughod, 1990).  

Bandura (2001) described the “human agent” that is fundamental to social 

cognitive theory. The so-called “agent” that is involved with social processes is 

concerned with core features that bridge the personal and the interpersonal, including: 

intentionality and forethought, self-regulation by self-reactive influence, and self-

reflectiveness about one’s capabilities, quality of functioning, and the meaning and 

purpose of one’s life pursuits. According to Bandura (2001),  

People are self-organizing, proactive, self-reflecting, and self-regulating, 
not just reactive organisms shaped and shepherded by environmental 
events or inner forces. Human self-development, adaptation, and change 
are embedded in social systems. Therefore, personal agency operates  
within a broad network of sociostructural influences. In these agentic 
transactions, people are producers as well as products of social systems. 
(p. 266) 
 

By serving as an “agent”, an individual is “one who makes things happen, intentionally, 

through his or her actions” (Cassady & Boseck, 2008, p. 9). In working within this 

context, Martinez-Pons (1999) developed and tested a self-regulation model of emotional 

intelligence that included the social cognitive view and suggested emotional intelligence 

is a “self-regulatory sequence involving motivation, goal setting, strategy usage, and self-

evaluation” (p. 346). Researchers have reasoned that the elements of social cognitive 

theory support both the ability and trait-based representations of the concept of emotional 

intelligence (Cassady & Boseck, 2008). This is due to the “tridirectional relationship” 
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among an individual’s characteristics, an individual’s behaviors, and environmental 

factors (Schunk, 1999). 

 The emotional information processing model, formulated by Cassady and Boseck 

(2008), was created to serve as a mechanism to “explore the functional relationships 

among EI, cognitive processes, and self-regulation” (p. 14). The model involves the 

following steps: 1) encoding: attending to, perceiving, interpreting, and categorizing 

information gathered from social cues, environmental conditions, and personal beliefs 

that are related to the situation; 2) cue interpretation: processing the emotional event 

while interpreting and understanding the cues that are received and reflecting on the 

consequences of the emotional information, 3) goal articulation: establishing 

expectations, identifying personal needs, and examining resources; 4) response selection 

and prediction: generating and evaluating solutions aimed at meeting the goal; and 5) 

enactment: carrying out the selected response or coping strategy (Cassady & Boseck, 

2008, pp. 15-19). 

 Along with the theories and models that are directly associated with the 

emotional and/or social domains, researchers have produced specific terms that are 

important to understanding emotional life. Topping et al. (2000) expressed social 

competence in terms of “the possession and use of the ability to integrate thinking, 

feeling, and behavior to achieve social tasks and outcomes valued in the host context and 

culture” (p. 32). Accordingly, “socially competent people are able to select and control 

which behaviors to emit and which to suppress in any given context, to achieve any given 

objective set by themselves or prescribed by others” (p. 33).  
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Saarni (2000), bridged the affective and social dimensions with the concept of 

emotional competence, which is defined as “the demonstration of self-efficacy in 

emotion-eliciting social transactions” (p. 68). In this case, self-efficacy means “that the 

individual believes that he or she has the capacity and skills to achieve a desired 

outcome” (p. 68). In further explaining this, Saarni (2000) stated: 

When the notion of self-efficacy is then applied to emotion-eliciting 
social transactions, we are describing how people can respond 
emotionally, yet simultaneously and strategically apply their 
knowledge about emotions and their emotional expressiveness to 
relationships with others, such that they can negotiate their way 
through interpersonal exchanges and regulate their emotional 
experiences toward desired outcomes or goals. Desired outcomes or 
goals for the emotionally competent individual will, by definition, be 
integrated with that individual’s moral commitments. (p. 68) 
 
There are other key terms that have been exposed in the literature, which consider 

the configuration of interpersonal relationships. Immediacy was a concept first described 

by Mehrabian (1972) as behavior that “increases mutual sensory stimulation between two 

people” (p. 6). Here, the closeness and positive attitude that one demonstrates for another 

is reflected in the individual’s approach behavior (J. Hess & Smythe, 2001). Cohen 

(1999) discussed the importance of reflective capacities in promoting interpersonal 

cohesion while stressing that “acknowledging the point of view of others is the essential 

ingredient in meaningful communication, effective social problem solving, and conflict 

resolution” (p. 70). Hargreaves (2000) provided the term emotional geographies to  

explain “the spatial and experiential patterns of closeness and/or distance in human 

interactions and relationships that help create, configure, and color the feelings and 

emotions we experience about ourselves, our world, and each other” (p. 815).  
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Fineman (1993) posited that emotional labor  “includes knowing about, and 

assessing as well as managing emotions, other people’s as well as one’s own” (p. x). 

Kemper (2000) explained that this form of work entails both surface acting, such as the 

use of inauthentic facial expressions, and deep acting, which involves an attempted 

change in the appraisal of the stimulus that gave rise to a particular feeling. Thoits (2004) 

extended this concept by stressing that emotional labor is also concerned with influencing 

and/or manipulating the emotions of others.  

Averill (2007) defined an emotional syndrome as an organized pattern of response 

that includes feelings, thoughts, and actions. Such patterns are based on existential beliefs 

and cultural rules, which lends to the idea that, for most emotions, the organizing 

principles are mainly social (Averill, 2000). As explained by Mesquita and Markus 

(2004), “the ‘right’ way to feel in a given cultural context is closely linked to the 

normative and habitual social behavior in this context” (p. 344). Therefore, there is an 

emotional socialization that occurs (U. Hess & Kirouac, 2000; Planalp, 1999; Reeve, 

2005).  

Averill and Thomas-Knowles (1991) explained that emotionally creative 

individuals express emotions symbolically, are able to reappraise situations, and explore 

the meanings attached to emotions. This process may involve a transformation of a 

stressful experience that leads to self-control, planned problem-solving, the seeking of 

social support, and/or a positive reappraisal (Averill, 1999). Therefore, emotional 

creativity is concerned with finding novel solutions to difficult problems, which provide a 

benefit, and reflect the real feelings, beliefs, and values of the individual (Averill, 2000).  
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Vaughan (2002) examined spiritual intelligence and related it to the 

emotional/social domains by explaining “spiritual practice includes developing 

intrapersonal and interpersonal sensitivity” (p. 20). Specifically, Vaughan linked this 

conception with emotional intelligence by noting, “paying attention to subjective 

thoughts and feelings and cultivating empathy is part of increasing awareness of the inner 

spiritual life” (p. 20). Additionally, Vaughan explained that spiritual intelligence “may be 

expressed in any culture as love, wisdom, and service” (p. 20). Emmons (2000) lobbied 

for the worthiness of the term spiritual intelligence by stressing that it is an ability-based, 

functional mechanism that enables people to solve problems and attain goals, and 

furthermore, consists of specific core components, including: 1) the ability to utilize 

spiritual resources to solve problems, 2) the ability to experience heightened states of 

consciousness, 3) the ability to sanctify everyday experience, 4) the capacity to transcend 

the physical and material, and 4) the capacity to be virtuous. Hill et al. (2000) echoed this 

contextualization by explaining spirituality in terms of the experiential elements of 

meaning and transcendence. Vaughan (2002) went further by describing spiritual 

maturity as an expression of spiritual intelligence that “subsumes a degree of emotional 

and moral maturity as well as ethical behavior” (p. 22). Furthermore, Vaughan explained 

that spiritual maturity “implies exercising wisdom and compassion in relationship to 

other people” and connects “the inner life of mind and spirit with the outer life of action 

and service in the world” (p. 22).  

In order to properly arrange the plethora of information that is associated with the 

socio-emotional domain, it is useful to distinguish the components that are inherent to the 
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various established theories and conceptualizations: 1) emotion perception/awareness of 

others, 2) emotion understanding and/or awareness of self , 3) emotion assimilation, 

4) emotion regulation, and 5) emotional use (Averill, 2007; Neubauer & Freudenthaler, 

2005; Rivers, Brackett, Salovey, & Mayer, 2007; Salovey, Mayer, Caruso, & Hee Yoo, 

2008; Schmit, 2006; Taylor & Taylor-Allan, 2007; Van Rooy & Viswesvaran, 2007). As 

various researchers have discussed, the perception and/or awareness of emotion consists 

of recognizing the speech, facial expressions, and gestures that “color” ongoing action 

and interaction, and that one’s ability to fluently respond to these “cues” is central to 

perceiving emotion (Cowie, 2009; Ekman, 1983; Johnstone & Scherer, 2000; Keltner & 

Ekman, 2000; Oatley, Keltner, & Jenkins, 2006; Rolls, 2007). Additionally, the accurate 

expression of feelings along with the sensitivity to faked and/or false emotional 

expression should be considered in this domain (Wilhelm, 2005).  

Emotional understanding/awareness is concerned with the thinking process as it 

relates to emotion, including stimulus-response systems, situational appraisals, and 

decoding primary reinforcers, interpreting meanings of emotions, being aware of and 

understanding complex feelings, labeling emotions with accurate language, and 

recognizing transitions between emotions (Rivers et al., 2007; Rolls, 2007). An 

individual who possesses the ability to understand emotion knows what causes and 

changes emotions, can recognize similarities among emotions of varying intensities, and 

considers the interplay of feelings within the interpersonal context (Wilhelm, 2005). The 

metacognitive element, consisting of the basic awareness of personal thoughts and 

feelings, and the advanced insights generated from this awareness is key to emotional 

understanding (Roberts, Schulze, Zeidner, & Matthews, 2005).  
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Mindfulness, a concept that is rooted in both the emotional and spiritual 

intelligences, is closely related to emotional understanding and awareness (Bennett-

Goleman, 2001; Hamilton, Kitzman, & Guyotte, 2006). Bishop et al. (2004) operationally 

defined mindfulness in terms of: 1) self-regulation of attention, which begins the 

mindfulness process by “bringing awareness to current experience – observing and 

attending to the changing field of thoughts, feelings, and sensations from moment to 

moment” (p. 232); 2) orientation to experience, which denotes “an effort to just take 

notice of each thought, feeling, and sensation that arises in the stream of consciousness” 

(p. 233) while approaching one’s experience with curiosity, openness, and acceptance; 

and 3) temporal stability and situational specificity, which refers to the mode or 

psychological process that occurs as attention is regulated and the openness to an 

experience is cultivated. Mindfulness is grounded in metacognition, in that there is an 

observation of the ebb and flow of feelings, and a reference to one’s beliefs about the 

nature and meaning of emotion (Hamilton, Kitzman, & Guyotte, 2006; Kabat-Zinn, 

1990). 

Various scholars have noted that mindfulness is a key ingredient for personal 

transformation as it promotes resilience, flow, stress reduction, forgiveness, hope, and 

compassion (Boyatzis & McKee, 2005; Brantley, 2007; Goleman, 1988; Grossman, 

Niemann, Schmidt, & Walach, 2004; Hamilton et al., 2006; Kabat-Zinn, 1990; Siegel, 

2007). In explaining the importance of mindfulness practice and emotional understanding  

as it relates to the spiritual domain, Vaughan (2002) asserted that “self-awareness is 

essential for developing spiritual maturity” (p. 22). Boyatzis and McKee (2005) proposed 

that mindfulness relates to “living in a state of full and conscious awareness of one’s 
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whole self, other people, and the context in which we live and work” (p. 73), and allows 

for the reaching of full potentials. Goleman (1988) discussed mindfulness and the 

“meditative mind” from the context of the moment to moment mental states that, as a 

whole, determine one’s level of mental health and well-being, and explained that 

consistent bouts of loving, kind behavior and altruistic joy can only arise from a group of 

positive affective states. Hamilton et al. (2006) discussed various possible results from 

mindfulness practice, including being able to: alter moods, decrease depression, handle 

stress more positively, generate novel solutions to problems, improve coping skills, 

increase the ability to focus and direct attention, challenge beliefs about pain, and change 

perceptions about relationships.  

Rolls (2007) explained that emotional assimilation involves “incorporating one’s 

current emotional circumstances into one’s mental life, and this would also seem to 

involve higher order thoughts and planning for future actions given the emotional 

context” (p. 87). In this way, emotions prioritize thinking in productive ways while being 

generated to aid judgment and memory (Mayer et al., 2000). 

Emotion regulation encompasses a multitude of processes, including: higher order 

thinking in correcting plans, action planning, communication competence, modifying 

emotional responses/impulse control, experiencing a range of emotions and making 

decisions about the appropriateness/usefulness of the emotion in a given situation, 

monitoring/reflecting/managing the emotions of self and others, appropriately engaging 

in and disengaging from interpersonal encounters, and evaluating personal moods (Rivers 

et al., 2007; Rolls, 2007; Scherer, 2007; Wilhelm, 2005).Tugade and Fredrickson (2008) 

explained that those who experience positive emotions during stressful times “are able to 
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benefit from their broadened mindsets and successfully regulate their negative emotional 

experiences, which in turn produces beneficial consequences to their psychological and 

physiological well-being” (p. 149). This regulatory mechanism has been referred to as 

resilience, which allows these types of individuals to efficiently recover from stressful 

experiences (Lazarus, 1993).  

While considered a distinct concept, coping is closely aligned with emotional 

regulation and must be examined within this domain, since it has been linked extensively 

with emotional intelligence in the literature (Ali Eissa, Boseck, & Cassady, 2008; Ben 

Ze’ev, 2000; Cassady & Boseck, 2008; Epstein, 1998; Izard, Trentacosta, King, Morgan, 

& Diaz, 2007; Matthews & Zeidner, 2000; Planalp, 1999; Salovey, Bedell, Detweiler, & 

Mayer, 1999; Zeidner et al., 2009). As Matthews and Zeidner (2000) stated, “adaptive 

coping might be conceptualized as emotional intelligence in action, supporting mastery of 

emotions, emotional growth, and both cognitive and emotional differentiation, allowing 

us to evolve in an ever-changing world” (p. 460). According to Matthews et al. (2002), 

“the emotionally intelligent person is not just successfully adapted but adaptable, in the 

sense of being competent to deal with new challenges” (p. 26). Furthermore, “the 

emotionally intelligent person may be successful in adapting to circumstances that elicit 

emotion, either through effective regulation of emotion itself, or through application of 

more general coping and interpersonal skills” (Matthews et al., 2002, p. 233). Lazarus  

(1991) offered two specific processes of coping: 1) problem-focused coping, an action-

centered form that seeks to eliminate the problem, and 2) cognitive-coping: attending to 

or interpreting a threat in a way that cognitively restructures the event (a reappraisal), 

which in turn changes the meaning of the situation, or, instead, allows the individual to 
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concentrate on the task at hand rather than the problem. In this way, “coping refers to 

what a person thinks and does to try to manage an emotional encounter” (Lazarus, 1991, 

p. 113). In essence, this may involve determining what to do about the problem, avoiding 

thinking about the problem, or reappraising the meaning of the problem (Lazarus & 

Lazarus, 1994). According to Ben Ze’ev (2000), emotional intelligence, in the form of 

recognizing and regulating the emotions, “requires an intellectual ability which can 

calculate the various implications of different alternatives” (p. 180). Salovey et al. (1999) 

claimed that emotionally intelligent individuals are able to cope well because they 

“accurately perceive and appraise their emotional states, know how and when to express 

their feelings, and can effectively regulate their mood states” (p. 161). These ideas 

suggest emotional intelligent individuals “more readily tune in to their stream of 

consciousness and more faithfully observe the procession of their thoughts” (Matthews et 

al., 2002, p. 289). In turn, emotional intelligence “should be conceptualized as an aptitude 

for handling challenging situations” (Matthews et al., 2002, p. 297). 

In accordance with the various thoughts on coping, Epstein (1998) posited that 

there are two minds, the experiential and rational, which contain unique forms of 

intelligence. According to Epstein, “the intelligence of the rational mind is measured by 

IQ tests and that the intelligence of the experiential mind, which is referred to as 

constructive thinking, provides the key to understanding emotional intelligence” (p. 33). 

In this context, destructive thinking is related to one’s tendency to overgeneralize, 

catastrophize, be a perfectionist, engage in rigid thinking, dwell on failures, hold grudges 

against others, or rely on superstitions. Constructive thinking is centered on one’s ability 

to cope emotionally and behaviorally. One’s ability to think constructively lends to 
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effectively dealing with negative feelings, handling criticism, maintaining optimism and 

confidence, carrying out plans, and circumventing obstacles by focusing on the job at 

hand, and, in turn, regaining momentum and control. While emotional and behavioral 

coping are distinct in type, those individuals who possess one of these attributes usually 

perform above average in the other category, and, are therefore, considered good overall 

constructive thinkers (Epstein, 1998). 

The final socio-emotional element, emotional use, has been discussed in terms of 

prioritizing thinking by directing attention to important information about the 

environment, generating vivid emotions to aid judgment and memory processes, 

generating moods to help consider multiple perspectives, and producing emotional states 

to foster different thinking styles (Rivers et al., 2007; Wilhelm, 2005). The realm of 

emotional use has been extended by different scholars as model formulation has encased 

the issues of problem-solving, empathy, interpersonal relationships, emotional 

expressions, social responsibilities, creativity, decision-making, and motivation (Bechara 

et al., 2007; Salovey, 2007). 

This socio-emotional literary review has exposed distinct concepts that explain 

how the human emotional condition links internal assessment mechanisms with external 

social relationships. As a result, it is possible to ascertain the importance of emotion for  

individuals as they connect socially. In order to more fully comprehend the impact of 

emotional life, it is necessary to consider the connection between the affective and moral 

domains. 
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Ethics & Emotion 
 

As Solomon (2007) explained, the neurological, biological, and social science 

discoveries about emotion do not necessarily contradict or compete against the ethics of 

emotion, but instead, these branches are able to complement and inform one another.  

Various scholars have posited that the examination of emotion from an ethical 

perspective is centered on meaning, belief, and integrity (Solomon, 2007; Lazarus & 

Lazarus, 1994; Saarni, 2000). To illuminate this position, Lazarus and Lazarus (1994) 

offered the following sentiment about human beings’ emotional lives: 

 An emotion is a personal life drama, which has to do with the fate of our 
goals in a particular encounter and our beliefs about ourselves and the 
world we live in. It is aroused by an appraisal of the personal significance 
or meaning of what is happening in that encounter. The dramatic plot  
differs from one emotion to another, each emotion having its own 
particular story. (p. 151) 
 

Saarni (2000) stated, “Mature emotional competence assumes that moral character and 

ethical values deeply influence one’s emotional responses in ways that promote personal 

integrity” (p. 69). Solomon (2007) offered two terms that attempt to satisfy the 

requirements of emotional understanding in relation to moral interplay: 1) authenticity, 

which refers to the “dynamic complex of thoughts, emotions, and social interactions”, 

and 2) emotional integrity, which “has built into it the idea of social virtue as well as 

existential individuality” and fully embraces “our being with others as well as our need to 

live in accordance with our (and others’) values” (p. 268). Ben-Ze’ev (2000) discussed 

the notion that emotions have moral functions relating to: 1) the cognitive/evaluative role 

of deciphering a situation and serving as an immediate moral guide, 2) the motivating 

role of supporting moral behavior and opposing immoral behavior, and 3) the 
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communicative role that allows for self-expression of particular moral values. Lazarus 

and Lazarus (1994) posited a “logic of emotions” that asserts a dependency of emotion on 

reasoning and thought that is based on an individual’s goals, beliefs and appraisals that 

will predict an emotional response when faced with certain, relevant events. In explaining 

such logic and the search for behavioral meaning, Held (2006) explained there is an 

“epistemological process of trying to understand what morality would recommend and 

what it would be morally best for us to do and to be” (p. 10). Oakley (1992) asserted that 

the lack of a match between an individual’s values and an appropriate emotional response 

implies an absence of integrity and moral consistency. An example occurrence of 

value/emotional congruency would be a matching of the values of responsibility, 

equality, and justice with the feelings of interest, care, and courage when a situation of 

conflict is presented (Michie & Gooty, 2005).  

Hoffman (2000) provided the following distinct thought on meaning as it relates 

to the self-internalization of principles that leads to participation in ethics-based, social 

conduct: 

 When one has internalized and committed himself to caring or justice 
 principles, realizes one has choice and control, and takes responsibility 
 for one’s actions, one has reached a new level. One may now consider 
 and act fairly toward others, not only because of empathy but also as 
 an expression of one’s internalized principles, an affirmation of one’s 
 self. One feels it is one’s duty or responsibility to consider and be fair  
 to others. This connection between self, principle, and duty may in 
 some cases result from an emotionally powerful ‘triggering event’ 
 (extreme injustice) that causes one to reexamine one’s life choices and 
 leads to a new moral perspective and sense of social responsibility. (p. 19) 
 
Sherman (2004) offered a moral social aim for those individuals who may lack an ethical 

base, in explaining that while individuals may be able to naturally cultivate a morally-
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based, emotional disposition to a degree, success in the “moral economy” of social life 

may more likely happen with conscious attempts at controlling emotional expression. As 

he explained, 

 In showing care, respect, and deference to others, we are sometimes  
 called upon to be actors, giving due to others through facial looks and  
 tones that might lack exact counterparts in our heart. At such moments 
 we act from duty, we might say, just as we do when we perform required 
 or recommended actions without necessarily wanting to. (p. 452) 
 
This sense of duty, which may not necessarily be synchronized with the inner being’s 

ambitions, may indeed be a part of morality, not only due to its social significance, but 

also because it may in fact “begin to cultivate an inner change” (Sherman, 2004, p. 453). 

Along these lines, Baumeister and Exline (1999) discussed how “virtuous” behavior can 

take hold and spiritual progress can be generated, since virtue “represents the use of self-

control to overcome the impulses and appetites of the self” and works to overcome “the 

self’s natural, impulsive, grasping nature” (p. 1167). 

In working to link the emotional, moral, and social domains, Gilligan (1988) 

stated, “since moral judgments reflect a logic of social understanding and form a standard 

of self-evaluation, a conception of morality is key to a conception of self in relationships” 

(p. 4). The emotional component of this line is embedded in the definition of “the self”, 

which is reflected in the feministic values of care and connection that “imply a view of 

self and other as interdependent and of relationships as networks created and sustained by 

attention and response” (Gilligan, 1988, p. 8). Similarly, Lyons (1988) associated the 

emotional, social, and ethical domains by revealing the image of “an individual aware, 

connected, and attending to others” who whereby addresses morality from the perspective 

of a “type of consciousness” (p. 23). Such a “consciousness” was forwarded by Frijda, 
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Manstead, and Fischer (2004) who asserted that social emotional exchanges, involving 

empathy, sympathy, and/or a detection of suffering “form an important basis of moral 

behavior and moral rules, and may well explain the human inclination toward 

cooperation that often balances that for competition” (p. 463). Mandler (1994) echoed 

this propensity for cooperation by explaining how human freedom allows for the 

matching of values to action and that emotional satisfaction is often derived from 

cooperative social behavior. In turn, it has been theorized that a “sociopolitical 

consciousness” takes hold during communal interplay (Mandler, 1994). 

Clark (2004) argued that a “socialemotional economy” is engrained in society, 

and that “me first” and “you first” micropolitical approaches work to either: 

1) “aggrandize one’s own place and/or reduce others’ places”, or  2) “elevate others by 

improving their place in the microhierarchical arrangement, thereby inspiring them and 

enhancing their self-worth and self-esteem” (pp. 411-412). The paradoxes associated with 

these two socio-political mentalities are centered on “competition versus 

interdependency” and “power versus teamwork.” In essence, actors who choose the “me 

first” micropolitical strategy work to underscore their own virtue, elevate their standing, 

and remind others of their inferiority. In this case, a competitive atmosphere often 

develops where each involved party seeks counterstrategies that are based on personal 

self-interests. On the contrary, the “you first” approach applies the “social logic” of 

beneficence, solidarity, empathy, sympathy, civility, openness, patience, admiration, 

appreciation, altruism, generosity, courtesy, and tranquility. While the care and giving 

involved with the “you first” approach may require substantial emotional work in the 
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form of time, effort, and resources, a payoff occurs with the pleasure derived, and the fact 

that principle-based moral action may result in positive self-feelings (Clark, 2004).  

The notion of a dual societal micro-political policy corresponds with Held’s 

(2006) delineation between the traditional ethic of power mindset consisting of “power 

over”, and the sort of caring power that is concerned with giving “power to” and 

generating power for both the “carer” and the “cared for.” In this sense, there is a type of 

reciprocity and synergy created as the individual who is cared for “acknowledges the 

receipt of the care offered” and, therefore, each person “is affected and enhanced by the 

other” (Sernak, 1998, p. 135). Here, significance is based on how emotion contributes as 

“the quality of providing the individual with both a sense of self, and a means to define 

social relationships” (Engelberg & Sjoberg, 2005, p. 293). This dual perspective on the 

impact that specific mindsets and styles have on social relationships gives credence to 

Frijda’s, Manstead’s, and Fischer’s (2004) assertion that the very ability to have emotions 

“has moral impact, which is presumably one of their functions” (p. 463). Not to be lost in 

this discussion is the idea that “moral mistakes do occur in the name of ‘caring for’” 

(Sernak, 1998, p. 151). Furthermore, rather than being viewed solely from dichotomous 

lenses, the ethic of power and the ethic of care should be conceived as elements of “a 

framework in which power is used to bring about a milieu in which persons nurture and 

support one another in order to create a caring community” (Sernak, 1998, p. 144). 

In order to fully unveil the backdrop of the emotional-moral field, it is necessary 

to analyze the impact of specific facets of ethical theory. Walker (2006) proposed the 

idea that the ethic of justice may, in fact, choose to reject emotion, while the ethic of care 

accepts emotion as sympathy, empathy, sensitivity, and responsiveness are cultivated, 



 
 

                                                                                                                                 49                                                             
                                                                                                                                                                                                                                        
      
  

and then, assist in revealing what morality recommends. Solomon (1994) offered a 

differing view, as he explained how emotions are actually embedded within justice, by 

stating, “rational emotions constitute justice, which is neither dispassionate nor merely 

emotional” (p. 294). Both of these contentions are aligned with Planalp’s (1999) thinking 

that the importance of emotion, as it relates to ethics, is to recognize “that emotion and 

not only reason stands at the foundation of moral assessment and moral action” (p. 161). 

Brooks (2011) provided further input for this discussion, in revealing, 

Reason and emotion are not separate and opposed. Reason is nestled 
upon emotion and dependent upon it. Emotion assigns value to things, 
and reason can only make choices on the basis of those valuations. The 
human mind can be pragmatic because deep down it is romantic. (p. 21) 
 
In focusing on the ethic of care, Noddings (2007) suggested that this ethic’s most 

important contribution lies in the social relationship that opens dialogue through 

“receptivity, reflection, invitation, assessment, revision, and further exploration” (p. 227). 

Held (2006) discussed the worthiness of the ethic of care in stating, “caring well should 

be a moral goal, and basic caring relations are a moral necessity” (p. 61). In expounding 

this ethic, Held stated, 

The ethics of care values caring relations and their associated concerns 
of trust and mutual responsiveness. Care is a practice involving the work 
of caregiving and the standards by which the practices of care can be 
evaluated. Care must concern itself with the effectiveness of its efforts to  
meet needs, but also with the motives with which care is provided.  
Recipients of care sustain caring relations through their responsiveness. 
Relations between persons can be criticized when they become 
dominating, exploitive, mistrustful, or hostile. Relations of care can be 
encouraged and maintained. (p. 158) 
 

 Mischel and Mischel (1976) added a psychological aspect to the examination of 

the ethical-emotional bond by linking mental thought with moral behavior. Here, the 
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suggestion has been made that ethical action is dependent upon the moral judgments, 

moral conduct, and self-regulatory competencies of the individual that are “required to 

achieve moral ideals” (Mischel & Mischel, 1976, p. 85).  

Lennick and Kiel (2005) supported this psychological connection by indicating 

that emotional competencies are the essential tools in handling threatening “moral 

viruses” and destructive emotions. According to these theorists, specific psychological 

abilities (i.e. self-awareness, self-control, empathy, and social management) are necessary 

for managing the moral domain.  

 To summarize the link between ethics and emotion, it may be best to use 

Solomon’s (2004) thought that emotion is “the very essence of human social existence 

and morality. It is not to be unfavorably contrasted and opposed to reason, but, on the 

contrary, is to be celebrated and defended along with it” (p. 8). Benefit may also be 

derived from Ben-Ze’ev’s (2000) explanation that the feelings associated with individuals 

are as important as actions, “since emotions are genuine expressions of our basic attitudes 

and enduring values” (p. 263). In considering this thought, E.O. Wilson’s (1998) 

conception of consilience may be applied, as the conjoining of the emotional and ethical 

domains is considered to be critical in gathering the power of the neurobiological, 

psychological, and sociological dimensions. In determining where a more perfect 

unification of these realms could lead humankind, Ornstein (1991) explained that the 

process of a present-day ethically centered conscious evolution would encompass a “truly 

modern reconciliation of the scientific and the spiritual” (p. 12).  
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Affective Leadership: Theories, Models, Conceptualizations, & Practices 
 

From the middle of the twentieth century until the present time, various models, 

conceptualizations, and research results have been forwarded that promote leadership 

theory from a variety of angles. Researchers have extensively analyzed such areas as trait 

leader behaviors, situational practices, contingency designs, style and skill leadership 

approaches, leader-member exchange theories, psychodynamic concerns, and 

transformational leadership practices (Northouse, 2007). Through analysis, it can be seen 

that each of these conceptions contain one common element, this being the socio-

emotional ingredient of leadership practice that is concentrated on positive interpersonal 

relations and an encouraging work environment.  

In the mid twentieth century, various leadership conceptions and models began to 

take root, each involving a socio-emotional based component. Stogdill (1948) postulated 

that rather than the possession of specific, inborn traits, leadership is about a relationship 

between people in social situations. Fiedler (1978) offered a contingency theory that 

considered the need for task motivated and relationship motivated leadership behavior 

across contexts. Hersey and Blanchard’s situational leadership theory stressed that 

leadership is composed of both directive and supportive dimensions, and each has to be 

applied and/or adapted appropriately to given situations (Graeff, 1983). Studies from 

Ohio State University and the University of Michigan, conducted in the mid-twentieth 

century, found that leadership behavior could be generalized to two categories: 

1) structure/production, and 2) consideration/human relations (Northouse, 2007). Blake 

and Mouton (1964) proposed a “Managerial Grid” that imitated the Ohio State/Michigan 

studies as it explained how leaders help organizations reach their purposes through two 
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factors: 1) concern for production, and 2) concern for people. House (1971) presented a 

path goal theory of leader effectiveness that included both task focused and supportive 

elements. The relationship-based components of this model, these being “supportive” and 

“participative” leader behaviors, are considerate in nature as they describe leader 

behavior that makes people feel at ease, is open to suggestions, and encourages team 

members (Ayman, 2004). Leader-member exchange theory, advanced in the late 

twentieth century, examined the dyadic nature of leadership by describing exchanges that 

take place between leaders and subordinates. Within this context, it has been 

hypothesized that good leader-member exchanges result in followers feeling better, 

accomplishing more, helping the organization prosper, and demonstrating more long-

term commitment (Breukelen, Schyns, & Le Blanc, 2006). D.J. Brown, Scott, and Lewis 

(2004), who conceptualized leadership as a social process, revealed the findings of the 

information processing models of leadership that suggest a leader’s emotional 

expressions have a substantial impact on the followers’ perceptions of the leader.  

 The late twentieth century brought a host of leadership studies that were based on 

leader attributes. Zaccaro, Kemp, and Bader (2004) reviewed specific studies of 

leadership behavior, conducted from 1990 through 2003, and found the following leader 

attribute categories to be important indicators of leadership conduct and effectiveness: 

1) cognitive abilities, including creative reasoning and complex problem-solving skills,  

2) personality, including locus of control, adaptability, optimism, agreeableness, 

extroversion, conscientiousness, emotional stability, and openness, 3) motivation, 

involving the motive-states of the need for power/dominance, need for achievement, need  
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for affiliation, and the need for responsibility, 4) social and emotional intelligence, 

involving the understanding of the thoughts, feelings, and behaviors of others, and the 

ability to identify, understand, regulate, and use one’s emotions, and 5) social problem-

solving skills and practical intelligence, including the ability to draw lessons from prior 

experiences and use such acquired knowledge to succeed in a given environment. 

Transformational leadership is a term that has been consistent in the literature 

from the late twentieth century until the present time (Avolio & Bass, 2001; Avolio et al., 

1991; Bass, 1997; Bass, 2002; Bass & Avolio, 1994; Bass & Riggio, 2005; Dobbs & 

Evans, 2009; Hacker & Roberts, 2003; Walker, 2010). This form of leadership is 

concerned with defining and articulating a vision for the organization and having the 

followers accept the credibility of the leader (Bass, 1997; Burns, 1978; Kark, Shamir, & 

Chen, 2003). In this context, the leader seeks potential motives and hidden capacities of 

subordinates and then attempts to enhance those motives and capacities through 

transformational influence (Burns, 1978). Transformational leadership is said to 

transform followers into leaders and leaders into change agents as the follower’s senses 

of self-worth and confidence along with the need for opportunities are addressed in order 

to gain true commitment and greater involvement in the organization’s efforts (Avolio et 

al., 1991; Bass, 1997; Bass & Riggio, 2005; Burns, 1978).  

Bass and Riggio (2005) delineated “personalized” transformational leaders from 

“authentic” transformational leaders by explaining the pseudo-transformational or 

inauthentic transformational action that is taken by a leader who is centered on his or her 

own self-interests versus the transcending action taken by authentic transformational 

leaders who circumvent their own self interests for the sake of either utilitarian or moral 
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principles. Howell and Avolio (1992) concurred with this demarcation and concluded that 

unethical, charismatic leaders are manipulators who act in accordance with their personal 

agendas rather than a socialized base of power. Bass and Steidlmeier (1999) claimed that 

true transformational leaders increase awareness of what is right, help followers satisfy 

emotional needs for achievement and self-actualization, and inspire followers to 

transcend their self-interest for the good of the whole. Carey (1992) argued that in order 

for a leader to become transformational, there must be a shift to universal, transcendent 

values that results in the “leader’s choice to be in relationship with others rather than to 

control them” (p. 232). According to Sergiovanni (1999), 

Authentic leaders anchor their practice in ideas, values, and commitments, 
exhibit distinctive qualities of style and substance, and can be trusted to 
be morally diligent in advancing the enterprises they lead. Authentic 
leaders, in other words, display character, and character is the defining 
characteristic of authentic leadership. (p. 17) 
 

M.E. Brown and Trevino (2006) discussed the overlap between transformational 

leadership and ethical leadership in regard to particular leader characteristics, including: 

caring about others, acting with integrity by aligning behavior with moral principles, 

considering the ethical consequences of their decisions, and being ethical role models for 

others. 

 Bass and Avolio (1993) provided a framework for examining organizational 

cultures, while incorporating a transformational leadership model that consisted of four 

specific leadership behavioral components: 1) charisma or idealized influence, 

2) inspiration, 3) intellectual stimulation, and 4) individualized consideration. This work 

asserted that transformational organizational cultures, rather than transactional or non-

leadership environments, would “provide the context for more effective organizational 
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and individual performance” (p. 121). According to Avolio et al. (1991), idealized 

influence is the charismatic element of this model that allows the leader to develop 

extensive personal rapport and influence with followers by treating them with respect, 

and, in turn, “building their confidence and trust in the overall mission” (p. 15).  

 As a marked component of transformational leadership, charisma has been 

granted stature in the theoretical study of leadership. Congo and Kanungo (1998) 

provided a 3-stage model for distinguishing the process that charismatic leaders engage 

in: 1) critically evaluating the status quo, 2) formulating and articulating goals, and 3) 

demonstrating how the goals can be achieved by the organization (p. 49). Accordingly, 

there are specific behaviors that set the charismatic leader apart from others, including: 

the “ability to identify deficiencies and poorly exploited opportunities in the status quo”, 

being “sensitive to follower abilities and needs”, the “extensive use of articulation and 

impression management skills”, the “deployment of innovative and unconventional 

means to achieve their vision”, and the “use of personal power to influence followers” (p. 

49).  

Choi (2006) proposed a motivational theory of charismatic leadership, which 

suggests there are three components of charismatic leadership: 1) envisioning, which 

“involves creating an overall picture of a desired future state with which people can 

identify and which can generate excitement” (p. 27); 2) empathy, indicating “the ability 

to understand another person’s motives, values, and emotions and it involves entering the 

other person’s perspectives” (p. 27); and 3) empowerment, “a process which leads to 

enhanced perceptions of self-efficacy among followers by identifying conditions that 
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foster a sense of powerlessness and removing them through both formal organizational 

practices and informal techniques” (p. 28).  

Various theorists have focused on specific emotional and social competencies of 

effective leadership, and the term leadership in itself has been described as an emotion-

laden process that requires a socio-emotional aptitude for creating emergent and 

successful leadership in general, and transformational leadership in particular (Bass, 

2002; Boyatzis & McKee, 2005; George, 2000; Goleman, 1998; Goleman et al., 2002; 

Higgs & Dulewicz, 1999; Jordan, Ashton-James, & Ashkanasy, 2006; Zeidner et al., 

2009). Zeidner et al. (2009) stated that transformational leaders are “said to be in touch 

with their own and their follower’s feelings and ‘lead from the heart’” (p. 270). 

Ashkanasy and Tse (2000) attributed the power of the charismatic leader to the leader’s 

ability to exercise control over his or her own emotions, as well as controlling 

subordinates’ emotions. George (2000) explained that, under differing scenarios, leaders 

could be either well served or hampered by certain types of moods and/or emotional 

experiences.  

Goleman (1998b) argued that emotional intelligence is a necessary ingredient for 

leaders to possess, in order to perform well. D.A. Feldman (1999) reiterated this view, in 

stating, “emotionally intelligent leadership is about fully developing and applying our 

emotional and social skills to effectively influence constructive endeavors in others. It’s 

the personal and ‘people skills’ that are crucial ingredients to effective leadership” (p. 4).  

In a review of leadership literature that relates to the emotional domain, C. Schultz (2007) 

revealed the widespread recognition that exists for emotional intelligence characteristics 

in effective leadership practice. 
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  In applying the concept of emotional intelligence to “what leaders do”, Caruso et 

al. (2003) explained that emotional intelligence can facilitate the following leadership 

functions: 1) identify emotions, which “allows leaders to be aware of their own feelings 

and emotions”, while also allowing “the leader to accurately identify the emotions of the 

group and of individual followers, to express emotions accurately, and to differentiate 

between honest and phony emotional expressions” (p. 63), 2) use emotions, which 

“allows leaders to understand and motivate others by making emotions available, engage 

in multiple perspectives that can help planning, and engage in activities facilitated by 

emotions” (p. 64), 3) understand emotions, which “includes the ability to recognize 

relationships between emotions, determine the meaning that emotions convey, understand 

complex feelings, and recognize how emotions change from one state to another” (p. 64), 

and 4) manage emotion, which allows leaders to handle stress and/or not become fearful 

in a way that “either paralyzes them or causes them to make poor decisions” (p. 65). 

Higgs and Dulewicz (1999) highlighted the commonalities between transformational 

leadership and emotional intelligence, while stressing that interpersonal sensitivity, self-

awareness, influence, conscientiousness, intuitiveness, and motivation are inherent 

features of both emotional intelligence and successful leadership practice. Jordan et al. 

(2006) posited that two distinct features of transformational leadership, these being 

individualized consideration and charisma, “have obvious links to emotions and 

emotional management” (p. 201).  

The terms resonant leadership and emotional contagion are central literary 

elements in the genre of emotion-based leadership practice (Boyatzis & McKee, 2005; J. 

Feldman & Mulle, 2007; Goleman et al., 2002; McDowelle & Buckner, 2002; Riggio, 
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Murphy, & Pirozzolo, 2002). According to J. Feldman and Mulle (2007), “people give 

off emotional energy to one another, and this energy tends to be contagious” (p. 131). 

Barsade (2002) discussed the power relations that help spread emotional contagion and 

the “ripple effects” of organizational emotion, in terms of judgments and behaviors, and 

also suggested that for positive contagion to result, it is “important not only that leaders 

be able to impart their emotions to followers but that they be emotionally attuned to and 

influenced by their followers, so as to truly understand, empower, and lead them” (p. 

670). Boyatzis and McKee (2005) explained that resonant leaders “inspire through 

demonstrating passion, commitment, and deep concern for people and the organizational 

vision” (p. 4). Goleman et al. (2002) positioned resonant leadership as a set of 

coordinated activities that comprise distinct leadership styles, which effective leaders use 

skillfully depending upon the situation. Four of these leadership styles - visionary, 

coaching, affiliative, and democratic - create a positive environment as they endeavor to 

1) move people toward shared goals (visionary), 2) connect individual wants with the 

organization’s goals (coaching),3) connect workers to each other (affiliative), and 4) 

utilize worker input while getting commitment through participation (democratic). The 

other two styles, pacesetting and commanding, are able to get people to meet challenging 

goals and give clear direction, but are to be used with caution and limited to certain 

circumstances. McDowelle and Buckner (2002) offered specific questions, which  

consider the leader’s attunement with the emotional resonance of the group: 1) When 

communicating, does the administrator listen to the emotional undertones of the message 

as well as the surface message? 2) Does the leader present information in a way that takes 
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into account the emotional impact of the message as well as the logical effect? 3) Does 

the leader consider the audience in framing communication for constituents?  

Weisinger (1998) stressed that in order to perform well in the workplace, an 

individual must be cognizant of his or her emotional management tools that are linked 

with a four-part emotional system, which includes: 1) thoughts and cognitive appraisals, 

2) physiological changes or arousal actions, 3) behaviors or action tendencies, and 4) the 

emotional context, which “encompasses how you were brought up, what you believe, 

experiences you have had – in fact, everything that makes you who you are today” (p. 

29). Abraham (2005) linked the concepts of leadership and organizational values with 

emotionally intelligent leader behavior, in stating, “values, fostered through the skillful 

management of symbols (e.g., parties, anniversaries, company songs, and stories) are 

emotion-driven; emotionally intelligent leaders are aware of the emotional basis of values 

as they use symbolic management to build loyalty and commitment” (p. 259). 

In connecting the ethical domain to proper leadership practice, various thoughts 

and theories regarding moral leadership have been forwarded by scholars and theorists 

(Rhode, 2006; Sergiovanni, 1992; Shapiro & Stefkovich, 2011; Strike, 2007; L.J. 

Thompson, 2009). Lennick and Kiel (2005) examined the concept of moral intelligence, 

defined specific moral competencies that are related to leadership practice (i.e. integrity, 

responsibility, compassion, forgiveness, and emotional control), and explained how 

values create a morally intelligent organization. Becker (2007) posited that moral 

leadership is not solely concerned with power and authority, but instead is grounded on 

normative principles of common morality, respects human dignity, and recognizes 

fundamental human rights when engaging in business interests. Ciulla (1998) explained 
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that true leadership is “a complex moral relationship between people based on trust, 

obligation, commitment, emotion, and a shared vision of the good” (p. xv). 

 Solomon (1998) focused on the relationship between the intelligences by 

explaining that emotions are essential to ethics, and that emotional sensitivity is what 

ethics and moral leadership is all about. Sergiovanni (1992) also proposed a connection 

between the intelligences by explaining the importance of legitimizing emotion, building 

a moral dimension around purpose, values, and beliefs, and connecting with others. 

Beyond this, he spoke of the transformative power that the affective domain may hold: 

 By giving more credence to sense experience and intuition, and by  
accepting sacred authority and emotion as fully legitimate ways of  
knowing, equal in value to secular authority, science, and deductive logic,  
the value systems undergirding management theory and leadership  
practice will grow large enough to account for a new kind of leadership –  
one based on moral authority. (p. 16) 

 
Shapiro and Stefkovich (2011) connected the ethic of care, which contains the 

emotional element of compassion, with leadership while stressing the importance of 

considering moral conduct when making leadership decisions. In working within the 

realm of the ethic of care, Sernak (1998) asserted that care-based leaders “encourage and 

value cooperation as much as competition, interdependence as much as independence, 

and the situational and contextual as well as the generalizable” (p. 15).  

The relational leadership model, offered by Regan and Brooks (1995), included 

the following attributes of a feministic, care-based leadership style: collaboration, caring, 

courage, intuition, and vision. The model aligned these qualities with such actions as 

working well within groups, showing support, creating a synergistic work environment, 

considering feelings and new experiences, and moving forward while formulating and 
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testing new ideas. The model’s caring attribute focused on the “development of an 

affinity for the world and the people in it, translating moral commitment to action on 

behalf of others” (Regan & Brooks, 1995, p. 27).  

In considering moral action, Sernak (1998) connected the need for power and care 

by declaring that leadership and organizational structure needs to be reconceptualized as 

the leader “cares for the collective” and uses “power to effect a climate that fosters 

relationships that nurture individuals and that stimulate community growth and harmony” 

(pp. 144-145). Similarly, Burns (1978) considered ethical leadership practice from the 

following standpoint, 

The ultimate test of moral leadership is its capacity to transcend the 
claims of the multiplicity of everyday wants and needs and expectations 
to respond to the higher levels of moral development, and to relate 
leadership behavior – its roles, choices, style, commitments – to a set 
of reasoned, relatively explicit, conscious values. (p. 46) 
 

  The term “servant leadership” relates closely with the moral thread and has been 

considered by many to be an important component of successful leadership (Blanchard, 

2003; R.K. Greenleaf, 1977; Spears, 1998; Sipe & Frick, 2009). R.K. Greenleaf (1977) 

first coined this term while delineating between the mere leader who leads, possibly, 

“because of the need to assuage an unusual power drive or to acquire material 

possessions” (p. 27), and the servant-leader, who possesses “the natural feeling” to serve 

while making “sure other people’s highest priority needs are being served” (p. 27). The 

concept of servant leadership transfers to the organization as a ‘people first’ dictum that 

builds people, team spirit, consensus, and participation (Rieser, 1995). In this sense, 

servant leadership implies a moral authority, or a conscience, that goes beyond one’s ego 

as the focus is placed on “a higher purpose, cause, or principle” (R.K. Greenleaf, 1977, p. 
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6). As Laub (1999) stated, “servant leadership is an understanding and practice of 

leadership that places the good of those led over the self-interest of the leader” (p. 81). 

Furthermore, as Graham (1991) explained, servant leadership goes beyond both 

transformational and charismatic leadership since it “encourages in followers not only 

intellectual and skill development, but enhanced moral reasoning capacity as well” (p. 

116).  

The concept of servant leadership has been connected with both moral authority 

and stewardship since it implies the leader persuades with ideas, values, substance, and 

content, which together define and/or bring about group purposes and core values that 

focus on professional duties, responsibilities, and partnerships (Block, 1993; Sergiovanni, 

2000). Furthermore, stewardship may be an inherent feature to servant leadership because 

it “implies being in service to others, having a responsibility to self, others, and the 

institution and/or community” (Sernak, 1998, p. 160).  

Along with the descriptive core that has been developed for servant leadership, 

specific schemas have been formulated for the concept. For instance, Korac-Kakabadse, 

Kouzmin, and Kakabadse (2002) declared that: 

Servant leaders embody seven characteristics: they are servants first, 
articulators of goals (vision), inspiration of trust; knowable in the art 
of listening; masters of positive feedback (accept a person, not necessarily 
a person’s effort or performance); foresightful (use intuitive sense to 
bridge information gaps to better foresee the unforeseeable); and are 
proponents of personal development (the process of change starts in the 
servant, not out there). (p. 169)  
 

Likewise, Sipe and Frick (2009) outlined “seven pillars” of servant leadership: 1) being a 

person of character, 2) putting people first, 3) being a skilled communicator, 4) being a 

compassionate collaborator, 5) having foresight, 6) being a systems thinker, and 
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7) leading with moral authority (pp. 5-6). Other theorists, each posing specific 

frameworks and models of servant leadership, have included various components, 

including: commitment to growth of people, empathy, stewardship, listening, community 

building, foresight, awareness, persuasion, vision, altruism, trust, service, humility, love, 

empowerment, follower participation in leadership, courage through 

integrity/authenticity, hope, and inspired leadership (Cerff & Winston, 2006; Wong & 

Page, 2003; Patterson, 2003; Spears, 1996; Winston, 2003). 

In close resemblance to servant leadership, compassionate leadership has been 

said to involve “acting with conscience, that is, with a set of ethical values” (Raelin, 

2003, p. 217). Humility, empowerment, trust, listening, sincerity, inner peace, a joyful 

spirit, and harmony have been submitted as particular values of this form of leadership 

practice (Raelin, 2003). Similarly rooted is Strike’s (2007) term of democratic 

leadership, which is used to describe a servant type leader who considers the views of 

others, listens to and respects others, is open to suggestions, and delegates 

responsibilities. According to some, twenty-first century organizations will demand the 

servant type of individual since this century will require integrative, creative, and growth-

oriented organizational practices (Hennessy, Killian, & Robins, 1995).     

Due to the proposed importance of affective/morally based twenty-first century 

leadership practice, theorists have recently concentrated on bringing together the frames 

of emotionally intelligent, transformational, moral, and servant leadership by applying 

the spiritual dimension of leadership and organizational life, with some providing 

distinction for the term spiritual leadership (Boorom, 2009; Christ-Lakin, 2010; Houston 

& Sokolow, 2006; Jacobsen, 1994; McGeachy, 2001; Pava, 2003; Sinetar, 1998; 
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Tischler, Biberman, & McKeage, 2002). The concept of spirituality, as aligned with 

leadership practice, has been conceived “as an awareness within individuals of a sense of 

connectedness that exists with their inner selves and the world” (Korac-Kakabadse et al., 

2002, p. 173). Fry (2003) defined spiritual leadership as “the values, attitudes, and 

behaviors necessary to intrinsically motivate oneself and others so that they have a sense 

of spiritual survival through calling and membership” (p. 694-695). Here, the sense of a 

“calling” refers to “the experience of transcendence or how one makes a difference 

through service to others and, in doing so, derives meaning and purpose in life” (p. 703). 

The dimension of “membership” involves “establishing a social/organizational culture 

based on altruistic love whereby leaders and followers have genuine care, concern, and 

appreciation for both self and others, thereby producing a sense of membership and 

[feeling] understood and appreciated” (p. 695). Reave (2005) interpreted the “collective 

dimension” of spiritual leadership as relating to “how the leader treats others, manifesting 

his or her inner convictions in outer behavior” (p. 663). Reave’s thought aligns well with  

S. Covey’s (1992) principle-based, character-centered approach to leadership and 

interpersonal effectiveness that involves an “inside-out” approach and includes virtuous 

thought, direction, and behavior. 

According to the recently developed literature on spiritual leadership, specific 

elements to the practice exist, including: 1) building shared values, 2) vision setting, 3) 

consensus building, 4) sharing and creating meaning for others, 5) coaching and enabling 

6) power sharing, 7) intuition, 8) a service orientation, and 9) transformation – for the 

leaders themselves, others, and the organization (Korac-Kakabadse et al., 2002). Boorom 

(2009) explained that scholars have submitted spiritual leadership theory in a context that 
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incorporates and extends the characteristics of transformational leadership. This effort 

aligns with Jacobsen’s (1994) finding that transformational leaders consider the spiritual 

dimension to be an important aspect of their personal and professional lives. 

Additionally, it is supported by Christ-Lakin’s (2010) discovery that a correlation exists 

between transformational leadership practices and spiritual intelligence among leaders.  

In an analysis of more than 150 leadership studies, Reave (2005) concluded that 

there is “a clear consistency between the values (in the sense of established ideals) and 

practices emphasized in many spiritual teachings, and the practices of leaders who are 

able to motivate followers, create a positive ethical climate, inspire trust, promote 

positive work relationships, and achieve organizational goals” (p. 656). Such “spiritual 

values” include: work as a spiritual calling, integrity, honesty, humility, respect for 

others, fair treatment, caring and concern, listening, appreciating others, and reflective 

practice (p. 658). With this being known, Reave (2005) asserted that “spirituality gives us 

one way of looking at leadership, a way that can integrate character, behavior, effect on 

followers, and achievement of group goals” (p. 660).  

Tischler et al. (2002) noted that certain qualities, such as self-awareness, are 

inherent to both emotional intelligence and spiritual leadership, and that such qualities 

may be responsible for greater leader effectiveness. Benefiel (2005) offered the term 

spiritual discernment, which implies a filtering process of internal and external 

experiences that is undergone by the leader in order to determine what helps one stay 

centered and what serves as threats to this “centeredness.” As explained, 

 Spiritual discernment is a process of going deeper. It is drawing on one’s 
 whole self, heart, mind, soul, and spirit. It includes and transcends  
 intellectual analysis. It includes and transcends emotional intelligence. It 
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 is the bringing together of all of one’s faculties within the larger context of 
 the transcendent. (Benefiel, 2005, p. 51) 
 
This concept implicitly connects with spiritual leadership since many theorists associated  

with this genre “cite that the essence of leadership stems from the leader’s soul, rather 

than from his/her behavior” (Korac-Kakabadse et al., 2002, p. 173). 

 Authentic leadership, another pertinent socio-emotional/ethical leadership 

concept, holds both similarities and self-defining features in comparison to 

transformational, charismatic, servant, and spiritual leadership (Avolio & Gardner, 2005). 

Authentic leadership has been constructed as “a pattern of leader behavior that draws 

upon and promotes both positive psychological capacities and a positive ethical climate, 

to foster greater self-awareness, an internalized moral perspective, balanced processing of 

information, and relational transparency on the part of leaders working with followers, 

fostering positive self-development” (Walumbwa, Avolio, Gardner, Wernsing, & 

Peterson, 2008, p. 94). As explained by Brown and Trevino (2006), 

Self-awareness, openness, transparency, and consistency are at the core  
of authentic leadership. In addition, being motivated by positive end 
values and concern for others (rather than by self-interest) is essential to 
authentic leadership. Authentic leaders model positive attributes such as 
hope, optimism, and resiliency. Finally, authentic leaders are capable 
of judging ambiguous ethical issues, viewing them from multiple 
perspectives, and aligning decisions with moral values. (p. 599) 
 

Harter (2002) stated that authenticity implies that “one acts in accord with the true self, 

expressing oneself in ways that are consistent with inner thoughts and feelings” (p. 382). 

May, Hodges, Chan, and Avolio (2003) postulated that “knowing oneself and being true 

to oneself are essential qualities of authentic leadership” (p. 248). Therefore, in order to 
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be authentic, leaders must have a fundamental sense of self-awareness, a knowing of 

what is important to them, and be “totally immersed in their core beliefs and values” 

(p. 249). Luthans and Avolio (2003) explained that authentic leaders are transparent 

about their intentions and strive to connect their values, behaviors, and actions. 

Michie and Gooty (2005) suggested that there are positive “other-directed” 

emotional responses in leader-follower exchanges that promote consistency and 

authenticity between a leader’s self-transcendent values and behaviors. These emotional 

responses include feelings of “appreciation, gratitude, goodwill, and concern for the well-

being of others” (p. 446). As such, “having emotional responses that are in harmony with 

self-transcending values creates a sense of moral integrity that may be essential to 

authentic leadership” (p. 448). Leaders who rarely experience emotions such as concern, 

interest, compassion, and courage are likely to perform egalitarian or altruistic activities 

in a selective or haphazard fashion, at best, even if they possess the cognitive desires to 

do so (Michie & Gooty, 2005). 

Ladkin and Taylor (2010) argued that it is the way the leader enacts his or her true 

self that will determine the followers’ experience of authentic leadership. Such a true self 

is represented through: 1) self-exposure: being “attentive to the somatic clues of their 

body as they experience situations”, and then choosing “how to express them” (p. 70), 2) 

relating: starting “with the capacity to be present in the here and now” and extending to a 

“communion with self, others, and with the particular context and situation as it presents 

itself in a given moment” (p. 71), and 3) “leaderly” choices: acting “in ways that excite 

others to connect to the leader and follow him or her”, articulate “a group’s identity”, and 
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frame “a narrative of who they are and how they have come to be, as well as where they 

are going” (p. 72). 

Avolio et al. (2004) proposed a model that recognized positive emotion as a 

critical component in the authentic leadership process. Accordingly, these researchers 

asserted that authentic leaders: 

 build benevolence and integrity with their followers by encouraging 
 totally open communication, engaging their followers, sharing 
 critical information, and sharing their perceptions and feelings about 
 the people with whom they work; the result is a realistic social 
 relationship arising from followers’ heightened levels of personal and 
 social identification. (p. 810) 
 
Furthermore, “authentic leaders create the conditions for higher trust and elicit positive 

emotions from followers, enhancing decision making, improving the well-being of 

organizations, and ultimately building positive emotional states and high levels of 

engagement throughout the workforce” (p. 813). Therefore, emotions are important to the 

authentic leadership process because they “can help individuals to develop more adaptive 

responses to setbacks and stressors that they face in their work environments” and, by 

using the information that emotions provide, “authentic leaders can often alter followers’ 

thinking and behavior in ways that allow them to more effectively negotiate 

organizational challenges” (p. 812). 

Avolio and Gardner (2005) discussed specific components of authentic leadership 

theory, while including the following leader attributes: 1) possessing positive 

psychological capacities, 2) having a positive moral perspective, 3) being self-aware 

while understanding personal values, cognitions and emotions, 4) having self-regulation 

tendencies that set personal internal standards, create relational transparency, and produce 
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authentic behavior, 5) leading through positive modeling, 6) creating personal and social 

identifications, 7) creating emotional contagion, 8) supporting self-determination, 

9) fostering positive social exchanges, 10) heightening followers’ self-awareness levels, 

11) shaping followers’ self-regulatory processes and assisting in their development, 

12) altering the context of the uncertain, turbulent environment by creating an inclusive, 

ethical, and positive culture and climate, and 13) sustaining performance beyond 

expectations (p. 323). 

There has been a wide-ranging effort to empirically investigate the affective-

based leadership theories, models, and conceptualizations that have been postulated. In 

turn, a link between socio-emotional leadership concepts and effective leadership practice 

has been created. Particularly, a bonding of distinct concepts, including: ethical 

leadership, transformational leadership, authentic leadership, spiritual leadership, 

emotional intelligence, and resonant managerial styles has occurred in the literature 

(Abraham, 2005; M.E. Brown & Trevino, 2006; Burbach, 2004; Jordan et al., 2006; 

Leban & Zulauf, 2004).  

McClelland (1998) found that leaders with strengths in a critical mass of six or 

more emotional intelligence competencies were far more effective than peers who lacked 

such strengths. Mills (2009) conducted a meta-analysis of the relationship between 

emotional intelligence and leader effectiveness and concluded that there is a moderately 

strong relationship between emotional intelligence and effective leadership. Ozcelik, 

Langton, and Aldrich (2008) found that resonant leadership practices, which facilitate a 

positive emotional climate in an organization by considering the emotional needs and 
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personal growth of employees, have a significant effect on the organization’s 

performance. 

 Erez, Johnson, Misangyi, LePine, and Halverson (2008) studied charismatic 

leadership tendencies from the angle of positive affective expressions (i.e. smiling, 

showing warmth), and found that such tendencies lead to subordinate positive affect. 

Through a meta-analytic review, Lowe, Kroeck, and Sivasubramaniam (1996) revealed 

evidence that showed employees tend to feel more satisfied, work harder, and perform 

better when operating under a transformational leadership style that entails  

individualized consideration and intellectual stimulation. Similarly, McColl-Kennedy and 

Anderson (2002) found that higher levels of transformational leadership, as perceived by 

subordinate perceptions, are associated with greater follower optimism and less 

frustration, both of which having a direct influence on performance. Furthermore, Wallis, 

Yammarino, and Feyerherm (2011) studied transformational leadership from an 

individualized leadership perspective and found that subordinates came to view their 

superiors as leaders in the early stages of their relationships when the followers 

determined support existed for their sense of self-worth. From an ethical perspective, 

Turner, Barling, Epitropaki, Butcher, and Milner (2002) found that subordinates perceive 

leaders with higher moral reasoning to be more transformational. Researchers have also 

established a positive relation between transformational leadership and both perceived 

leader integrity (Parry & Proctor-Thomson, 2002) and the ethic of care (Simola, Barling, 

& Turner, 2010). 

 Bennis (2000) found that leaders who possess and utilize four key 

intra/interpersonal abilities have an effect on their subordinates in terms of their feelings 
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of significance, their excitement about their work, and their willingness to form a 

learning community. These abilities include: 1) management of attention: involving the 

ability to emotionally draw others to them, 2) management of meaning: creating and 

communicating a vision, 3) management of trust: developing positive relationships, and 

4) management and awareness of self: knowing one’s personal skills.  

 Various researchers have discovered that imagery, storytelling, and self-

expressions impact the ability of the charismatic leader to create a more positive and 

expressive following (Cherulnik, Donley, Wiewel, & Miller 2001; Naidoo & Lord, 

2008). As Gooty, Connelly, Griffith, and Gupta (2010) discussed, such findings provide 

support for the role of emotional contagion in leader-subordinate exchanges and 

relationships. Beyond this, positive emotions of “high activating potential” (i.e. pride, 

challenge, and responsibility) may impact follower satisfaction and create favorable 

evaluations of leader effectiveness (Connelly & Ruark, 2010).  

 Overall, as this literature review suggests, there is substantial evidence that 

emotion plays an important role in dyadic leader-subordinate relationships, group 

functioning, and leadership success. Furthermore, it may be postulated that the harnessing 

of emotion is an ethical endeavor that must fulfilled in order to stimulate a positive, high 

performing organizational environment. Therefore, it is necessary to fully understand the 

scope of distinguishable characteristics and behaviors that mark a leader who accounts 

for the needs of his or her personnel.  

While this literature review has revealed a wide assortment of leadership 

concepts, it is possible to categorize the features of the various conceptualizations 
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(i.e. transformational, moral, emotionally intelligent, spiritual, and authentic leadership) 

that are thought to be responsible for fostering an emotionally healthy and high 

performing work environment. In fact, the contents of this review may be funneled into a 

framework that includes five distinct leader attributes that may greatly impact the 

stability and capabilities of an organization. This framework involves the leader’s ability 

to: 1) increase organizational potential, 2) cultivate positive social exchanges, 

3) stimulate human capital, 4) regulate personal modes & behaviors, and 

5) demonstrate moral capacity. 

The content of this literature review implies that the emotionally-centered leader 

is first concerned with increasing organizational potential, which entails the articulation 

of a vision and goals that seek to transcend the existing work order while creating hope 

and optimism for a better future. Here, the leader instills his or her unique features and 

capabilities to move the organization toward shared goals while transforming the work 

environment. Secondly, the leader cultivates positive social exchanges through a 

relationship-focused mindset that is centered on the care of subordinates. The leader 

demonstrates appreciation for his or her employees while considering their wants, needs, 

and ideas. The leader establishes a communal atmosphere by showing respect and 

empathy with a sincere concern for his or her workers. The personal humility of this 

leader allows authentic dialogue to take place. This is followed with reliable leadership 

behavior and the development of trust between leader and subordinate. Thirdly, this 

leader stimulates human capital by increasing the self-worth, confidence, and self-

actualization tendencies of the workforce. The stimulation of growth through inspiration 

and empowerment is key to this leadership attribute. The leader may use symbols, stories, 
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and/or rituals to produce group connection and harmony. Within this domain, the leader 

demonstrates the ability to connect individual wants and needs with group goals. The 

fourth area involves the leader’s ability to regulate his or her personal modes and 

behaviors in a way that leads to inner peace, a joyful spirit, enthusiasm, and the ability to 

handle stress. The leader is aware of and, therefore, able to control his or her emotions 

while accurately expressing inner thoughts and feelings. This attribute results in the 

maintenance of a positive mood, resilience, and confidence. A high capacity in this area 

leads to high problem-solving abilities since the leader is aware of the effect that 

emotions may have on decisions and work performance. The final area of significance 

involves the leader’s demonstration of moral capacity. Moral principles come into play 

as the leader seeks to act as a steward for the organization. Characteristics of service, 

courage, integrity and human dignity mark the leader as he or she demonstrates the 

ability to enact proposed values and exhibit commitment through consistent decision-

making and action. Such behavior serves the purpose of helping the organization meet its 

potential. 

 The task of synthesizing pertinent leader attributes not only increases clarity and 

meaning of the many emotion-centered, care-based leadership conceptualizations, but 

also allows for a determination of what is most important when investigating leadership 

performance. A synopsis of this sort accurately displays the relevant qualities of the 

emotionally centered leader and provides the backdrop for a healthy organization. 

Transformative Ethics: Emotion & Care in the School Organization 
 

 As Josselson (1992) discussed, an emotion-based perspective of organizational 

behavior provides benefit as it holds the potential of making the organization more 
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ethically and socially responsible, since heartfelt caring for the needs of others is linked 

to moral acts. Pizer and Hartel (2005) concurred with this thought by discussing the need 

for an organization to operate from an ethical framework that provides psychological 

safety and secure attachments as it fosters the positive processes of dialogue and dissent. 

Frost, Dutton, Worline, and Wilson (2000) reverberated this view with the assertion that 

“organizations create an emotional ecology where care and human connection are  

enabled or disabled” (p. 26). The leadership dimension of this perspective is revealed 

when it is understood that leaders hold the power to “increase the happiness of their 

workers and assist employees to achieve positive outcomes for themselves even when 

painful events are encountered” (Hartel et al., 2005, p. 4).  

Ashkanasy (2003) revealed the effects of organizational affect by explaining that 

worker emotions and moods can form long-term attitudes, which, when marked by 

dissonance, are “reflected in low job satisfaction and low affective commitment, or even 

a propensity to leave the organization” (p. 19). This consideration is explained in part by 

affective events theory, which can be understood in the example of “an employee who is 

hassled by a demanding boss (an affective event) becomes angry and disgruntled (an 

affective state), and therefore suffers job dissatisfaction (an attitudinal state) and begins 

to look for employment elsewhere (a behavioural consequence)” (Ashkanasy, 2002, p. 

14).  

Prati, McMillan-Capehart, and Karriker (2009) theorized that a worker’s 

organizational identity determines his or her behavior and the emotionally intelligent 

manager may effectively produce emotional and social attachments that influence the 

identity of followers and the culture of the organization. Mumby and Putnam (1992) 
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offered the term bounded emotionality to explain a way of knowing that complements 

traditional rationality and revealed how organizational experiences are shaped by such 

activities as nurturance, caring, community, supportiveness, and interrelatedness. 

Abraham (2005) posited that the lower levels of employee involvement are purely 

physical and/or cognitive and that the emotional domain is enacted when employees 

transcend titles and ranks by engaging in pro-social behaviors, affective commitment, 

trustful relationships, and altruistic behaviors. 

 In considering the views of scholars, it becomes apparent that an organization’s 

emotional life is highly influential in determining its capacity. In better understanding the 

process that is involved with the development of organizational affect, it is helpful to turn 

to Fineman’s (1993) suggestion that the social construction of organizations “is intensely 

subjective and personal” (p. 13). Furthermore, it is to be understood that, as a similar 

subjective construction takes place among an organization’s workforce, a clear 

organizational climate develops. As Stringer (2002) explained, organizational climate is 

measured indirectly through the perceptions of the members of the organization and 

consists of six distinct dimensions: 1) structure: reflecting the employees’ sense of being 

well organized or having a clear definition of their roles and responsibilities, 2) standards: 

measuring the feeling of pressure to improve performance and the degree of pride 

employees have in doing a good job, 3) responsibility: reflecting employees’ feelings of 

being in control and not having to double-check decisions with others, 4) recognition: 

indicating employees’ feelings of being rewarded for a job well done, 5) support: 

reflecting the feeling of trust and mutual support that prevails within a work group, and 
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6) commitment: reflecting the employees’ sense of pride in belonging to the organization 

and their degree of commitment to the organization’s goals.  

 Research results allow for further understanding as to why an emotion-based 

perspective is well-suited for organizations in general, and the school institution in 

particular. Meyer and Allen (1997) found a positive association between affective 

commitment and work experiences that communicate an organization’s support for  

employees and enhance employees’ sense of personal importance. Kahn (1993) 

discovered that organizational leaders’ acts of care giving, such as actively attending to 

employees’ self-expressions and showing them empathy and compassion, make 

employees feel replenished and emotionally more engaged with others. Ozcelik et al. 

(2008) found that leadership practices that facilitate a positive emotional climate in an 

organization have a significant effect on the organization’s performance.  

Specific to the educational domain, various researchers have discussed the well-

established revelation that a relationship exists between leadership, school climate, 

employee commitment, and effective schools (Bryk & Schneider, 2002; Durrah, 2009; 

Kelley, Thornton, & Daugherty, 2005; McCroskey, 2007). As emphasized by Kelley et 

al. (2005), a principal may influence a school’s climate a great deal if “they can develop 

feelings of trust, open communications, collegiality, and promote effective feedback” (p. 

23). It has been shown that sustained one-to-one principal/teacher relationships and the 

communicative/supportive behaviors of the principal produce trust between the leader 

and teachers (Gimbel, 2001). Furthermore, the interpersonal skills of principals have been 

found to be significant in producing a school that is built on a foundation of collegiality, 

dialogue, and relationships (Sciarappa, 2007).  



 
 

                                                                                                                                 77                                                             
                                                                                                                                                                                                                                        
      
  

Specific to the construct of emotional intelligence, Cook (2006) found that an 

aptitude in this domain has a positive effect on principals’ leadership performance. In 

studying the development of emotional connection between principal and teacher, C.A. 

Schultz (2005) found that teachers highly value principal conduct that involves the tenets 

of optimism, empathy, and inspiration and includes a service orientation along with the 

ability to develop others.  

The ethical perspective of organizational life further reveals the power of 

emotion-based leader behavior in relation to organizational affect. The ethic of care is 

well suited in serving as a backdrop for understanding how and why a positive, healthy, 

and productive school climate develops and how leaders are able to effectively maneuver 

and lead under the difficult, turbulent conditions that develop in the school environment. 

Various researchers have directly explored the ethic of care while revealing its 

strength and its relation to effective school leadership practice (Bennett, 2008; Johnston, 

2002; Kropiewnicki, 2000; S.E. Robbins, 1998; L.K. Robbins, 2006; Sernak, 1993; D.R. 

Thompson, 2005; Troy, 2009). Others have highlighted the ethic of care in a less direct 

manner in their investigations of organizational relationship-building practices and school 

development initiatives (Bendick, 2003; Dabney, 2008; Jones, 2007; M. Lewis, 2008; 

E.M. Wilson, 2008).  

In studying school capacity, Bendick (2003) found that a principal who leads out 

of the ethic of care is central to the development of an organizational relationship 

structure that successfully increases a sense of school community and institutional 

potential. Sagnak (2010) found a link between the dimensions of principal 

transformational leadership behavior and the development of a caring organization that 
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possesses a specific ethical climate of benevolence. Furthermore, M. Lewis (2008) found 

leader benevolence to be a key ingredient for trust building in principal-teacher 

relationships. E.M. Wilson (2008) discovered that the ethical principles of mutual respect 

and care for others are important to a principal’s efforts in facilitating school 

improvement. 

 In summary, research has demonstrated that emotional attunement and the ethic of 

care hold substantial power in generating a positive organizational climate and a 

productive workforce. Therefore, in order to successfully direct an organization, it is 

important for the leader to consciously attend to the emotional and ethical domains in 

order to garner the potential of the workforce while producing an environment that is 

concerned with the interests and needs of the organization’s employees. 

Summary 
 

This wide-ranging literature review exposed both the significance and multiplicity 

of emotion as it relates to human functioning, leadership behavior, and organizational 

life. The findings of this review provided a guide for this research study, as the study’s 

methodology was set in a way that inspected the psychological, sociological, and ethical 

underpinnings of leader behavior. These findings were also helpful in gaining the 

understanding that leadership behavior may be impacted and/or altered during times of 

heightened turbulence and the leader’s ability to respond appropriately under these 

conditions may impact the overall level of leadership effectiveness. Therefore, these 

literary findings were instrumental to the study, since consideration was given to the role, 

power, and dynamics of emotion in organizational leadership practice. 
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CHAPTER 3 
 

METHODOLOGY & PROCEDURES 
 
 

Assumptions and Rationale for a Qualitative Design 
 

 The concept of emotional intelligence, as it relates to leadership behavior, has 

been explored extensively from a quantitative standpoint. Various instruments have been 

developed to provide measurement in these areas (Matthews, Zeidner, & Roberts, 2002). 

This mimics leadership study in general, as researchers typically use quantitative 

approaches to study the field (Antonakis, Schriesheim, Donovan, Gopalakrishna-Pillai, 

Pellegrini, & Rossomme, 2004; Hunt, 1999). In examining the qualitative work that has 

been conducted within this genre, it can be seen that many studies have focused on 

discrete conceptual examinations. For example, the concept of trust, as it relates to 

leader-subordinate relationships, follower perceptions, and organizational outcomes, has 

been illuminated broadly in qualitative study (Baird, 2010; Bryk & Schneider, 2002; 

Dabney, 2008; Gimbel, 2001; Kagy, 2010; D.A. Smith, 2007; Tuason, 2010). The 

concept of immediacy provides another case in point, as it has been explored significantly 

from a qualitative base within the context of student-teacher relationships (J. Hess & 

Symthe, 2001). 

 Since the concepts of emotional intelligence, leadership practice, and 

organizational climate are each centered on human experience and individuals’ 

perceptions, a qualitative design, which embodies experiential and perceptual concerns, is 

appropriate and necessary for studying these topics. To illustrate this point, it may be 

helpful to utilize the concept of organizational climate. Rousseau (1990) explained 
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organizational climate in terms of the described beliefs and perceptions that individuals 

hold of the organization. Kundu (2007) backed this view by promoting the term collective 

climate, which is said to involve “the perceptions of the individuals who share common 

multidimensional descriptions of their work environment” (p. 106). Stringer (2002) 

explained that climate “exists as it is perceived by the members of the organization” (p. 

8). Beyond the perceptual issue as it relates to qualitative work, this study’s design 

corresponds with the views of certain researchers who have previously highlighted the 

need for qualitative investigations of emotion, belief, human behavior, and leadership, 

and have explained that person-centered, qualitative analyses may provide appropriate 

and useful insights (Michie & Gooty, 2005; Lazarus, 2006). 

This study focused on the concepts of emotion, leadership behavior, and 

organizational climate in terms of personal and interpersonal realities and experiences. 

Due to this, qualitative methods were utilized for this study’s purposes. As Hatch (2002) 

explained, “Qualitative research is as interested in inner states as outer expressions of 

human activity. Because these inner states are not directly observable, qualitative 

researchers must rely on subjective judgments to bring them to light” (p. 9). Hatch’s 

statement catches the essence of this study since the investigation worked to illuminate 

the internal existence of human emotion before examining how it was displayed in the 

organizational environment. Furthermore, this study’s examination of the perceptions of 

school stakeholders regarding leadership behavior and the school’s climate called for  

methodology that was able to collect rich, descriptive responses that exemplified personal  
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views of the organization. In these ways, this study was in alignment with the tradition of 

qualitative inquiry, which acknowledges the value of “rich descriptions of the social 

world” (Denzin & Lincoln, 2003, p. 16). 

As Merriam (1998) explained, “Qualitative researchers are interested in 

understanding the meaning people have constructed, that is, how they make sense of their 

world and the experiences they have in the world” (p. 6).  Furthermore, Denzin and 

Lincoln (2003) asserted that, 

Qualitative researchers stress the socially constructed nature of reality, 
the intimate relationship between the researcher and what is studied,  
and the situational constraints that shape inquiry. Such researchers  
emphasize the value-laden nature of inquiry. They seek answers to  
questions that stress how social experience is created and given 
meaning. (p. 13) 
 

This study was designed to explore not only the impact that emotion has on the school 

leader’s inner reality, but also to examine how emotion plays out socially, in the 

organizational sphere. Beyond this, caring, as a leadership behavior, was explored in 

order to determine how a particular male school principal publicly puts forth his intent of 

care-based practice. Finally, the construction of the school’s climate was explored in 

order to determine if principal leadership behavior has any impact on the school 

organization.  

The study’s design, being a single site case study, allowed for a concentrated 

examination of the lived experiences of those involved with a particular school 

organization. Due to the multi-faceted nature of the research questions, a single site was 

well suited for the study’s purposes since I was able to embed myself within the 

organization for an extended period of time. This allowed for multiple principal 
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interviews, an assortment of school stakeholder interviews, on-site observations, and 

document reviews. This process offered the opportunity for me to capture a large number 

of viewpoints and allowed me to take a close look at the organization’s dynamics, all of 

which were necessary in meeting the demands of the study. Beyond this, the single site 

design allowed me to concentrate on one male school principal who allowed for in-depth 

examination of his leadership philosophy, leadership actions, responses to turbulent 

conditions, and the perceived organizational climate of his respective school. A series of 

interviews were utilized to deeply explore these concerns with this particular school 

leader.  

As Yin (2003) explained, “case studies arise out of the desire to understand 

complex social phenomena” (p. 2). Organizational leadership behavior is indeed a 

complex issue, which is evidenced by the constantly evolving theories and 

conceptualizations that have been promoted in order to account for effective leadership 

practice (Northouse, 2007). Turbulence, as a distinct organizational feature, is also a 

complex phenomenon since it affects individuals residing in the organization in different 

ways, depending upon the circumstances and their position (Gross, 2006).   

 Due to the inherent nature of school organizations, context is fundamental to the 

inner-workings of the institution, which matches the aim of qualitative research (Yin, 

2003). To clarify, school organizations are dependent upon both the people working 

within the institution and the ideals and interests of the greater geographical community.  

Therefore, the circumstances that are embedded within a particular case are unique due to 

the state of existing variables (i.e. peoples’ values, knowledge, skills, conditions, etc.). As 

Merriam (1998) explained, 
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 In contrast to quantitative research, which takes apart a phenomenon to 
examine component parts (which become the variables of the study), 
qualitative research can reveal how all the parts work together to form a 
whole. It is assumed that meaning is embedded in people’s experiences  
and that this meaning is mediated through the investigator’s own  
perceptions. (p. 6) 
 

My intent in formulating and executing this study, through the enactment of the methods 

that serve a single site case study, was to “reveal how the parts work together to form a 

whole.” I believe the concepts of emotion, leadership style, turbulence, and individuals’ 

perceptions of school climate serve as a powerful conglomerate of forces that are worthy 

of in-depth examination in order to better understand the elements that are involved with 

effective and/or ineffective school leadership practice.  

The Role of the Researcher 
 

 With seventeen years of professional experience in the teaching, counseling, and 

athletic coaching fields, I have witnessed the impact of the affective domain on human 

experience and performance. Leadership behavior has been an intriguing topic for me due 

to my various leadership roles along with my curiosity in trying to determine why leaders 

do what they do and why certain leaders succeed while others fail. A large part of my 

desire to work in the field of educational administration springs from my interest in 

leadership practice. Instinctively, I believe in the importance of affective leadership as it 

relates to managerial success. Due to my interest in this field, I have extensively studied 

the topic of leadership and have developed an understanding of the leadership theory that 

has been put forth throughout the twentieth and twenty-first centuries. Due to my 

interests, intuitions, and beliefs, I am highly motivated to exhaustively investigate these 

topic areas. Due to my bias for humanistic leadership practice, I realized that ethical 
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issues were inherent to my involvement in this study. Particularly, confirmation bias was 

a concern since my search and/or interpretation of this study’s data could be skewed 

toward my preconceptions. However, by having this awareness, and being highly 

motivated to learn and understand the elements of effective leadership practice, I was 

able to fairly and thoroughly research the topics associated with this study while 

consciously searching for accurate answers to my questions. Above all else, my desire to 

explore organizational leadership practice and to determine the elements of effective and 

ineffective leadership conduct drove the design and implementation of this study. 

Therefore, with certainty, I believed I was well suited to serve as the researcher for this 

investigation.  

 The qualitative design of this study was a natural fit with my ambitions and 

interests. Prolonged immersion with the case site allowed me to observe the school 

principal during daily activity, evening programs, and extra-curricular events. 

Furthermore, these observations provided the opportunity for me to gain an 

understanding of the study’s context, as I gained an understanding of the demographics of 

the surrounding community. Each observation was conducted in a non-participatory 

manner, as I served the role of bystander in the school setting. As revealed by Denzin and 

Lincoln (2003), “most social scientists have long recognized the possibility of the 

observer’s affecting what he or she observes” (p. 108). With this in mind, during each 

observatory episode, I consciously made the attempt to integrate anonymously with the 

events that were transpiring. This allowed me to focus solely on the task at hand, which 

Patton (1990) described: 
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 The purpose of observational data is to describe the setting that was  
observed, the activities that took place in that setting, the people who  
participated in those activities, and the meanings of what was observed 
from the perspective of those observed. The descriptions must be factual, 
accurate, and thorough without being cluttered by irrelevant minutiae and 
trivia. The basic criterion to apply in judging a recorded observation is 
whether that observation permits the reader to enter into and understand 
the situation described. (p. 202) 
 

While, at times, I engaged in meetings and activities that involved people who were 

aware of my researcher status, my conscious effort to be unobtrusive while maintaining a 

low profile allowed the events to transpire as intended. These observations were 

significant to the study, as my attendance aided the data collection process. Merriam 

(1998) explained the significance of such activity: 

 As an outsider an observer will notice things that have become routine to  
the participants themselves, things that may lead to understanding the  
context. Observations are also conducted to triangulate emerging findings;  
that is, they are used in conjunction with interviewing and document  
analysis to substantiate the findings. (pp. 95-96) 

 
My role of researcher was also relevant to the method of document analysis. This 

method was utilized for triangulation purposes with the intent of gaining insights for 

thematic construction. As Merriam (1998) discussed, documents may be used by the case 

study researcher for “inductively building categories and theoretical constructs” (p. 125). 

At times, I discretely collected public documents in the forms of newspaper articles, 

athletic programs, and event agendas. On other occasions, I requested certain documents 

from the principal, which included items such as faculty meeting agendas, cabinet 

meeting protocols, school board presentation items, and instructional supervision notes. 

Through this process, I was able to reinforce and/or gain additional insights about the 

contextual underpinnings of the school organization. 
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My research role was completed in the form of interviewer. As Sunstein and 

Chiseri-Strater explained, “researching people means ‘stepping in’ to the worldviews of 

others” (p. 345). Interviewing was a fundamental component of the study, as it allowed 

me to gain an awareness of the perceptions of those involved in the organization. The 

significance of the interview method was summed up by R.S. Weiss (1994), who 

explained that through interviewing, we can learn about, 

the challenges people confront as they lead their lives. We can learn 
also, through interviewing, about people’s interior experiences. We can 
learn what people perceived and how they interpreted their perceptions. 
We can learn how events affected their thoughts and feelings. We can  
learn the meanings to them of their relationships, their families, their 
work, and their selves. We can learn about all the experiences, from 
joy through grief, that together constitute the human condition. (p. 1) 
 

Indeed, my role as researcher was to study the human condition as it relates to 

organizational life. The interview process allowed me to engage one-on-one with 

participants in a way that revealed their inner worlds. This exploratory process was 

essential to my study, as it allowed me to grasp the thoughts, feelings, and viewpoints of 

each participant. Through the role of interviewer, I became situated in a particular school  

organization in a way that allowed me to explore and to understand how and why the 

intent of principal leadership behavior evolved into a social reality, and how that reality 

was constructed through school stakeholder perceptions. 

Population and Sample 
 

 Marshall and Rossman (1999) explained that, “the decision to focus on a specific 

setting is a fairly constrained choice; the study is defined by and intimately linked to that 

place” (p. 68). Therefore, while the number of cases that were available for this study 
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were limited, it was important for me to determine sites that would possibly lend to 

meaningful, in-depth study.   

 The intent of this study was to explore one secondary school from southeastern 

Pennsylvania that met the study’s requirements, which included: 1) the leadership of a 

male school principal, 2) the principal’s interests, philosophy, and experiences that relate 

to the study’s key concepts, including emotional connection with school stakeholders and 

the ethic of care, 3) school access, and 4) the availability and willingness of school 

stakeholders to participate. Due to the nature and parameters of the study, it was 

necessary for me to engage in a multifaceted process that would allow me to select an 

appropriate case study site. The initial phase of my search included a geographical 

breakdown of school districts in Southeastern Pennsylvania that were positioned properly 

for travel purposes. This process, along with the utilization of public records compiled by 

the Pennsylvania Department of Education, allowed me to discover thirty-one school 

districts within range that contained a male senior high school principal.  

The second phase of the site selection process consisted of contact letters and/or 

telephone calls to prospective school leaders. All thirty-one schools were contacted via 

email, regular mail, and/or by telephone. During this stage, I introduced myself, 

explained the basic elements of my study, discussed the possibility of the principal 

participating in the study, and provided contact information. Of the thirty-one schools, 

five school principals showed an interest in participation. For clarification purposes, a 

detailed description of the study was forwarded to the principals in order to allow for 

further understanding of the study’s requirements. Also, site visitations and/or additional 

telephone conversations took place at this time. Within these five cases stood one 
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particular school principal and institution that appeared to be best suited in terms of the 

geographic, demographic, and phenomenological requirements of the study. Furthermore, 

beyond merely participating, this principal promoted his sincere interest in examining and 

utilizing the results of the study. The appropriateness of this site was extended due to the 

fact that I, as the researcher, had no previous contact or experience with the principal or 

school district in question, and the setting was beyond the reach of my living/working 

locality. This factor was important to me, since I had no preconceptions of this site or the 

site’s stakeholders. 

Follow-up contact and correspondence was provided at this time to the school 

principal of interest. The intent was to allow for a complete understanding of the study’s 

parameters and requirements. Once the principal and the school district agreed to 

participate, in writing, and also guaranteed the availability of school stakeholders in the 

form of access to faculty members, administrative staff, recent graduates, and parents, I 

engaged in a preliminary interview with the principal in order to ensure the leader in 

question possessed a leadership philosophy that was grounded in affective intent and an 

ethic of care.  

Since the themes of “ethic of care”, “emotional connection”, and “organizational 

stewardship” were apparent in the principal’s interview responses, the next step was to  

review procedures with the school principal and the school district that would allow for 

school stakeholder participation. An announcement of the study was made available to 

the principal and the school, with multiple printed copies given, and disclosure of the 

study within the school then occurred. During the announcement period, all faculty and 

administrative staff members were alerted to the study and it was made known to all 
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professionals within the building that interviewees were being solicited. Beyond the open 

announcement, purposeful sampling assisted in the process of participant selection. 

As Patton (1990) stated, purposeful sampling is a powerful method in selecting 

information-rich cases for in-depth study. For this study, it was necessary to select 

subjects who provided a significant source of data and who were connected to the 

phenomena in question. Questionnaires were used to assist this process, since they can be 

of considerable use when utilized in this capacity (Seidman, 1998). Along with contact 

information, the questionnaires asked the prospective participants to respond to the 

following concerns: 1) number of years involved with the school, 2) the familiarity with 

the principal’s leadership style, 3) the degree of insight regarding the climate that exists 

in the school, 4) the level of comfort with an in-depth, narrative interview process, and 5) 

an explanation of why the individual would be a significant source of information for the 

study. Beyond these areas, the sole disqualifier for participation was non-tenured status. 

This parameter was put in place in order to protect the participants, increase the 

likelihood for honest, transparent answers, and to ensure the participants had an extended 

working knowledge of school happenings and leadership practices. Email notifications 

were used to inform potential participants whether they were selected for the study. 

Emails also were used to communicate with and accommodate each participant in terms 

of interview location, date, and time. 

 Along with the announcement of the study and the use of the participant 

questionnaire, I intermingled with the professional staff during certain informal events in 

order to explain my role as a researcher and to promote my study. Mass emails were used 

throughout the study in order to remind school personnel of the opportunity for 
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participation. Parent/community and recent graduate participation was solicited through 

the alumni and parent groups. Additionally, I attended a parent participation meeting in 

order to promote participation in the study. During this process, a chain sampling 

technique was utilized that involved the recommendation of additional participants by 

those already participating. As Patton (1990) explained, “chain sampling” or 

“snowballing” works to identify “cases of interest from people who know people who 

know people who know what cases are information-rich, that is, good examples for study, 

good interview subjects” (p. 182). This technique allowed me to gather specific names of 

potential participants, whom I contacted via telephone and/or email.  

The school principal’s role in this process was to explain, in email 

correspondence and oral communications, that he along with the school district had 

agreed to participate, and that the professional staff was encouraged to participate. This 

aspect worked to create a comfortable, non-threatening atmosphere during the initial 

phase of the participant selection process. 

 Confidentiality explanations and procedures were enacted throughout the study. 

Additionally, participants were continually reminded that their input would remain 

anonymous and they would be able to withdraw from the study at any time. Letters, 

emails, and in person explanations were utilized in order to explain the confidentiality 

process and ensure that all stakeholders understood their rights as study participants.  

 Table 1 exhibits the total number of participants who were involved in the study, 

along with their organizational roles.  

 

 



 
 

                                                                                                                                 91                                                             
                                                                                                                                                                                                                                        
      
  

 Table 1.  A Categorical Breakdown of the Study’s Participants 
 

                  Stakeholder Group             #  of Participants 
Principal                            1 
Administrative Staff/Teachers/Staff                           12 
Parents/Community Members                           10 
Recent Graduates                            8 

 
 
The total number of participants chosen reflects the qualitative nature of the study, which 

sought to gather rich, detailed information. At the same time, the number of participants 

allotted for each stakeholder group provided sufficient breadth of insight regarding the 

principal’s leadership behavior and the school’s climate.  

Appendix A displays the qualifying semi-structured interview questions for 

principal participation. Appendix B displays the questionnaire that was utilized for 

selecting school stakeholder participants.  

Data Collection 

 It is common for qualitative inquirers to “collect multiple forms of data and spend 

a considerable time in the natural setting gathering information” (Creswell, 2003, p. 185). 

For this study, three common qualitative data collection procedures were employed: 1) 

semi-structured interviews, 2) observations, and 3) document analysis. As explained by 

Maxwell (1996), the use of multiple methods, known as the principle of triangulation, 

reduced the risk that the “conclusions will reflect only the systematic biases or limitations 

of a specific method”, and it allowed for “a better assessment of the validity and 

generality of the explanations” (pp. 75-76). A twenty-week time period was allotted for 

the data collection process. 
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 Semi-structured interviews were used for principal, faculty member, parent, 

administrative staff, community member, and recent graduate respondents. Before 

engaging in the study, I completed pilot study activity where each of the four interview 

protocols (i.e. principal, teacher/administrative staff, parent/community, and recent 

graduates) were tested with students, colleagues, and parents whom I was personally 

familiar with. The feedback obtained during this activity allowed me to revamp certain 

questions while making them more clear and purposeful. 

The interview process served as a forum for me to collect and examine the 

thoughts, feelings, and perceptions of organizational participants. The interviews ranged 

from approximately forty-five minutes up to seventy-five minutes. The fluctuation of 

interview duration occurred due to two reasons: 1) certain respondents provided richer, 

more detailed explanations of events and personal perceptions in comparison to others, 

and 2) certain respondents provided in-depth narrative of events that were not conducive 

to the focus of the study, which, in turn, required interviewer redirection and additional 

time to complete the interview process. The interviews were semi-structured in the sense  

that interview protocols that contained guiding questions were used, but the process was 

free flowing due to the open ended nature of the questions and my willingness to explore 

participant responses through novel questions. Hatch (2002) discussed the interview 

process that I utilized for this study: 

 Formal interviews are sometimes called “structured,” “semistructured”, or 
 “in-depth” interviews. They are structured in the sense that the researcher  

is “in charge” of leading the interview, there is a set time established for 
the interview, and they are most often recorded on tape. They are 
semistructured because, although researchers come to the interview with 
guiding questions, they are open to following the leads of informants and 
probing into areas that arise during interview interactions. They are in-
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depth in that they are designed to go deeply into the understandings of the 
informants. I call them formal to distinguish them from informal 
interviews and because they are planned events that take place away from 
the research scene for the explicit purpose of gathering information from 
an informant. (p. 94) 

 
Each interview was conducted in a private, secluded area in order to reduce the likelihood 

of interruptions. The audio of each interview was recorded. While I personally engaged 

in the transcription process, a transcription company was utilized to assist with this 

activity. This was necessary due to the large number of interviews that were a part of the 

study. Signed statements of informed consent were obtained from all participants. All 

four interview protocols that guided the process were previously approved by the 

Institutional Review Board. 

 Table 2 exhibits the data collection techniques that were employed for the study’s 

primary participant, this being the school principal. Along with a thorough initial 

interview that provided details about the principal’s leadership philosophy, additional 

interviews were conducted throughout the study. The series of interviews promoted 

principal reflection on leadership conduct during times of heightened turbulence. The 

intent was to explore the principal’s leadership practice while determining the particular 

style(s) incorporated under difficult circumstances. Each of these interviews was 

conducted privately. 

Table 2.  Interview Series of the High School Principal 

                   Interview Focus      Duration          # of Episodes 
Initial Interview: Leadership Philosophy    75 Minutes                    1 

 
“Turbulent Times” Interviews    45 Minutes                    5 

 
Exit Interview: “Turbulent Times” &   
Review of Leadership Issues 

   75 Minutes                    1 
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Appendix C displays the initial principal interview protocol, Appendix D displays 

the interview protocol for administrators, teachers, and staff, Appendix E displays the 

interview protocol for recently graduated students, Appendix F displays the interview 

protocol for parents and community members, and Appendix G provides the leading 

questions for the principal interviews that were reserved for “Leadership Behavior in 

Turbulent Times.” 

Field notes, completed during on-site observations, assisted in the data collection 

process. A notebook was utilized for the purpose of collecting open-ended narrative, 

which related to the study’s research questions. This process served as an important 

method since a notebook “allows writers to capture observations and emotions that 

otherwise might dissipate” (Sunstein & Chiseri-Strater, 2002, p. 69). Patton’s (1990) 

explanation of the importance of observational data related to my study since the activity 

provided the opportunity for me to “come to understand program activities and impacts 

through detailed descriptive information about what has occurred in a program and how 

the people in the program have reacted to what has occurred” (p. 203). Furthermore, as 

Patton (1990) suggested, it allowed for an understanding of the program context, created 

a more discovery oriented approach, and provided the opportunity for me to see things 

that, perhaps, escaped the “conscious awareness” of the school stakeholders (pp. 203- 

204). 

Observational notes were categorized according to Creswell’s (2003) suggestion: 

1) descriptive notes: including portraits of the participants, a reconstruction of dialogue, a 

description of the physical setting, accounts of particular events and/or activities, and 2) 

reflective notes: my personal thoughts, impressions, ideas, and hunches. The “field book” 
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was utilized during school-day principal shadowing activity, which was conducted in 

three daytime sessions, and also during after-school activity in the form of school board 

meetings, parent meetings/presentations, extra-curricular activities, and 

faculty/administrative social functions. These events provided insights regarding the type 

of behavior and style of engagement that the principal had with various school 

stakeholders, which was fundamental to the purpose of the study. Along with capturing 

the essence of specific events and conversations, field observations also served the 

purpose of generating questions for future interviews. As explained by Merriam (1998), 

Another reason to conduct observations is to provide some knowledge  
of the context or to provide specific incidents, behaviors, and so on 
that can be used as reference points for subsequent interviews. This  
is a particularly helpful strategy for understanding ill-defined  
phenomena. (p. 96) 
 

 The document analysis portion of the data collection process served as the final 

form of data collection. As Denzin and Lincoln (2003) explained, such documents 

provide information that may differ from and may not be available in spoken form and 

also provide historical insight. Furthermore, as Merriam (1998) discussed, “personal 

documents are a reliable source of data concerning a person’s attitudes, beliefs, and view 

of the world” (p. 116). For the purposes of my study, this method allowed me to move 

beyond the perceptions of others and my own mental notes about the activities of the 

organization while focusing solely on the written expressions of the school principal. 

Items such as faculty meeting agendas, cabinet meeting protocols, school board 

presentation items, memorandums, extra-curricular activity programs, website messages, 

parent letters, newspaper articles, and instructional supervision notes were examined, 

which allowed for breadth in the process. 
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Data Analysis 
 

 Throughout the twenty-week data collection phase of the study, I engaged in the 

initial stage of data analysis by: transcribing interviews; listening to the audio versions of 

each interview; writing notes that revealed apparent connections; reading and reflecting 

upon my field notes; analyzing my thoughts about what I was hearing, seeing, and 

reading; engaging in preliminary thematic construction; and comparing my data and 

apparent themes to related research literature. As Patton (1990) explained, 

 It is important to keep track of analytical insights that occur during data 
 collection. This overlapping of data collection and analysis improves both 
 the quality of data collected and the quality of the analysis so long as the 
 evaluator is careful not to allow these initial interpretations to distort 
 additional data collection. (p. 378) 
 
My activity also coincided with Maxwell’s (1996) assertion that, “the experienced 

qualitative researcher begins data analysis immediately after finishing the first interview 

or observation and continues to analyze the data as long as he or she is working on the 

research” (p. 77). 

An inductive approach was utilized throughout the data analysis process, which 

was explained by Hatch (2002),  

Understandings are generated by starting with specific elements and 
finding connections among them. To argue inductively is to begin with 
particular pieces of evidence, then pull them together into a meaningful 
whole. Inductive data analysis is a search for patterns of meaning in data 
so that general statements about phenomena under investigation can be 
made. (p. 161) 

 
At the conclusion of the twenty-week on-site investigation, and after verifying the 

interview data with each participant, I progressively worked to develop categories and 

themes. Here, I employed both aspects of the cross-case analysis approach, which Patton 
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(1990) discussed: 1) “grouping together answers from different people to common 

questions”, and 2) “analyzing different perspectives on central issues” (p. 376). My 

progression with this process was guided by the method provided by Auerbach and 

Silverstein (2003): 1) I explicitly stated the research concerns (i.e. the four questions) and 

the theoretical bases, which allowed me to focus on the original framework of my study; 

2) I read through the raw text and underlined the relevant passages of each interview, 

while keeping the components of step one in mind; 3) I extracted the relevant text 

according to each research concern, by grouping together related passages and repeating 

ideas in separate word documents for each research question; 4) I began to organize 

preliminary themes and I grouped repeating ideas into coherent categories; 5) I revamped 

and finalized the thematic construction process, by making sure each category could be 

properly filtered into a theme; 6) I developed theoretical constructs by grouping themes 

into more abstract concepts consistent with the theoretical framework; and 7) I created a 

thematic and theoretical narrative by retelling the participants’ stories.  

As Boyatzis (1998) explained, “a theme is a pattern found in the information that 

at minimum describes and organizes the possible observations and at maximum interprets 

aspects of the phenomenon” (p. 4). In this case, since I used the categories to finalize the 

themes, the themes served as an interpretive segment of the data analysis process.  

For validity purposes, I adopted Boyatzis’ (1998) method of using labels, which 

constituted the categories, along with definitions of what the categories were concerned 

with while determining how they fit into the more abstract themes. To help in 

determining the degree of relevance of particular categories, I utilized a frequency chart 

that showed the number of participants who mentioned a particular issue or characteristic 
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in their respective interviews. Since my research questions were centered on principal 

leadership behavior and how such behavior impacts the organization’s climate, the 

categories were, in essence, characteristics of the principal’s traits, conduct, and 

leadership style.  

In developing the labels (i.e. the categories), I used Boyatzis’ (1998) three 

guidelines, while making sure the labels were: 1) conceptually meaningful to the 

phenomenon being studied, 2) clear and concise, and 3) close to the data; that is, 

maintaining the raw information (i.e. words) that were used by the respondents (p. 31). 

Along with this, I searched for and outlined negative cases in order to accurately assess 

the phenomena at hand. This not only allowed me to reveal discrepant evidence, but also 

increased my sensitivity in looking for alternative explanations and patterns that would 

invalidate my initial insights, even as categories and themes were developed that 

appeared to confirm my initial field hypotheses. Furthermore, I inspected my field book 

and determined how the observation and document analysis data fit into the thematic 

arrangement. 

This process allowed me to produce what Boyatzis (1998) referred to as a code. 

For this study, the code consisted of a frequency chart of categories (presented as labels 

with accompanying definitions) and a list of distinct themes for each of the four research 

questions. After developing the code, I was able to organize the narrative in a way that 

allowed me to: 1) clearly and accurately tell the stories of the study’s participants, 2) 

precisely explain my observations, and 3) reveal my interpretation of the case study’s 

characteristics and events through distinct themes and theoretical constructions. 
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Methods of Verification 
 

 Due to the in-depth nature of this study, a twenty-week period was needed in 

order to gather the data necessary to develop an accurate organizational depiction. 

Twenty weeks provided ample time to interview participants, perform member checks, 

observe institutional happenings, and examine documents.  

 I implemented several measures that supported and bolstered the internal validity 

of the study. According to Maxwell (1996), validity refers to “the correctness or 

credibility of a description, conclusion, explanation, interpretation, or other sort of 

account” (p. 87). Furthermore, validity, as a component of the research design, consists of 

the strategies used to rule out threats or ways the researcher might be wrong (Maxwell, 

1996, p. 88). For this study, the validity process included: soliciting feedback, 

triangulation, collecting rich data, prolonged engagement and persistent observation, 

member checks, a case study database, quasi-statistics, a search for discrepant evidence 

and negative cases, and comparison. Each of these strategies have been mentioned as 

specific tactics that allow the qualitative researcher to increase the credibility of 

conclusions (Creswell, 1998; Maxwell, 1996; Merriam, 1998; Patton, 1990; Yin, 2003). 

 The validity process began with pilot interview activity, where I solicited 

responses to my interview questions from colleagues, parents, and students whom I was 

familiar with. This allowed me to adapt my interview protocols in a way that made them 

clearer and increased the likelihood for rich, meaningful responses. As stated by 

Maxwell, “soliciting feedback from others is an extremely useful strategy for identifying 

validity threats, your own biases and assumptions, and flaws in your logic or methods” 

(p. 94). Comments and suggestions from my dissertation committee also served as 
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feedback that allowed me to revamp and/or reframe my questions in a way that made 

them more useful.  

 The methodology of my study involved the concept of triangulation. According to 

Maxwell (1996), triangulation includes “collecting information from a diverse range of 

individuals and settings, using a variety of methods” (p. 93). For this study, thirty 

respondents were utilized for data collection purposes. An assortment of administrative 

staff, faculty members, parents, community members, and recent high school graduates 

were involved in the process. Each participant offered independent viewpoints that 

contained personal experiences relating to the phenomena at hand. Participation was open 

to all school stakeholders, and announcements and continual solicitation of participants 

occurred throughout the twenty-week period. The only individuals who were denied 

participatory access to the study were non-tenured teachers, who were disqualified for 

protective purposes due to the “power nature” of the study. Observations occurred in 

various venues, ranging from school-day meetings, faculty gatherings, parent meetings, 

evening presentations, school board meetings, and extra-curricular events. Document 

analysis included a range as well, since meeting notes, instructional supervision notes, 

memorandums, website messages, newspaper articles, and parent letters were examined. 

 Along with applying the tactic of triangulation, the intent of using each of the 

three methods in the study: 1) participant interviews, 2) field observations, and 3) 

document analysis, was to collect rich, meaningful data. Such data included verbatim 

transcripts of the interviews, which are generally required in interview studies (Maxwell, 

1996). Furthermore, observations included descriptive note taking through the use of a 

field book that outlined specific events and activities that I observed. Hatch’s (2002) 
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suggestion of writing down verbatim conversations, key words/sentences, names, and apt 

phrases helped assist in this process. The twenty-week period served as a prolonged 

period that allowed various types of observations to take place. As Creswell (1998) 

explained, field work requires decisions to be made “about what is salient to the study, 

relevant to the purpose of the study, and of interest for focus” (p. 201). The timeframe 

reserved for the data collection process allowed me to consider what might be pertinent  

to the study and offered a variety of activities and events to explore. Artifacts, in the form 

of documents, served as supplemental data pieces that worked to reinforce interview 

explanations, clarify school stakeholder perceptual concerns, assist in understanding field 

observations, and create new understandings of the study’s phenomena. 

Member checks, which involve the systematic solicitation of feedback about the 

study’s data and conclusions from the people involved in the study (Maxwell, 1996), 

occurred in the form of: 1) transcript analysis, and 2) clarifying explanations of the 

collected data. Each participant in the study was given a copy of the verbatim transcript 

that was produced from the respective interviews. I asked each participant to verify the 

content of the transcript while providing additional narrative, as necessary. Follow-up  

with the participants occurred through face-to-face conversations, email correspondence, 

and telephone calls. This process increased the transparency and accuracy of the data as 

the participants reviewed and clarified their responses. Beyond this, ongoing explanations 

and clarifications occurred with the school principal, as I worked to deeply explore 

organizational expressions, activities, procedures, and events with him. Since a series of 

interviews took place with the school principal, this process was enacted systemically 
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through periodic discussions of specific issues. This process allowed me to clarify and 

increase my understandings.  

During the data analysis period, a case study database was formulated that 

allowed for the development and storage of the study’s data code. As Yin (2003) 

explained,  

with case studies, the distinction between a separate database and the case 
study report has not yet become an institutionalized practice. Too often, 
the case study data are synonymous with the narrative presented in the 
case study report, and a critical reader has no recourse if he or she wants 
to inspect the raw data that led to the case study’s conclusions. The case 
study report may not have presented adequate data, and without a case 
study database, the raw data may not be available for independent 
inspection…every case study project should strive to develop a formal, 
presentable database, so that in principle, other investigators can review 
the evidence directly and not be limited to the written case study reports.  
In this manner, a case study database increases markedly the reliability  
of the entire case study. (p. 101-102) 
 
The study’s code comprised: 1) categories: which included specific labels and a 

definition for each label, 2) a frequency chart: exhibiting how many times the category 

was mentioned by individual participants in the interview process, 3) themes, and 4) 

theoretical constructs. Additionally, original “repeating ideas” and thematic markers, 

concepts, and phrases were saved that exhibited the early stage of thematic development.  

 Quasi-statistics were used in the form of the frequency chart, which not only 

exhibited the magnitude of particular categories that fit the themes, but also accounted for 

discrepant evidence that opposed the thematic findings. As Maxwell (1996) explained, 

Many of the conclusions of qualitative studies have an implicit  
quantitative component. Any claim that a particular phenomenon is 
typical, rare, or prevalent in the setting or population studied is an 
inherently quantitative claim and requires some quantitative  
support. (p. 95) 
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In this way, quasi-statistics enable the researcher “to assess the amount of evidence” that 

is in the data, by using simple numerical results, which bear “on a particular conclusion 

or threat, such as how many discrepant instances exist and from how many different 

sources they were obtained” (Maxwell, 1996, p. 95). As key findings were extracted and 

sorted during the data analysis process, discrepant evidence was also separated, 

categorized, and quantified. The nature of the discrepant evidence allowed it to be 

formatted, categorized and explained in the form of distinct themes, which helped to 

describe the study’s phenomena. In this way, the discrepant evidence augmented the 

study’s conclusions. This process was enhanced as I combed the literary findings that 

related to interpersonal relationships, human motivation, leadership behavior, and 

organizational climate for the purpose of explaining analogous and dissimilar data. This 

is one way that I enacted my final validity check, this being comparison. Maxwell (1996) 

explained this concept, as follows: 

 Single case studies often incorporate implicit comparisons that contribute  
to the interpretability of the case. There may be a literature on typical 
settings of the type studied that make it easier to identify the relevant 
factors in an exceptional case and ascertain their importance. In other 
instances, the participants in the setting studied may themselves have 
experience with other settings or with the same setting at an earlier time, 
and the researcher may be able to draw on this experience to identify the 
crucial factors and the effect that these have. (p. 96) 
 

In this case, comparison was relevant due to the fact many of the participants had other 

school experiences that they alluded to, as they compared their prior experiences with the 

study’s principal and school. Therefore, a compare and contrast feature was inherent to 

the study. 
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Ethical Issues 
 

 Merriam (1998) revealed one particular ethical issue that is inherent to case study 

research, which relates to the researcher’s role: 

 Qualitative case studies are limited, too, by the sensitivity and integrity 
  of the investigator. The researcher is the primary instrument of data 
  collection and analysis. This has its advantages. But training in  

observation and interviewing, though necessary, is not readily available to 
aspiring case study researchers. Nor are there guidelines in constructing 
the final report, and only recently have there been discussions about how 
to analyze the data collected. The investigator is left to rely on his or her 
own instincts and abilities throughout most of this research effort. (p. 42) 

 
In order to alleviate these concerns, I engaged in formal and informal training and 

practice in qualitative methods before embarking on this study. Formal training in 

qualitative case study design, interviewing techniques, and data collection procedures 

occurred in my coursework at two institutions, these being Saint Joseph’s University and 

Temple University. Furthermore, I previously completed a qualitative case study at Saint 

Joseph’s University, which allowed me to initiate case study design and interviewing 

techniques before engaging in this study. Additionally, I completed pilot interviews with 

colleagues, parents, and students, which alerted me to problems with my questions and 

allowed me to reflect upon my interviewing techniques. My dissertation committee 

provided guidance in my research design and offered additional feedback regarding my 

interview protocols. My resolve in consulting numerous references, relating to qualitative 

design and study, resulted in a thorough, progressive advancement and understanding of 

my study’s procedures and the qualifications needed for producing a valid research study. 

Beyond this, my original reflections on what qualitative research is, along with an 

analysis of my own views, ambitions, and abilities, allowed me to determine my 
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capability in completing this type of research project. This step was especially important 

since I possess an inclination for and belief in humanistic leadership practice, and I 

needed to consider my own biases before making the decision to engage in this process.  

As Merriam (1998) explained, data collection and analysis for qualitative study must be 

“filtered through” the researcher’s “particular theoretical position and biases” (p. 216). 

Through self-analysis activity and a developed understanding of my personal abilities, 

motivations, curiosities, and aims, I concluded that my involvement as researcher for this 

study would lead to an authentic search for truth and an ethically sound, valid end 

product.  

 Along with my personal concerns, other ethical issues are inherent to this study’s 

design. Firstly, due to the affective nature of this study, potential psychological 

ramifications of the interview process did exist. Specific measures were taken to combat 

this concern. Initially, an accurate description of the study was forwarded to all potential 

research sites and participants in order to allow for an accurate understanding of the 

study’s focus. Follow-up discussions occurred with school officials at the selected site, 

including the primary participant (i.e. school principal) in order to guarantee an 

understanding of the study’s parameters. At the case site, all interviews were voluntary in 

nature and consisted of informed consent procedures, which detailed the focus and intent 

of the study. Additionally, an “announcement of the study” was provided to assist in 

explaining the study’s scope and purpose. Since the study naturally contained a power 

issue, which involved the principal and his subordinates, I stressed to each participant 

that confidentiality would be maintained and identifying data would not be shared in the 

final report. Each interview was conducted anonymously and all obtained information 
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remained confidential. An opt-out function was put in place for the duration of the 

inquiry in order to allow participants the opportunity to disengage from the study at any 

time, and I repeatedly reminded each participant of this option through emails, 

conversation, and correspondence. Data was secured by me and stored away from the 

institution under investigation. Initially, I coded the study’s participants with individual 

numbers, which meant they could be identified only by me. For example, the pattern of 

“Recent Graduate 1”, “Recent Graduate 2”, “Recent Graduate 3”, and so forth was used 

for the audio recordings and on the verbatim transcriptions. For the final report, 

pseudonyms were created for the school district, the study’s primary participant (i.e. the 

school principal), and each school stakeholder respondent.  

The Study’s Relation to Theory and Literature 
 

 This study explored the phenomenon of emotion as it interacts with the 

organizational environment, specifically, the secondary school institution. As previously 

revealed, significant research relating to this subject area has been produced in recent 

years. This research practice has manufactured various concepts, models, and theories 

that relate to emotion, interpersonal interactions, and leadership behavior. However, 

many of the generated concepts have not been fully explored, especially from a 

qualitative arrangement. Furthermore, research pertaining specifically to emotion in the 

educational institution is limited.   

 As discussed in the literature review, the vast majority of completed research in 

the recently emerged field of emotional intelligence is quantitatively based. Since many 

of these studies have employed single-focused measurement instruments, this study is 

atypical in its concentration on both the dyadic and group nature of interpersonal 
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interactions within the school organization. To further explain, whereas many 

quantitative studies have focused on the behavioral and/or perceptual formations from 

either the leader’s or subordinate’s perspective, this study sought to illuminate both the 

intentions of the school leader in fulfilling his leadership philosophy and the perceptions 

of the institution’s stakeholders as they relate to the reception of the principal’s 

leadership behavior. 

 The literature review that was conducted for this study revealed that emotion has 

a significant influence on human behavior and organizational conduct. The literature has 

shown that within organizations, the influence of emotion exists at the individual and 

group levels. The literature review has highlighted the fact that emotion, as a construct, 

needs to be considered from multiple perspectives pertaining to the physiological, social, 

ethical, psychological, and spiritual domains. This study worked to accentuate the 

multiplicity of the construct of emotion by exploring the intentions, behaviors, and 

outcomes that coincide with the experiences of the leader and subordinates in 

organizational life. It is argued that in order to fully comprehend and analyze the 

affective domain, it is necessary to study the topic in this manner. The study’s 

methodology reflects this argument, with the interview protocols being “consilience-

based”, in that they pulled from the various realms of human experience (i.e. 

physiological, social, ethical, psychological, and spiritual). Due to the chosen 

methodology, this study is unique in its purpose and design and, therefore, not only fills a 

void in the research literature, but also offers an alternative framework for studying 

emotion, ethical leadership, and organizational outcomes. 
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The design of this study was meant to produce an enhanced understanding of the 

type and degree of male school principal affective leadership behavior. Also, the study 

allowed for understanding the impact that such behavior has on the organization. Within 

this examination, the intentionality of leader behavior was compared with actual practice, 

along with the perceptual formations of subordinates. Furthermore, this study sought to 

investigate the pitfalls involved with fulfilling a benevolent leadership philosophy within 

a naturally turbulent organization. This form of inquiry may allow school administrators 

and other managerial types to become aware of the potential divide between intended 

leadership practice, actual conduct, and the perceptions of followers in comparison to 

those of the leader.  

In this investigation, experiences relating to the constructs of leadership style and 

organizational climate were funneled through Goleman’s, Boyatzis’, and McKee’s primal 

leadership theory. The intent was to: 1) discover the style(s) of leadership that are most 

regularly employed by the principal, and 2) determine if the principal’s behavior had any 

impact on the organization’s climate. Here, it is important to remember that 

organizational climate, as framed by various theorists, is a perceptual issue (Reichers & 

Schneider, 1990; Stringer, 2002; Tagiuri & Litwin, 1968). Therefore, stakeholder 

perceptions held monumental value in studying the phenomena associated with this 

investigation. 

Gross’ (1998, 2004, 2006) turbulence theory held great value in this examination 

since the school organization, at times, contains a highly chaotic, disorganized 

environment. I believe it is necessary to explore leadership philosophy and practice in 

actual settings where such turbulence occurs. Such effort may shed light on the male 
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school leader’s ability to simultaneously handle disruption and multiple issues while 

staying true to a particular leadership philosophy. In short, the intent of this study’s 

exploration of a male school principal’s affective leadership behavior was to enlighten 

readers about the characteristics and difficulties involved with such practice, the degree 

to which it is utilized, and the ramifications that it may have on organizational climate 

and performance. 

Summary 
 

 Research has demonstrated that emotion in organizational life plays a vital role 

not only in creating the climate and health of the organization, but also in impacting 

organizational outcomes (Fineman, 1993). Due to the significance of emotion in 

organizational behavior, this construct deserves further research consideration. From a 

practical standpoint, in order to experience success, leaders need to understand the 

ramifications of emotional happenings in their organizations and how their own behavior 

lends to the socially constructed atmosphere of the institution. This research study  

concentrated on one particular phenomenon associated with organizational behavior, this 

being, affective leadership practice. Through the illumination of this form of leadership 

behavior, and the implications associated with it, a better understanding of the effects of 

organizational interplay between leaders and school stakeholders may be constructed. 

 This case study employed the concept of triangulation, as participant interviews, 

field observations, and document analysis procedures were intertwined to accurately 

depict the organization. During data collection, the gathered information was categorized 

and themes were developed. The end product, exposed in chapters Four and Five of this 

work, reveal the narrative, themes, and theoretical constructs that were generated through 
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the study’s context. Chapter Four specifically reveals the findings of the study, organized 

across the four research questions that guided the research. Chapter Five provides a 

discussion of the study’s findings, reveals and discusses the study’s discrepant evidence, 

relates the findings to the theoretical frameworks used for the study, offers two novel 

theoretical constructs, and provides conclusions that were developed in response to the 

findings. Chapter Five concludes with recommendations for leadership preparation and 

practice, and provides suggestions for future research. 
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CHAPTER 4 

 
FINDINGS  

 
 The purpose of this single site case study was to examine the authenticity of a 

male school principal’s care-based leadership philosophy by investigating the lived 

experiences of those involved with the school organization. Initially, a description of the 

philosophy of the school principal was acquired through a seventy-five minute semi-

structured interview. Then, the leader’s actual behaviors were examined through 

researcher observation, document analysis, five forty-five minute follow-up interviews 

that investigated how the principal handled turbulent school conditions, and one seventy-

five minute exit interview. Additionally, school stakeholder perceptions of the principal 

and the school organization were gathered through a semi-structured interview format. 

For this purpose, a total of thirty administrators, faculty members, parents, community 

members, and recent high school graduates were selected for participation. Interviews 

ranged from approximately forty-five minutes to seventy-five minutes. The interview 

length was dependent upon the depth and focus of the interviewee’s responses. A twenty-

week timeframe was reserved (beginning in early October, 2011 and concluding at the 

end of February, 2012) for investigating the study’s phenomena. The methodology 

selected for this study aimed to answer the following four questions: 

R1: Do the concepts of “caring”, “power”, and “connectedness” manifest  
      in the male school principal’s leadership philosophy? If so, how? 
 
R2: Does the male school principal transfer the intent of affective leadership  
      behavior into actual professional decisions and actions? If so, how? 
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R3: Do the male school principal’s emotional engagements with teachers  

        and other stakeholders change as organizational turbulence levels increase? If 
     so, how? What allows or disallows the male school principal to successfully 
     manage, direct, and/or express emotion during times of heightened turbulence?     
 

 R4: Does the male school principal’s affective leadership behavior impact the 
     school’s climate? If so, how? 
 

 In case study research, the investigation’s “context” is significant since the 

examination takes place in the natural setting (Hatch, 2002; Merriam, 1998; Yin, 2003). 

Therefore, this chapter begins with a description of the chosen site. Characteristics of the 

school district relating to the geographical location, history, stakeholder demographics, 

organizational structure, school performance, and the principal’s background are 

revealed. This chapter then turns to a disclosure of the study’s findings, which are largely 

based on the perceptions of the school’s stakeholders. These findings, organized across 

the study’s four research questions, are exposed according to distinct themes that were 

derived through data analysis. As Bloomberg and Volpe (2008) explained, this is a 

“conventional and commonly used way of presenting qualitative findings” (p. 108). 

 The aim of the findings section is to provide an opportunity for the reader to 

understand the realities associated with the school organization, according to the  

perceptions of the school leader, the perceptions of the school’s stakeholders, and my  

own observations and analyses. The emphasis of this section is placed on the responses of 

the participants, with descriptive quotations taken from interview transcripts. The intent 

is to present a clear and rich depiction that captures the essence of the school principal 

and school organization in question. In order to protect the identity of the school principal 

and each participant, and also the school institution, pseudonyms have been applied in all 
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cases. This procedure also serves the purpose of creating flow to the narrative that may 

not be possible with the use of the study’s coding system (i.e. “Recent Graduate 1”, 

“Recent Graduate 2”, “Recent Graduate 3”, etc.). In order to enhance understanding, data 

collected from school observations and document analyses are interwoven with 

participant accounts. Furthermore, diagrams are used in certain instances since they may 

be helpful in summarizing the data for the reader (Wolcott, 2001).  

The Setting: 
Crescent Woods School District 

 
 The Crescent Woods School District (CWSD) consists of approximately fifty 

square miles and is nestled in a semi-rural area that is just less than thirty miles from a 

major metropolitan area in southeastern Pennsylvania. Historically, the district featured 

many rural sections and vast farmlands. However, the district has evolved into a 

residential community with a growing professional population. Due to its growth and 

location, urban, suburban, and rural resources are available to the district. Two boroughs 

form the crux of the district, with multiple rural and semi-rural townships rounding out its 

form.  

 According to a recent census, the total population of the school district is 

approximately 43,000, with the school district containing approximately 6,600 students. 

The ethnic background of the twin boroughs’ residents consists of approximately 81% 

white, 11% Hispanic or Latino, 5% Asian, 2% African-American, less than 1% Native 

American, and 1% of two or more races. In the last ten years, the Hispanic and African-

American populations have more than tripled, but remain small factions of the overall 

population. Less than five percent of the population lives below the poverty line. More 
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than 80% of the residents hold a high school degree, with approximately 20% holding a 

bachelor’s degree, and close to 7% holding a graduate or professional degree. Mean real 

estate property values are $65,000 over the average for the state of Pennsylvania and 

mean household incomes are roughly $7,000 above the state’s average mark. The mixture 

of a professional and blue-collar workforce can be seen through a 2005-2009 economic 

report, which revealed the area’s common industries of: manufacturing (22%), retail trade 

(16%), construction (11%), wholesale trade (7%), finance and insurance (7%), 

educational services, (6%), and healthcare/social assistance (6%), along with the common 

occupations of sales workers, truck drivers, electrical equipment mechanics, operations 

and production supervisors, metal and plastic workers, and buildings/grounds cleaning 

and maintenance crews. Beyond the population’s ethnic and economic indicators, the 

school district is marked by the historical influence of conservative religious groups. The 

continued impact of these groups can be observed through the well-developed private 

religious schools that reside in the area (‘City-Data’, 2012; ‘ePodunk’, 2007). 

Crescent Woods High School 
 

 In 2009, the Crescent Woods School District completed the construction of a new 

high school that consists of grades nine through twelve. Two middle schools, housing 

grades sixth through eighth, and seven K-5 elementary schools feed into the high school, 

which consists of more than 2,000 students and 150 educational staff and faculty 

members. With the new building came a change in location, as the school was moved 

from the primary borough’s downtown area to a 100+ acre site outside the borough’s 

limits, in a semi-rural setting. 
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 Massive in size with nearly 450,000 square feet, Crescent Woods High School 

includes a “grand concourse”, two three-story wings of nearly eighty regular education 

classrooms, an integrated arts/music/technology wing, twenty-two science labs, twenty-

three specialty area classrooms, a TV studio/video editing lab, a spacious library, 

fourteen computer labs, and a sophisticated, multi-media enhanced auditorium with 

balcony seating. Gymnasium space includes a main gym with 2300 seats, an auxiliary 

gym with nearly 200 seats, a wrestling room, strength training room, and a natatorium 

consisting of ten lanes, two diving boards and nearly 200 seats. Exterior field space 

includes a 4000 seat multi-purpose stadium with artificial turf and a synthetic rubber 

running track, seven multi-purpose fields, three softball fields, and six tennis courts. 

 Being three years old, the school is the gemstone of the school district’s vision, 

which was laid out in 2002. At that time, the district had developed a strategic plan, and 

subsequently, concentrated on improving its facilities, educational programs, and rates of 

student achievement. Along with the construction of the state-of-the-art high school, at a 

cost of more than $120 million, came a number of new senior high school programs. The 

school now prides itself in offering and/or providing: elective programs in multi-media 

and music technology, a satellite weather tracking system; an environmental 

demonstration house; wireless based technology education programs; a Palm Pilot 

handheld program; a 3-tiered differentiated high school diploma system; career path 

academic programs; an educational internship program; student-run cable television 

shows; mobile laptop computing; advanced school theater productions; portfolio 

assessments for all major subject areas; senior portfolios; and required graduation 

projects. 
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  A number of recent student achievement accolades have rounded out Crescent 

Wood High School’s drastic educational makeover. U.S. News & World Report ranked 

the school in the top 3% of all Pennsylvania High Schools. This distinction was based on 

Crescent Wood’s math and reading proficiency rates on state tests, the standardized test 

scores of the school’s least advantaged students, and the school’s “college-readiness” 

performance, which was determined by the degree of Advanced Placement (AP) 

participation and performance. As of 2012, the “Great Schools” website lists Crescent 

Woods as “among the few public high schools in Pennsylvania to receive a distinguished 

GreatSchools rating of ten out of ten” (‘GreatSchools’, 2012). Also, CWSD won the 2011 

AP District of the Year Award, which highlighted the district as one of 388 United States 

public school districts that simultaneously achieved increases in access to AP courses for 

a broader number of students and also maintained or improved the rate at which their AP 

students earned scores of three or higher on an AP exam. Recent individual student and 

student group awards have also been received in the form of: a national scholastic art  

award, numerous national merit scholarships, a collection of all-state musician awards, 

national awards attained by the school’s newspaper and yearbook publications, and a 

plethora of student-athlete awards at the regional and state levels.  

 Crescent Wood’s emphasis on all academic tracks, including: college preparatory, 

business, and technical/trade programs, allow each student to pursue his or her individual 

interests. Furthermore, Crescent Wood’s recent implementation of a career path program 

allows students to choose from four distinct programs of study: Health & Human 

Services, Arts & Humanities, Industrial & Engineering Technologies, and Business & 

Communication Technologies. Additionally, the newly adopted 3-tiered diploma system 
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allows Crescent Woods students to pursue more rigorous and relevant course work, while 

earning additional credits and satisfying requirements for the school’s diplomas of 

distinction. Student payoff of the rigorous academic workload is evident in the fact that 

the vast majority of graduating seniors from CWHS pursue post-secondary education, 

military training, or technical/trade careers. Recently, a number of CWHS graduates have 

attended highly regarded four-year post-secondary institutions, including: West Point, the 

United States Naval Academy, University of St. Andrews (Scotland), The Citadel, 

American University, Johns Hopkins University, Hunter College, Case Western Reserve, 

Kenyon College, Occidental College, and Wellesley College. 

Dr. Victor T. Anthony: High School Principal 
 

 Dr. Victor T. Anthony, aged in his early forties, presents himself as an articulate, 

immaculately dressed, and well-groomed Caucasian man who served as principal at 

Crescent Woods High School for a little more than eight years. Prior to this appointment, 

he held the principal position at one of the district’s Junior High Schools for a three and 

one-half year period. His initial educational training included a social studies teaching 

certification and undergraduate degree, obtained from a major, nationally recognized 

higher education institution in Pennsylvania. His preliminary credentials led to a three-

year teaching stint and a two-year teaching stint at two different high schools in a 

neighboring county to Crescent Woods. Along with his teaching assignments, he served 

as an assistant middle school principal for two years at one of these two school districts 

before coming to CWSD. 

 Dr. Anthony recently completed his doctoral degree in education from a 

prestigious four-year institution in eastern Pennsylvania. Currently, along with his 
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principal position, he holds the position of adjunct professor at the same university. 

However, his higher education teaching workload is purposely kept to a minimum so he 

can focus his energies on the interests, needs, and events at CWHS.   

 Dr. Anthony is married with two young children and spends the majority of his 

free time with his family, at his home in a town that rests just outside the school district. 

Recreationally, he enjoys jogging and has engaged in various marathon races. Beyond 

this, he has few interests with the exception of a handful of close friendships and a 

passion for his lifelong favorite college football team. Along with his higher education 

teaching duties, he spends his free time reading school leadership and business 

management literature. 

 To many, Dr. Anthony is known as “Vic.” His professional relationships are built 

on respect, but contain key individual elements that allow others to know him on a 

personal level. Due to his lengthy tenure at CWHS, Vic has led the school before, during, 

and after its educational transformation. Throughout the past eight years, he has been 

devoted to leading the school to previously unattained heights. Vic endeavors to commit 

to any program, technology, or initiative that holds the potential in improving the high 

school.  

 Vic remains a “20th Century Principal” in the sense that communications with 

staff and other school stakeholders are done face-to-face when possible. Technology is 

used out of necessity, rather than serving as the chosen method of interaction. 

Instructional supervision and personal coaching are main tenets of Vic’s school 

leadership duties and philosophy, as he constantly works to provide feedback while 

reinforcing school standards and expectations. In short, Vic is a highly energetic, 
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ambitious “people person” who strives for personal engagements, school improvement, 

and high achievement. 

  Research Concern #1: 
The School Principal’s Leadership Philosophy 

 
 According to the stakeholder participants in this study, Dr. Anthony is known for 

his unique assortment of ties, “quirky” behaviors, and a charismatic personality. In these 

ways, Dr. Anthony serves as a distinguishable leader for Crescent Woods High School. 

Regarding his aptitude for school leadership, Dr. Anthony himself believes he is well 

suited for the position of high school principal.  

 As reported by Dr. Anthony, through time and experience, his leadership role at 

Crescent Woods has changed from an agent for modeling and micromanaging behavior to 

a systems delegator: 

 When I was early in my career, just because nobody knew me anywhere,  
 I was much more of a micromanager, because again, people didn’t know  
 me, and the way to make sure it was done the way I wanted it was to  
 work with people, but essentially, also, to do it myself. I know that sounds  
 like a paradox, but it was to be involved with every little thing that went  
 on in the school. And, I did that whether it was in the middle school or  
 this big high school. And, change and positive growth is really slow in  
 that stage, because you are involved with everything. And now that I  
 think there is some trust and knowledge, and I think people are on the  
 same page, a lot more happens much more quickly and much more  
 positively because I don’t need to be there all the time. 
 
 While Dr. Anthony’s leadership style has changed over the years, the intent of his 

leadership practice has remained steady. Dr. Anthony is confident in his ability to handle 

the management responsibilities of his job, but leadership activity that allows him to 

engage with people is what is most motivating to him. To Dr. Anthony, every interaction 

matters and it’s the impact he has on people that drives him in his current position: 
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 I feel like I’m making a difference every day and influencing. That’s  
 why I’m a principal. I can’t imagine not being a principal in education. 
 I can’t imagine doing any other job. I could never imagine being a district  

office administrator. To make an impact on people in all ways, I mean, I  
do believe every interaction I have with a teacher is going to impact how  
they teach, or treat a kid, or a colleague.   

 
As a result of Dr. Anthony’s motivations and belief system, the ethic of care is inherent to 

his leadership philosophy. Figure 1 exhibits how this ethic manifests across three distinct 

domains and provides the foundation for his leadership practice. 

 

    Figure 1.  The Care-Based Leadership Philosophy of Dr. Victor T. Anthony 
           

 
Dyadic Engagements 

 
 Dr. Anthony believes there is special value in building personal, trusting 

relationships with his colleagues and subordinates. At the base of such relationships lies 

the “Golden Rule”, which, to Dr. Anthony, serves as the essence of the ethic of care: “To 
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me, it [the ethic of care] means first and foremost, treat others like you would like to be 

treated. Golden Rule.” As a result, Dr. Anthony respects the privacy of others in 

conversation, when communicating support, criticisms, and/or expectations. In turn, he 

believes the connections he has built with school stakeholders are positive and 

appropriate. And, he has kept “authenticity” at the root of these relationships and the 

private encounters that go with them: “Everything I’ve done is face-to-face, eyeball-to-

eyeball. See me spit. Hear me curse. That’s who I am. And, you can’t do that by email.” 

 Sometimes, in his private encounters, he must set and/or reset certain expectations 

that are focused on what he sees as organizational essentials, the things that are 

mandatory for the school’s culture:  

 Only one time in my career have I ever had to try to counsel someone due  
 to difficulties in teaching, like the actual art of teaching. Like, the person 
 tried, colleagues loved the person, kids liked the person, perhaps the  
 person was too easy. That’s only once, an inability to instruct and help  

students better understand the concepts, where that was the issue. Any 
other times when there have been difficulties, its been the relationship 
piece, the personality type piece. 

 
 So, for Dr. Anthony, providing school leadership is not only about improving the 

instruction and learning process. The environmental expectations go further, to the 

personal and interpersonal realms, as to how the professional staff thinks of and interacts 

with students, parents, and each other. As Dr. Anthony explained, “caring” is a requisite 

for the educators in his school:  

 I want every teacher to be like our best teacher. An inevitably, that’s the  
 person who cares the most about kids and communicates that and cares 

about his or her colleagues and I really don’t want anybody else different 
from that. And, that’s tough depending upon certifications to find that  
sometimes.But darn it, in a Social Studies teacher, English teacher, 
Physical Education teacher, whether the people out there are plentiful, I 
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can’t accept any less. And I’ve seen the results of it. You have great 
teachers, you’ll have a great school. 

 
 With this foundational expectation comes the associated dyadic encounter: “I take 

every opportunity to celebrate other peoples’ accomplishments in personal notes given to 

them after I’ve walked through their classroom or after they’ve done something well. If 

there is any kind of constructive criticism, its very private.” Furthermore, with criticism, 

comes support and understanding: 

 By being behind people, part of it is supporting them when they’ve made  
 mistakes and that they know only through my actions that they are not  

going to get their nose chopped off or their arm chopped off because they 
have done something wrong. It is showing some empathy toward people. 
It might be me saying I made the same mistake before. Like, I get it, just  

 don’t let it happen again. But, empathy is the key piece, knowing where  
 they are, the difficulty of their job, where they are coming from, and  
 supporting them when the chips are down. So, I take those opportunities to  
 teach, to give a second chance. 

 
Authority: Powered by Care 

 
 The key philosophical elements that surface during Dr. Anthony’s dyadic 

engagements suggest that the domains of authority and care operate as congruent parts of 

his leadership framework. In his work, Dr. Anthony strives to be a facilitator of 

subordinate growth and development. From his early years, he realized the importance of 

setting the stage in allowing this to happen. Through time, he has re-set this stage, going 

from “micromanager” to “bridge builder.” As he explained,  

 The more that people know you are behind them, and, in front of them,  
 when need be to lead them, the more they are willing to work with you 

toward a common cause. But, its mainly about working with people and 
empowering others. And, it’s a lot of hard work up front, when you’re  
building trust, which is the first piece, getting to know each other and  
building trust. And, once that’s done, you can really work with each  
other well, and much more efficiently, and you can also distribute that  
leadership much more. 
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Dr. Anthony believes risk-taking is an essential element of the teacher growth 

process, and is something that he tries to nurture within the organization. As he stated,  “I 

support them to take risks, and appreciate when they make mistakes.” Along with being 

“thankful and supportive” of those willing to take risks, Dr. Anthony frames criticism as 

a necessary and positive element that is blended into the leadership process: “If people 

are making mistakes and I have reason to criticize, it means people are taking risks which 

is most important. If people aren’t taking risks, you are just going to be stagnant.” 

 The support and understanding shown by Dr. Anthony is meant to cultivate a 

certain organizational culture, which filters down from the broad, school-wide 

administrative level to individual classrooms. As Dr. Anthony discussed, “I’m very 

cultural. It’s all about culture. It’s all about, you know, setting. Having a climate for 

success and safety and trust. That takes a long time to build.”  

 Empowerment is essential to Dr. Anthony’s leadership work, which he explained: 

“I’ve always been inclusive, but it’s the level at which I’m directly involved with the 

situation that has changed, and the less directly that I’m involved the more empowered 

people are.” As a unit, the concepts of: 1) seeing the vision through, 2) risk-taking,  

3) interpersonal engagements, and 4) empowerment are interjected into Dr. Anthony’s 

principal role, which leads to the development of the school. He described his personal 

notion of the principal function and leadership task behavior in the following way: 

 To guide people, to keep people on track toward our vision. And, I’m ok  
 with a lot of ambiguity. But, to set the vision, to get people to take risks  
 and play around until we get it right. And, my feeling is that we are on the  
 right track, regardless of how we do it, as long as we are moving in the  
 right direction. I mean, we may be moving slow, but good things are going  
 to happen. We’ve modeled and focused on good relationships and student  
 engagement. We certainly have focused on the art of teaching and building  
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 relationships with kids much more than on testing and programming and  
 I’m proud of that.  
 
 I think my job is to inspire others to think, take their feedback, and then  
 have them work on it and get back to me with decisions that need to be  

made and ultimately I end up being the communicator and take 
responsibility for decisions. And, maybe the communicator with the press 
or the board, or whatever, but, really, the research, the trial, the error, the 
behind the scenes meetings, I’m not usually involved in them. I’m 
confident in the people who do those things, whether they are teacher 
leaders or assistant principals. I need to be educated and I need to know 
what’s going on in the building, and I do, to be conversant in it, but I 
guide people toward solving problems themselves, and coming to me with 
questions, and telling me what they want to do.   

 
These thoughts coincide with how Dr. Anthony views “power” and “teamwork” within 

the school organization: 

 Power can only come from teamwork. If there’s not teamwork, there can 
 be no vision or goal. And, that is the most challenging part of being a high  
 school principal. Because, you know, the nature of these two museums,  
 which we have, or are called high school education, which is very similar 

to what it was in 1897, teachers are placed in isolated rooms to teach their 
subjects in a way that can be done largely independent of what anybody 
else is doing in the building as long as they are doing the job well. And  
then, you can never be steering toward a common vision, and it is hard to 
convince a phys. ed. teacher and social studies teacher that there is  
some common interest that they have to work on and that I need them  
to work on. 

 
 Therefore, Dr. Anthony makes an effort to tear down the self-imposed barriers of 

academic departments in order to build the organization through the power of teamwork 

while making “people feel like they are a team, and not just in the department, but as a 

school, also.”  

 In the process, Dr. Anthony attempts to stay away from what he considers 

“heavy-handed power”, the unilateral decisions that go against the wishes of the team:  
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 Heavy-handed power to me would be, like, teachers, and a good portion,  
 wanting to do something and me saying we are not doing that. That’s not 
 in line with who I am or where we are going to go. I haven’t done it in a 
  while. I haven’t made a unilateral decision in awhile.  
 

Instead, the faculty is relied upon to develop new directions and ideas for the 

school. According to Dr. Anthony, faculty members are invited into the school’s planning 

and development process. As he stated, “We involve people, strategically, in meaningful 

committees to do all kinds of things.”  

 However, Dr. Anthony’s goal of staying away from  “unilateral decisions” does 

not involve subordinate personnel problems or the associated private discussions. As he  

clarified, that aspect is about “doing what’s fair and appropriate in a personnel situation. I 

don’t view that as heavy-handed power. I view that as doing my job.” 

 One final element of Dr. Anthony’s leadership philosophy, as it relates to 

“authority and care”, includes the mantra of “leading with the best in mind.” As he 

explained,  

 Regardless of how disrespectfully someone may treat you in a faculty 
  meeting by asking a question disrespectfully, or trying to undercut, that 
  doesn’t really happen here by the way, it just doesn’t. But, leading with 
  the best in mind, comes back to regardless of how someone is treating  
 you, always treat that person as you would treat the best person, the best  
 kid in your class, if you will, because the best are always watching,  
 whether you are dealing with them, and, its never positive to undress  
 someone in public. But, lead with the best in mind is one [leadership tenet]  
 that has always stuck with me.  
 
 Quite possibly, this element most aptly illuminates the considerations and 

calculations that are a part of Dr. Anthony’s leadership philosophy, which has been 

developed through years of study and reflection. As he explained: 

I mean, that to me, is what I learned in Leadership 101. I mean, when I 
read books, like, I read a zillion on that topic of leading and managing, 



 
 

                                                                                                                                 126                                                             
                                                                                                                                                                                                                                        
      
  

going back to the 7 Habits of Highly Effective People being probably 
the first book I read in that regard. It all talks about people being 
empowered and involved with their decisions and I know how it is  
when I’m involved. I just have happened to have always been in  
positions when I am involved just by the nature of my position. But it  
really goes back to Leadership 101. I learned it first from a textbook.  
That’s the first time that those ideas came to my mind. To be honest, 
its not my own innate knowledge. 

 
Cultivated Connections 

 
 The progressive adaptation of Dr. Anthony’s intended leadership style coincides 

with his attitude about leadership in general, which he succinctly stated: “Leadership 

ultimately is about working with others, not doing to them.”  However, it needs to be 

understood that in Dr. Anthony’s school, such work is centered on high expectations and 

the best interests of students, which stand as the pillars for the school’s culture. 

According to Dr. Anthony: 

 The expectation is, the words they will hear me say is, high expectations,  
high support to meet the expectations. The thought that all kids can aim to  
meet the expectations. They won’t all be able to meet it. But, a failure is  
your failure, too. Just like a loss is a coach’s loss, too. I use the athletic 
example as much as possible. A bell curve means you don’t matter, from 
my perspective. If a teacher is going to say it’s a bell curve, well the bell 
curve happens when there is no intervention. The bell curve happens by 
natural occurrence. So, if you are going to accept the bell curve, that says 
your teaching doesn’t matter. The bell curve happens in crops before there 
is fertilizer. So, that’s the kind of language I use. A coach doesn’t accept 
that we’re just going to stink because we don’t have any big guys, you 
name the sport. The coach manages and coaches up the players in other 
ways to make do. I expect teachers to do the same thing and the very best 
do that.  
 
I expect the teacher to be ever encouraging. I expect the teacher to be 
looking for kids to be doing things right. I think the teacher needs to know, 
just like a coach, for what kids positive reinforcement works and negative  
reinforcement never works because it will defeat that kid. And other kids  
need more of a reality strike, you know, this just wasn’t very good work 
this time. I look for teachers to know that just like a coach would. 
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Preparing our kids, helping our kids find their interests and skills, honing  
them and preparing them for their future. I mean, it’s cliché, but that’s 
what it is. The best thing we can do is help kids figure out where their 
talents lie and then get them to take risks and give them a chance to screw 
up, or fail, when the supportive environment is here. Each level you go, 
the level of support pulls back a little bit. I mean, I think you’ve got a ton 
of support to mess up. You know, when you read the word out loud 
incorrectly like your kids do in elementary school, to the middle school 
team, to the high school where it’s more independence, to college where 
you can fail out pretty easily, I think. So, our job K-12 is, while in the 
supportive environment, get kids to take risks. When they fail, help them 
reflect and see how to do it better next time. I’m all about mistakes if you 
can’t tell. 

 
Dr. Anthony’s concentration on mistakes, risk-taking, and improvement 

ultimately leads to celebrations of success. As he explained, such celebrations are an 

integral part of his leadership effort: “I celebrate very publicly people’s accomplishments, 

whether it be a faculty meeting, or a department leader’s meeting, or even more publicly 

in the newspaper.”  However, “working with people” also requires working through 

disharmony, as Dr. Anthony clarified: 

Other meetings, we end up yelling at each other in trying to solve a  
problem. Its ok for people to point out to me, when I have a dumb  
idea and I’m proud of that, or someone to say Vic, that’s not going to  
work, and for me to say, yes it will, you just try it please. We are able to  
do that as a team here. 
 
Furthermore, the team-centered approach requires Dr. Anthony’s followers to 

understand where he is coming from. As he explained, this process of understanding 

began at the onset of his tenure at CWHS: 

When you take over a leadership position, you need to live in a fishbowl, 
and you need to let people in on your decisions, as many as possible, and 
take a lot of time and especially when you are making decisions which are 
controversial or upsetting, especially personnel decisions and disciplinary 
decisions for kids. You let people in on your decisions and even if they  
don’t like your decision, they trust that it was well-intentioned. So, its 
just a lot of time, and a lot of talk.   
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Additionally, Dr. Anthony realizes that the team philosophy requires the right mix 

of thinkers whose combined effort will ultimately transcend the ideas and personality of 

the primary school leader. As he explained: 

 I have to recognize that some people are more independent, complex,  
abstract, big picture thinkers than others. I haven’t surrounded myself  
with all of those kind of people, and that’s pretty good. I think like that 
almost all the time. That’s not good. At least one of my assistants is a real 
‘concrete, sequential’, to a fault. But, I think I’m able, through my  
leadership style, to allow that to add value to our team. It is all about a  
mix, and I’ve thought that through pretty carefully. 
 
Developing a multi-faceted team also helps Dr. Anthony set his own thinking 

straight. He professes to be at ease with this process and “comfortable working in 

ambiguity.” Furthermore, he declares that he is “ok with being wrong and being proven 

wrong.”   

The Big Picture 

 
 To conclude, Dr. Anthony’s philosophical foundation for school leadership 

consists of three key domains: 1) dyadic engagements, 2) providing care through 

authoritative activity, and 3) developing organizational connections. The associated 

philosophical tenets include: working toward a common vision, risk-taking, overcoming 

mistakes, empathy, support, coaching, empowerment, communicating expectations, 

celebrations, and teamwork. By categorizing Dr. Anthony’s thoughts and seeing how 

each component fits into his overall leadership philosophy, one can envision a leader who 

endeavors to create an “educational incubator” through a balance of power and care. In 

turn, this mechanism, generated from human capital, is aimed at producing gradual and 

constant school improvement.  
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Research Concern #2: 
School Leadership Practice: Transferring Affective “Intent” into “Action” 

 
 Crescent Woods High School greets the visitor with an oversized main concourse, 

massive walls, and high ceilings. For non-students, a security guard is on-hand for the 

“check in” process, which includes copying the visitor’s driver’s license, providing a 

nametag, and giving directions. The type and degree of security is one of many changes 

that transpired three years ago with the opening of the new $120 million building. While 

the complex is known for its numerous high-class amenities, certain stakeholders instead 

choose to comment on the so-called “twenty-seven shades of grey” that adorn the walls. 

The building may be more than complete with its three floors of classrooms, multiple  

gymnasiums, high-tech labs, first-rate auditorium, and an impressive integrated arts wing, 

but, according to some, its charm fails to live up to its predecessor.  

 The main office area’s tidy and clutter-free appearance mimics that of the 

remainder of the building. The office section, which is visible upon entering the main 

doors, includes a large secretarial area that fronts a conference room, which, in turn, leads 

directly to Dr. Anthony’s office. A short corridor provides an alternative path to Dr. 

Anthony’s office, which allows easy access for visitors. Upon entering the principal’s 

office, it takes only a few moments to recognize Dr. Anthony’s interests. His office is 

furnished with a small, round conference table in the middle of the room and a computer 

on a large personal desk near the far wall. The room also includes a wide bookshelf on 

the left that holds an assortment of well-known leadership books, with such names as 

Covey, Whitaker, Fullan, and Collins printed on the spines. A tall, narrow bookshelf sits 

on the right, which displays Dr. Anthony’s personal artifacts, consisting of pictures of his 
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wife and two children, marathon plaques, and Notre Dame football memorabilia. The 

walls and windowsill behind his desk hold the same, which make it apparent that only a 

select few things appeal to Dr. Anthony. With the exceptions of teaching and studying 

leadership theory, running on asphalt, spending time with his family, and cheering for the 

Blue & Gold on brisk autumn afternoons, there is little else that comes between him and 

the happenings at CWHS.  

 There is a basic clarity and transparency to Dr. Anthony that allows one to 

quickly grasp his key features. With a confident stature, lucid speech, and a distinct style 

of dress, he is detailed not only in his daily schedule, but with each of his personal 

characteristics as well. As Dr. Anthony explained, his dress, in itself, is a significant part 

of who he is: 

 I think dress matters. I believe that it makes an impression and I wear 
 [my ties] because I thought it was different [in the beginning]. It was 
 just me wanting to be different. Not necessarily distinguishing, but it’s 
 become a little bit of, I guess, who I am and I wear a suit every day and I 
 wear a sports coat on the weekend, even when I’m sitting at home. So, 
 maybe I’m a little weird like that, but that’s just who I am. 
  
 For scheduled meetings, Dr. Anthony ventures from his office to the adjoining 

conference room, with its oval conference table and large wall-fastened dry erase board. 

Such meetings bring a host of characters, from teachers, to department leaders, to 

students, to administrative staff members. On one particular early-autumn morning, the 

room was used for a building level administrator meeting involving the district’s special 

education director. The agenda included a discussion of the changes in protocol for 

Individualized Education Programs (IEPs). While the director set up the technology 

equipment for the meeting, Dr. Anthony sat back for some informal conversation with his 
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colleagues. The chat first centered on Dr. Anthony’s recent visit to Citizens Bank Park, 

where Ryan Howard’s play-off home run provided Dr. Anthony with his “most 

memorable moment at a sporting event ever.” The conversation changed to the humorous 

details of a recent locker search, and then a discussion of weird horror flicks that Dr. 

Anthony undoubtedly enjoys during his downtime. During the episode, Dr. Anthony’s 

laid-back demeanor drew out the personalities and enthusiasm of the staff as each 

member contributed personal thoughts and stories that flowed with the conversation. 

Smiles, laughs, ribbings, and chuckles were infused as the staff used the time to bond 

through personal life happenings before engaging in professional, education-related 

discussion. Once the dialogue turned serious, Dr. Anthony utilized a respectful, clear 

demeanor and spoke with hand gestures, eye contact, and fluctuating tones that served the 

purpose of drawing his staff toward him. First names were used repetitively and the 

thoughts of the staff were harnessed as Dr. Anthony drove the meeting forward with the 

ideas of others. The enthusiasm and energy was apparent, which was propelled by Dr. 

Anthony’s focus on listening, picking up on cues, and providing a response to specific 

issues. Asking for input and feedback regarding certain ideas was naturally embedded in 

the process as Dr. Anthony worked to create a meaningful exchange between the 

professionals. 

 Reinforcement of the early morning meeting’s characteristics was provided at the 

end of the day, in the form of a “cabinet meeting”, consisting of administrators and 

department leaders who conjoined to discuss building-level issues. Input and feedback 

was solicited as Dr. Anthony worked to move the meeting forward, through the use of a 

printed, well-defined, yet, brief agenda. As one teacher questioned the appropriateness of 
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certain faculty members’ technology use in the classroom, Dr. Anthony reminded the 

group that he wanted to remain positive as teachers gradually learn how to correctly 

install this delicate professional practice. The meeting unleashed humanistic elements as 

the attendees referred to the school leader as “Vic” and he, in turn, commended the staff 

for their ongoing leadership efforts. Dr. Anthony offered “kudos” to the entire staff and 

student body for a strong start to the school year and talked about certain instructional 

improvements that he had observed. Before adjourning the meeting, Dr. Anthony 

provided a summary of the discussion and clarified the key points that he wanted the 

teacher-leaders to share with colleagues. Once all meeting members had the opportunity 

to share their thoughts and each pertinent concept was recorded for future consideration, 

Dr. Anthony wished all attendees an enjoyable evening and the professional staff 

members went their separate ways. 

 Meetings such as these provide a glimpse of the characteristics that Crescent 

Woods’ stakeholders use when describing Dr. Anthony’s leadership behavior. Findings 

suggest the vast majority see him, in some combination, as engaging, supportive, 

empowering, approachable, and one who celebrates and/or recognizes the efforts and 

success of others. Many speak of his high intellect and competence, his high standards of 

performance, his focus on building relationships, and certain character traits that suggest 

he is a genuine and trustworthy individual. Taken together, the perceptions of the 

school’s stakeholders form vivid themes that describe Dr. Anthony as a school leader at 

Crescent Woods High School.  
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Personal Encounters & Positive Engagements 
 

 Efficient, precise, supportive, and encouraging are terms that commonly come to 

mind when considering Dr. Anthony’s written and oral articulations. When such 

expressions are provided individually to the faculty and staff at CWHS, they are often  

directed toward performance. As explained by Mr. Derrick Miller, one of four assistant 

principals at Crescent Woods High School, the type and degree of feedback provided by 

Dr. Anthony is somewhat unique: 

 Often times, in my experiences, its difficult to get a significant amount of  
feedback in terms of whether or not you are doing well, so you are kind of 
in a vacuum in terms of setting your own goals. That’s true whether you 
are a classroom teacher where you don’t get observed that often, you don’t 
see administrators that often necessarily, but coming into the school here, 
in my role as an assistant, I would continue to get very regular, positive 
feedback. In a positive way, it’s a sense that you are doing well, you are 
setting an organizational culture, you are contributing toward a culture. 
And, I see Vic doing that, teacher-to-teacher, staff member to staff 
member, just ten to one, if not much higher than that ratio of positive to 
constructive feedback. Just continuing to affirm to teachers what they are 
doing, support staff members in what they are doing, and not missing an 
opportunity to give that kind of positive communication back to them. 
And, that’s in a one-on-one, email, and in a meeting. He’ll tell the bosses 
of what good work is being done, and that’s your cc on emails, telling the 
district office or board, or whoever it may be, of the good things that are 
happening and going on. That’s enjoyable to get that, because like I said, 
my impression, in being in another building, where we had a good 
environment and really good professionals and leadership, it was still not 
that culture of positive feedback that you want on a regular basis. So, 
that’s a very, very enjoyable thing to work in personally, and I think other 
people really pick up on that as well. 

  
 Mr. Benjamin Horner, another member of Dr. Anthony’s administrative team, 

discussed how Dr. Anthony’s personal nature and high expectations play into his 

communicative style: 

He’s a likable person. He cares. He is genuine. He’s smart. He’s got a 
passion for what he believes in and he’s tough. He holds people to high 
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standards. You know, if it’s not right he is going to tell you in the right  
way and he motivates you well enough to fix the problem and make it 
better. He’s really good at it. He’s a one-on-one person guy, and e-mails 
and all that stuff is great, and it is the world we live in, but, there is 
nothing better to me than one-on-one conversations. I think that’s a 
strength of his. He is visible at events. When something is not right, he’s 
going to talk to me in person and tell me what he wants and how he wants 
it. On the positive side, when things are going well, he is the first to walk 
in here and say that was great, that’s what we need. He is also that way 
with teachers. He’s in their classrooms. He is face to face and I think when  
people see that you’re there, you care and you’re there for the right 
reasons that you’re trying to make a positive change and you’re trying to 
compliment somebody or you’re trying to get that person to perform at a 
higher level. He’s also very good at knowing there is more in people than 
they are actually performing or he sees something really special in 
somebody. That personal interaction, the way he chooses to communicate 
I think is a huge strength of his. 
 
However, as Mr. Horner also explained, no matter how busy Dr. Anthony may be, 

his communicative encounters do not end with his own articulations. Instead, they 

involve the components of listening to others and processing information: 

 You know he’s on the go 24/7. He is the ADD principal. He is on the 
 move. When I lock him down I need to be ready with what I need from 
 him unless it’s an emergency and that’s not a problem, but, he’s there 
 when I need him and he also takes time out of his day to make sure he 
 finds me. You know, because I’m on the go too. And, he’s really  
 accessible and he’s really easy to communicate with and he’s extremely   
 flexible with suggestions and putting things onto my plate and listening  
 to what I have to say and then coming back with whatever we’re going     
 to do. So, he’s really good at listening and processing, which I think is   
 awesome. He’s able to look at past practice, remember situations, and  
 then apply them and move forward.  
 
Dr. Anthony’s efforts to engage, to support, to listen, and to give credit don’t go 

unnoticed by school stakeholders who operate outside the boundaries of his 

administrative team.  Mr. John Sterner, who has worked as a faculty member under Dr.  

Anthony for nearly six years, explained his relationship with Crescent Woods’ school  

leader: 
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He gave me a lot of attention and support and was there for me a lot 
in that first year and really liked what he saw, so we hit it off and talked 
about technology and all these ideas that we both had for improving  
things. And so, I’ve just known from early on that he believed in me as a 
teacher and so there wasn’t any of that “Oh, gees, here comes the boss.”  
There was a certain amount of comfort that I knew he knew what I was 
doing and was willing to give me some slack to try things and do things. 
He’s very good at complimenting staff. You do something just because 
you’re doing it as part of your job, the next day you get a little note in your 
mailbox, just a little thank you note from Vic. 
 
Dr. Anthony’s personal notes are a mainstay for communicating his appreciation 

and respect for a job well done, as they are purposely infused into the school’s culture. As 

Mrs. Kayla Schuster, a long-tenured teacher at CWHS, revealed: 

I’ve gotten a number of personal notes on school stationery over the  
years from him. I [did an extra project] last year and open it up to teachers  
across the district. There were probably fifteen teachers across the district 
that wanted to [be involved]. I got a note from him about that. “Thank you 
very much for taking the initiative and doing something that you were 
very passionate about.” I appreciated that. So, I’m sure he sends little 
notes to a lot of people that do things that I don’t know about. I’ve gotten 
a few. 

 
While Dr. Anthony’s supportive attention often relates to educational success, it 

enters into the personal realm as well. This has been apparent to Mrs. Connie Butler, one 

of the department leaders within the school, who has not only observed Dr. Anthony’s 

high expectations, but has also experienced his compassion in both the personal and 

professional domains as well: 

I’ve never had someone, a principal, who’s been so driven to succeed and 
see us succeed and see the students succeed. The relationship that I have 
with him is pretty open, so I’ve never felt stifled in things I’ve needed to 
say. I’ve never felt that he’s questioned things I’ve done in a negative 
way. It’s always been trying to find the best for the students. So, the 
relationship is a very supportive one. It’s always been very welcoming. 
The support is immeasurable. I know that all I have to do is just ask. 
Obviously he’s the principal, so finding time is always tough, but there’s 
never been a time where I’ve been turned away. There’s never been a time 
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where my issue, when we were talking about it, wasn’t the most important 
thing that’s on the table, and trying to find the best way to deal with the 
issues and keep it all together has been just such an amazing experience, 
and so for me that’s one thing that’s super important. It’s about all of us. 
Vic’s kind of like a walking Rolodex where I remember I had [a problem 
outside of school] a couple years ago and he called me [twice] just to see 
how I was doing.   
 

 Teachers who have been at CWHS for a lengthy time period realize that not all 

administrators subscribe to Dr. Anthony’s philosophy. Mr. Jerry Turner, a former union 

representative and current faculty member, compared Dr. Anthony to Crescent Woods’ 

leaders of the past:   

He [Dr. Anthony] is here a lot. He tends to wander a lot and stick his head 
in the door just to chat and so, in that way, if you do have a concern you 
can get out to him. He also tends to be able to feel the pulse of the school 
pretty well because he does that. He’s not one of those isolation-type of 
principals that put themselves in the office and have three layers of people 
to get to them. If you want to get to Vic, if I want to talk to Vic in the next 
half hour I can usually talk to him or I’ll just give him an e-mail [and say] 
can I come up and he’ll say come on up. So, having principals here that 
were like impossible to get a hold of, and they just had this pecking order 
of subordinates that you had to get through just to get to them so you 
never felt like you really got their full attention. But for him, we seem to 
have a good path. 
 
Not to be lost in the process, the students themselves are viewed as high-ranking 

individuals in the eyes of Dr. Anthony, and often receive special recognition along with 

the opportunity to voice their opinions. Mr. Bill Evans, a teaching veteran at CWHS, 

spoke about the divide that, he believes, often exists between students and school 

administrators and revealed a particular instance that exemplifies Dr. Anthony’s style, 

which may not be the norm in the senior high school environment: 

I think students are automatically predisposed to see a principal as 
someone more distant and the assistant principals to be the people, the 
hatchet men, the people to carry out the bad stuff. And so, I like the fact 
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that he [Dr. Anthony] is comfortable enough to come into the room, not 
for any particular reason other than to just visit and see what is going on.   
 
And, when the students were doing something special, a special project, 
there was a note in my mailbox, not to me but to me and my students, 
thanking them for the great work that they were doing. So, that was just a 
nice little personal touch. I couldn’t help but read it to the class when that 
letter came out. 
 
Tim, a recent CWHS graduate, validated the notion that Dr. Anthony has worked 

to build special relationships while recognizing his students on a personal level. As he 

explained, 

Whenever I did something as a favor to him or something as a favor to 
another administrator or something, he always wrote a tiny little thank 
you card and made a point of making sure that I got it. It was never like 
this big long massive letter you had to read, but it was always like “I really 
appreciated you helping me out with this. Thanks a lot, Dr. Anthony.”  
It’s just like that nice personal touch that shows he does actually  
appreciate when kids do certain things. 
 
Wendy, another recent CWHS graduate, explained that Dr. Anthony’s 

engagements with students go beyond appreciation, as he makes an attempt to understand 

and work with students when necessary: 

With any principal, it’s kind of like “Oh, it’s the principal” but he 
definitely is approachable. I think anyone that knows him knows that you 
can go up to him and say “Can I talk to you for a second if you have 
time?” Or, like, I just walked into his office, I told his secretary I really 
wanted to talk to him about something and she’s like “ Oh, he’s there. Go 
back and chat.” So, I went and sat with him and that was when I talked to 
him about [a particular issue]. And, when I went to meet him I had heard 
like a conflicting message from a teacher about a school-wide event, and, I 
went to him and he listened to what I said and my opinion. I felt like he 
really took what I said as an adult in adult fashion, and we reached a 
positive middle ground in that discussion I had with him about that. We 
came to a middle ground and it wasn’t all his idea; it wasn’t all my idea. It 
was a collaborative middle ground that we reached.  

 



 
 

                                                                                                                                 138                                                             
                                                                                                                                                                                                                                        
      
  

Dr. Anthony’s method of engagement can be observed at both formal and 

informal events. Mrs. Karen Neiderer, a mother of three children, all of whom attended 

CWHS during Dr. Anthony’s tenure, described her feelings and experiences along with 

her son’s: 

I appreciate that he is very approachable. Not even just the parents feel 
that way, the students do as well. My son was up here for some event on a 
Saturday. Basketball, a 3-on-3 thing, and Dr. Anthony just came over and 
was chatting with him about an event that was happening at school that 
was being postponed and I said do you feel like you can go to him with 
anything and he said, yeah, actually I do. That’s really important that they 
feel that way. I know he [my son] still has respect for the man, feels he is 
approachable. I feel the same way. I could approach him and I have. I 
have called him several times about concerns or whatever it may be, and 
he doesn’t just send me off to somebody else, he actually calls me back. 
 

Presence 

 Dr. Anthony stood in front of the auditorium for a 7:00 pm parents meeting in 

order to explain the required graduation projects for the class of 2015. Serving as a 

backdrop, high on the stage behind him, was an oversized navy blue welcoming banner 

with the letters “CW”, which, in combination with Dr. Anthony’s dapper appearance, 

formed a distinct image. During the meeting, Dr. Anthony laid out the expectations for 

the students’ projects that would be progressively accomplished throughout the students’ 

high school careers. Dr. Anthony spoke with clarity as he explained how the procedures 

for the projects would work. He injected his energy throughout the talk, as he emphasized 

to the group that he wants “the best for our kids.” He inserted humor, while describing his 

own high school struggles and the story of his failed attempt to get into the college of his 

choice, which, he reminded them, occurred “way back in the day.” As individual parents 

began asking questions, Dr. Anthony attempted to quell anxieties by explaining how 
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flexibility would be built into the process, and that students and teachers would work 

collaboratively to finish the required work. At the completion of the meeting, numerous 

parents approached Dr. Anthony for further clarification and some informal chatter. One 

particular set of parents waited patiently for their turn, and upon finally getting the 

chance to disclose their son’s name to Dr. Anthony, expressed their gratitude for the letter 

that he had sent them about their son’s stellar group work in biology class, which Dr. 

Anthony was aware of due to a recent class visit. They told him that receiving the letter 

“made their weekend.” 

 There is a strong connection between Dr. Anthony’s personal engagements and 

his ongoing “presence” throughout CWHS. As the school leader, he tries to attend as 

many events as possible, including extra-curricular sporting activities. Although he 

values this aspect of his job, he explained that this is a challenge: 

Now’s the time of year where my time is taxed because it’s all night 
events. In the fall, football’s the only real consistent night event. I can  
hang out here till 5 o’clock and get out and see a field hockey game, a 
soccer game, occasionally. But in the winter it’s all night, hoops and 
wrestling. Swimming, I’ll get down to today, it’s in the afternoon. But I  
go to as much as I possibly can even if it’s just for ten minutes. Like, I’ll  
stop down today because I think that’s important for the kids to see. But  
I spend a lot [time at events] because I think that’s important, the visibility  
and the face time even just for a little bit. 
 
The accounts provided by Crescent Woods’ stakeholders leave little doubt that 

Dr. Anthony serves as a regular, visible force not only within the school, but within the 

community as well. As Mr. Turner explained,  

Vic makes sure he is at a lot of school functions. He’s out in the  
community. He doesn’t live in Crescent Woods, he lives in [a town  
adjacent to the school district]. But, he makes sure he is integrated into  
this community and is someone that people around the town basically 
like. 
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 When Dr. Anthony is seen during the school day, CWHS stakeholders are 

sometimes fortunate in seeing his lighthearted nature. Mr. Evans explained that  

this often happens in his classroom: 

It’s not uncommon that Vic will stop into a room sometimes in the  
middle or at the end of a class and the students will see me interacting  
very informally with him, sometimes joking. You know, he’ll joke about 
something I am wearing and he’s comfortable with that, even though he 
is Dr. Anthony, he is comfortable with the students witnessing a faculty 
member kind of ripping him back about something or just kind of being 
informal and joking. 
 

 As a parent, Mrs. Neiderer explained that Dr. Anthony’s attendance at an extra-

curricular event helped form her initial impression of him: 

 He came to a play that she [my daughter] was in which I thought was 
  pretty cool at the time. He came to an evening performance and that was 
  my first view of him and of course it was a positive view because I  

thought, shoot this is a Friday night, and maybe he has to be here, but he  
didn’t have to come stand inside the play and watch the kids and  
congratulate them. He knew them by name and that impressed me. 
 
Mr. Cameron Jones has worked with Dr. Anthony as both a community member 

and former school board member. Mr. Jones views Dr. Anthony’s visibility efforts from a 

unique perspective:  

He’s at the concerts, the plays. He is not showing partiality to any group. 
Sometimes, I think the most vocal annoying group gets the most attention.  
But, I think he’s trying to play that balancing act where he can, where he’s 
trying to preserve, and I think by his nature he likes the underdog. I look at 
him, he maybe was that kind of kid in school or whatever, just very  
intellectual, and I think he works hard to prop up and make sure that  
underdog is represented. And so, he’s involved. People think he cares. 
 
Mrs. Jackie Carter, a highly engaged parent who has had the opportunity to see 

Dr. Anthony operate across multiple venues, provided her own explanation of why Dr. 

Anthony may show up so frequently: 
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He’s always at many of the events and you see him everywhere, not only a 
sporting event, but you see him at a band concert, whatever else is going 
on. He’s always around. He’s a pretty high-energy guy so he’s always in 
overdrive. So, I would say he’s hyper and, you know, he’s always shared 
his personal stories with us in the parents’ meetings. He talks about how, I 
think he said he had ADHD or ADD or something, and he always talks 
about how he’s hyper and in overdrive all the time. I think that is one of 
the reasons. 
 

 However, as Mrs. Carter clarified, Dr. Anthony’s effort in “showing up” and 

being visible sometimes goes beyond, as he is often engaged with the event, either 

through his active involvement or simply showing gratitude for those who are involved:  

He’s involved in everything and the reason why I know so much about 
him is that I’m involved in everything too. I’m always there at the 
meetings or whatever he offers. He’ll do some seminars at night on 
different things. Like orientations, orientations to high school and that 
kind of thing for parents at night. So, I think he tries to really work with 
people and educate them.   
 
One thing about him is if you come in to volunteer, he always shows his  
face and says thank you for coming and we appreciate it. You can see the 
guy doesn’t feel like always doing that, you know?  He’s busy with  
whatever he’s doing or his meetings but he always tries very hard to reach  
out and they have the ‘Hands Volunteers’ who do a lot in the school. So he 
reaches out to them and I think is pretty thankful. 
 
One of Dr. Anthony’s former students, Gretchen, explained how his willingness 

to engage on a day-to-day basis allowed the student body to develop a clear impression of 

him and allowed many students to come to know him. Furthermore, she provided an 

analysis of his style of dress, and how that plays into his persona: 

I always thought he was enthusiastic. I thought it spoke a lot of him 
because he would always go to a lot of the different after school activities 
so he would be kind of a face, and like, get to know the students. I always 
thought he was very friendly. He would say hello. He knew who I was so 
he would always say hi, that kind of thing, and a lot of students thought he 
was funny because he would always wear these ties that were always 
really seasonal or crazy. So, I think they [the students] really thought he 
was nice and kind of funny and someone you could try and relate to. I 
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thought it [tie wearing] was something to make him like, kind of funny. 
He was like joking around with himself so students might be able to see 
that he’s not always this serious, button up kind of guy.  
 

 Wendy explained that Dr. Anthony is not only good at getting out and seeing 

what is going on in the school with the students, but also has a knack for remembering 

the people involved with those encounters: 

Once you start getting to know him, he knows who you are, he doesn’t 
forget you. He’s definitely friendly. He walked down the hallway and said 
hi to every student that says hi to him. He’s never in his office either. He’s 
always in the school somewhere doing something. Whenever I would 
come to try to see him, they’re like “He’s not here.”  I’m like, “Oh great.” 
So I would go try to find him and they’re like “He’s in the library” or  
“He’s in the…”, so he’s definitely hands on. He’s definitely involved.  
He tries to walk around the hallways when the students are there and the 
ties. That’s like Dr. Anthony all the way. He always would wear [those] 
ties. 
 

 Carrie, a member of the school band during her tenure at CWHS, described one of 

her favorite, most vivid memories of Dr. Anthony along with how he promoted the 

school’s activities and events as they occurred: 

 The ‘CW Flash’ segment, that TV show. One of them was this kid going 
 around the school to different people, and when they weren’t paying  
 attention he would say “Trust Fall”, to fall back and see if they would 
 catch him. A lot of them didn’t catch him, but then, he went up to Dr.  
 Anthony and was like “Trust fall” and he fell and Dr. Anthony was like  
 “I always got your back, Crescent Woods.” So, that’s one thing I  
 remember. I just know assemblies and pep rallies and like lame things [he   
 would] just try to get people energetic and involved even if it was a  
 boring topic.  
 
Dr. Anthony’s presence was not lost on one of Carrie’s classmates, Tiffany, who 

often saw him out roaming the halls and doing other things: 

He was friendly. He knew everyone’s name. He made an effort to come 
to the classrooms. He would come in and say hi, see what everyone was  
doing. He was always in the cafeteria. He would talk to students. I would  
see him walking through the hallways a lot. He made the announcements  
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every day. He made sure everything happening in the school was known, 
if there was like a dance or a blood drive or something like that, the 
announcements would be made every day; everyone would know what 
was going on. He was very involved. He came to a lot of the school 
functions. You would see him at concerts and plays and musicals, and he 
would make appearances on the school TV show. He likes to get to know 
people. He’s very interested in who people are as a person. He knows your 
name. He gets to know things about you. I saw this most often in the 
lunchroom. He would come up to my lunch table and would ask how 
sports were going, how the lacrosse team was playing. He would go to 
someone else and ask how the musical was coming along. He knew who 
did what, who was involved. He knew a lot about everyone. 
 

 Since Crescent Woods High School contains over 2000 students, it is a challenge 

for Dr. Anthony to know everyone. However, Dr. Anthony’s effort in trying to do so 

along with presenting the opportunity for students to engage with him are the key 

ingredients of the visibility piece, which has allowed the process to expand. Drew, a 

recent CWHS graduate, referred to this in his explanation of Dr. Anthony’s practice: 

“The presence thing and being open and out there for anybody who’s interested.  

Obviously he can’t make a connection with every student, but he’s available to anybody 

who’s interested in doing it.”  

 To some students, Dr. Anthony’s effort exemplifies who he is and how much he 

enjoys his job.  Possibly, his pride in CWHS drives his leadership style, as suggested by 

Tim: 

He’s not removed from the experience of being in high school.  He has his 
office hidden in one corner of the school, but any time I ever tried to see 
him, he’s never usually in there. He’s always doing something. You’d be 
in a random classroom in a class and he just stops by, not because he’s 
trying to check up on the teacher, but just because he genuinely has an 
interest in what the kids are doing. He makes his rounds; he always tries to 
get involved in different clubs, not getting involved but always tries to 
make an appearance. He goes to the different concerts and festivals and 
he’s personally proud of everything that the students do. Like the school is 
his child and he’s always very proud about how the school environment 
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not necessarily reflects him, but I think he’s proud to know that he’s the 
principal of a school that is so great and, at the same time, he loves his job 
and it shows all the time. Whether he’s at the pep rallies and whether he’s 
joking around with the teachers, making a fool of himself in front of the 
whole school just because he loves having a good time or, whether, the 
honor society is doing a pie-a-teacher day and he volunteers himself to be 
in the drawing to go up and get pied by students for an hour straight, and 
lets people videotape him doing that and then putting it on the TV to make 
fun of him but in a very fun way, not like an embarrassing way. He likes 
to be part of the culture of the school. He likes to go to the football games; 
he likes to be a part of everything that’s happening, not just that head 
figure that just runs through the books and makes sure that everything’s up 
to par and just sits down and signs more papers at his desk. 
 

 Drew concurred with the idea that Dr. Anthony’s enjoyment of his job drives his 

actions, and explained that his behavior has the ability to create good feelings in others: 

I do think he loves his job and cares about what he does. I think he’s a  
really good person. When you see him he’s walking around, he’s always  
smiling and even if he doesn’t know you by name he’ll ask you how 
you’re doing and say hi. You do see him outside his office. You see him 
around the school and he does pop into the classrooms even if it’s for a 
couple of minutes, to say “Hi. How are you?” I think that’s nice that you 
do get to see your principal throughout the day, even if it’s just for a little 
bit. 
 

Programmed Care 

 Upon entering the room, one could see approximately twenty chairs forming a 

circle in the center. Soon, the room was filled with student advisory members along with 

Dr. Anthony, who greeted the attendees and then sat among them, to complete the 

formation. After saying, “Good Morning”, Dr. Anthony asked each student to provide his 

or her name, year, and one good thing they experienced so far this school year. As the 

students spoke one by one, information was shared around the circle. The students spoke 

about their favorite classes, new friends they have met, teachers who have helped them, 

their lunch schedules, the lack of need to walk too far in the building, and other school-
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related tidbits that brought some laughs and giggles. The exercise concluded with Dr. 

Anthony’s statement of appreciation for being able to meet so many new, interesting 

students at Crescent Woods High School. As the meeting continued, Dr. Anthony 

solicited input from the students about ways to improve the school. He brought up the 

school mascot issue, and explained that he wanted student feedback as to their like or 

dislike of the newly adopted representative. In turn, the group completed a quick survey, 

via a circular oral vote, that disclosed the students’ preference for the school’s fictional 

ambassador. Dr. Anthony explained the reasoning behind the change and, upon tallying 

the vote, declared that while disagreement did exist, the vote along with what he heard 

elsewhere signified majority appreciation for the change. The meeting moved on to other 

pressing matters that involved the rigor, or lack thereof, of certain courses, 

communication concerns, and the appropriateness and/or helpfulness of certain school 

activities and programs. Dr. Anthony thanked the students for their input and stated that 

he is very much “interested in the opinions, thoughts, and feedback” that were provided 

during the forum. He continued with an explanation of certain school programs and why 

they exist. He expressed empathy for the students’ academic lives, while interposing an 

explanation of his blue and gold tie, which served the dual purpose of displaying the 

colors of his favorite college football team and providing a reminder of his very own sole 

college rejection letter. At the end, he thanked the students one last time for their 

participation, paraphrased the meeting’s key points, and then moved them along to their 

next regularly scheduled class.  

 The student advisory group serves as one example of the many programs that 

Crescent Woods High School puts forth that go beyond the school’s academic and extra-
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curricular offerings. Each of these programs serve as either a forum for discussion or a 

celebration of achievement. Taken together, they signify the school’s culture by 

accentuating collaboration and highlighting accomplishment. Dr. Anthony is able to 

provide a list of CWHS activities that are used to not only recognize people, but also 

serve notice to the school community that Crescent Woods is a special place: 

We always have things going on that recognize people. We have the 
Character Counts breakfast at the end of the year, where if someone  
has been caught doing good, or have been written up for doing good,  
they are invited to a breakfast at the end of the year. Student of the month.  
We’ve got student spotlight, each department chooses its two best kids, 
its out there in the hallway. Those are public ways that we go about things.  
We do student of the month the way I wanted to do it. There used to be  
student of the month, there wasn’t always the giveback to the teacher, 
the piece that I’ve talked about that’s huge. Student spotlight for the  
department, with our newspaper then writing a story. We have the student  
of the month breakfast every month. It’s a great time of the month. 
Parents, teacher, kid. That is one of the cornerstones of education. You 
would never think it. And, I would never think it. But, the feeling in that 
room, where you got eight sets of kids, eight sets of parents, and eight 
different teachers just saying, you are here not necessarily for your grades, 
but parents you need to feel good that your kids, when they are outside of 
your watch, they are saying “please”, “thank-you”, being courteous to 
adults and their friends, you got to feel good about the job that you have 
done. And, sometimes I even say in that meeting, these breakfasts don’t 
happen everywhere. This is our school, this is who we are, celebrating in 
this way. When we present it to the 8th grade, 250 kids at both middle 
schools, I start off saying congratulations, and I ask them why they think I 
am congratulating them and they come up with some pretty good reasons, 
but I take the opportunity to say no, no, no. As much as for the teachers as 
for the students, I say, no, congratulations because you are lucky enough 
to attend the best school district around. Nowhere else would you have 
these kinds of opportunities, with these kind of teachers, and the kind of 
community that is here. I do believe that, but I think it is important that 
they believe that. Not to the point of being arrogant or pompous, but, you 
know, I’ve worked in a good school district before, and kids would say, 
when something would go wrong, and I was a teacher at the time, “what 
do you expect its…”, and they would name the school district. There is a 
lot to our kids’ thinking that they got a little juice to them because they go 
here. That makes a difference for now and for the future. So, we try to 
pump that up as much as we can. 
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 Mrs. Helen Jeffrey, a parent in the district and a regular attendee of Dr. Anthony’s 

parent forums that are held on the first Tuesday of every month, has seen him make a 

special effort to draw in the different facets of the district’s population, as he implements 

the school’s collaborative programs:  

He just, I guess, blocks off his entire morning to meet with the kids 
and the parents. And I see kids coming out of that room that, to me,  
represents all the different populations in the district. And, it would be 
so easy to just pick the more affluent kids and the prettier side of things, 
and he doesn’t. There are kids on that committee that I know are ESL  
kids, that I know are first generation. It makes a big difference when you  
can recognize that this is a part of your district, that you have a lot of  
parents in your district that there is reason to have not only a Spanish, but    
a Vietnamese and several other language interpreters at parent events. Or,  
bring the kids in and have them do whatever you’re going to do. It’s  
necessary. And, to just choose that across the board population 
representation is something that is impressive. 
 
Tim, who has been involved with the school’s recognition banquets as a student, 

explained the behind-the-scenes process that accompanies the achievement celebrations: 

The folks on the student of the month, he takes a guy and a girl from  
each grade every month, based off of teacher voting and other faculty  
recognition of student achievement, not necessarily academically, but  
overall, and invites all those kids down to the conference room in the  
office and then explains like, “Congratulations, you guys were picked  
among the teachers that you’ve done outstanding work and we want to  
honor this with the breakfast at the beginning of next month.” Then, he  
actually puts together a breakfast for no other reason than to just thank  
the students for doing a great job and they get to bring one teacher with  
them, each student. He shows up to every single one. He has every  
single teacher that the students brought introduce their student and  
explain how they know them and what they love about that student. And 
then, Dr. Anthony always ends with the statement of how proud he is of 
the kind of students he’s able to be the head of. 
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Such programs are a source of pride for professional staff, parents and students 

alike. And, as Mr. Turner revealed, Dr. Anthony goes out of his way to engrain the 

process and then expand the message:  

People get recognized here at this school. And, it is something that he 
actually tries to take beyond the borders of the school to like the district 
and stuff so the district people know what’s going on in the school and 
who is doing things. 
 

 There is one particular program that provides a unifying force among the school’s 

faculty, staff, and students, one that is often referred to when explaining the school’s 

programs of care. Mr. Miller explained how this particular activity came to be at CWHS, 

and how it, along with other programs, has established care among CWHS’s student 

body: 

I see it on our Link Crew, and that’s probably the most visible place where 
it [care] comes out. And that’s helping kids make the transition from 
middle school to high school, and its junior and senior boys and girls 
being absolutely as corny as can be and silly as can be, but completely 
buying into this is really important to help young kids out in this 
transition. And, again, seeing the genesis of that, that is Vic empowering 
[an administrator] to go get trained on this. [He] comes back with an idea 
and Vic says, great, lets go do it, its going to be expensive. Get [name] and 
[name] involved with this kind of thing, because they are the corniest guys 
we got here on this kind of stuff. And, they get trained on this, and now 
they roll with it. And, again, go with it, go with it. And, let it happen. And, 
so you see, again, its all the research that makes high quality high school 
education, being a successful transition from middle to high school, 
establishing good peer role models and good adult role models and life 
made incarnate in these organizations and in these clubs, and 
so on. So that’s a credit to years of development of those kinds of 
programs. 

 
As a teacher, Mr. Sterner was able to describe the details of the Link Crew 

program along with his perceptions of its operations and its future: 

It’s basically a system whereby 11th and 12th graders, it’s an organization  
that’s run by the administrators’ work with them and some guidance folks 
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too, but basically it’s students mentoring other students so that these Link 
Crew kids, and there’s probably 200 of them or so, 11th and 12th graders, 
in the summer they run the 9th grade orientation, they give the tours, they 
show the kids the building, they do these team building activities with 
them, they come into their homeroom and do more of that stuff and it’s 
only been a few years, but what’s happening is that the Link Crew thing,  
we know it would take a little bit of time, but it’s getting to that point 
where it’s going to get to the critical mass where it just becomes the  
culture of the school and becomes self perpetuating because it’s not just  
the do-gooder kids that are in it. You know what I mean? It’s one of 
those delicate little things. How do you tweak the culture among the kids 
especially?  If it’s not cool to be in Link Crew, no one is going to do it.   
So, what is cool?  It’s like somehow, they’re finding ways to get kids that 
you would normally think would be too cool to do that to do it. As we 
know, there would always be the kids that are involved in everything, but 
you get some other kids in there too. You get some kids that are from tech 
school and you get some kids that play football and you get some other 
kids that the 9th graders look up to for obvious reasons. Then, when those 
9th graders have a good transition, a good orientation experience, like felt 
supported by other students as they were brought in, when they become 
11th ad 12th graders, the idea of them being on Link Crew would have a 
positive thought about it. When a staff member nominates them to be on 
Link Crew, they’re like “Oh wow.” It’s a good thing. It’s a good culture 
and I think it’s going to continue to get better and better because it’s a new 
thing and it’s getting stronger and stronger. We have this culture going in 
our school and the teachers start to see how powerful it is. We’re still 
working our way up the curve on it, but it’s definitely where we’re headed 
and it’s going to be really good, I think. It’ll make life much better for us 
too, you know, as teachers because the more that you can let kids do, just 
get out of their way. That’s what they really want. You just have to have 
the right kids and just enough control and support to make sure it’s going 
and they’re sending the right kind of message to the younger kids. 
 
As a former student member of the Link Crew, Tim spoke about the actual 

message that was sent through the program, and described the transforming effects of the 

initiative: 

We ran workshops where you saw the kids and they literally acted like 
they could not care less. They were freshmen, so they had four years to 
build that kind of awareness, and I feel like everybody that I knew by 
senior year had definitely reached that sense of knowing that they’re in  
control and they’re in control in the sense that if they want to reach 
something, the school can help them get there, especially with the way  
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the clubs were organized and the way the entire atmosphere could be  
catered to what they wanted and that’s like kind of one of the messages  
we tried to tell the freshmen as part of the Link Crew program, that high  
school is what you make of it, and even though it was never really directed  
back to the administrative team, high school being what you make of it, 
it’s definitely because of what the administrators and faculty have done to 
make that possible. So, early on in your high school career, it’s maybe not 
felt as much, but as people start to open up and become more willing to 
explore a little bit about the high school I think it becomes more apparent, 
like how much there is to do and how much is given to everybody to try to 
succeed, even if some people don’t admit it. It’s one of the biggest things 
we said about Link Crew, that some of the kids will put up the biggest 
resistance ever to you teaching them, but at the end of that block of time, 
even if they didn’t act like it, you know that they took something out of it 
or they did at least listen a little bit and even if they won’t admit it, they 
did actually pay attention and cared. So, it’s hard to judge, but, in my 
opinion, I feel like everybody will have that sense by senior year for sure 
that they can achieve their own success. 
 
Sometimes, CWHS’s programs and activities are formed for staff social purposes, 

as a way to gather, to support, to celebrate, and to learn more about one another. But, 

even here, there is an element to the activities that allows the school to move forward. 

Serving in his administrative role, Mr. Steven Trainer has been directly involved in the 

process: 

We have a Thanksgiving feast and we have a back to school bash and we 
have different social events throughout the year. We have a Sunshine 
Club. We get together at a pub after school and things like that, which 
probably happens in most schools around the U.S., but those little pieces 
are an opportunity for us to learn as leaders who you are, what makes you 
tick, what makes you happy and then as we’re filtering through where 
we’re going, what so and so said at the beef and beer...dah, dah, 
dah…maybe they would be a good person for this, for this role, and then 
in all that you elevated their strengths to the point where they’re feeling 
complete fulfillment, enjoyment, and that’s a rise in education. It totally is 
a rise. 
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Activating the Team & Elevating Others 
 
 According to Dr. Anthony, teamwork at Crescent Woods is an “organic” process 

that is built into the school’s everyday happenings. A great deal of work has been 

accomplished in this realm, in order to get the school to where it is today. To explain how 

this occurred, Dr. Anthony explicated the events that took place the year immediately 

before the new high school was set to open: 

We did visioning with our entire staff, which included a World Café  
technique. It is a way to develop and talk about ideas for a very 
large group, i.e., a hundred and fifty faculty members. We set our  
priorities with the foundational question being, “What are the skills,  
concepts, and abilities that our students must leave here with?” And,  
we generated a list and condensed them down and, eventually, we  
came down to how can we make our education more rigorous, relevant  
and supportive with relationships. And, the three diplomas were just  
meant to be an extrinsic motivator, or path, if you will, to guide the  
students. That was the extrinsic motivator that we held out there.  
World Café is how we started it. We opened on time. We implemented  
our plan a year later. So, we started in 2005. That’s the first thing I did  
when I took over the high school. I was involved in the design of this  
building immediately. But, also, we’ll have a world class facility, so,  
we need a world class program to put in there. It’s [World Café]  
just a cute way of doing brainstorming in a large group where you have 
the questions on a table and you have like eight questions or so, and,  
long story short, the people just rotated around. The people were in  
teams of eight to ten and they rotated around the table. They got  
permanent markers and they’re adding to, or commenting on, the ideas 
that they’re seeing a response to. But, it is a way that you can just really  
get a bunch of ideas in one place. We compiled it and came up with ideas.  
I struggled a lot. I mean, that is one of the toughest leadership things to do.  
I don’t have as much of a tough time now, but taking all these ideas out  
here in which you’ve truly engaged people in trying to bring them  
down to some core guiding thoughts that are really related to what came  
out. You know what, it was very successful in getting people on the same  
page. That’s more important than anything else. I mean, I think we have  
people here trying to do pretty much the same things for kids. Whether  
they totally understand career pathways, or not, that’s the most important 
thing that people I think are constantly engaged in conversation here. So, 
that’s the place where it was most successful. The rubber’s hitting the road  
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now where we’re getting people to work in bridges and those kind of 
things. I would say it was successful, yes.  So, if you would ask people 
what our mission statement is here, I think they would say relationships 
matter most. 
 

 According to Mr. Horner, Dr. Anthony is a master at tapping the strengths of 

others, as he works to harness the leadership abilities that are available within the school: 

There are a lot of really smart people on our administrative team that all  
have special strengths and what Vic does, instead of taking ownership, for  
one thing he delegates and taps the strengths of each of his administrators.  
He does the same thing really well with his teachers. When he knows he  
has a teacher that is really strong in a particular area he taps into that 
teacher and some principals that I have worked with and some bosses that 
I have worked with just take you to “I am the boss”, so the power is with 
them. I think that Dr. Anthony is able to delegate and look at what he has 
and tap those resources, empower those people, make those people 
powerful and ultimately that funnels right back to him. And, it’s really a 
great way to lead and it makes people feel a part of the team. That’s 
ultimately what this is, it’s a big team and he’s the head of the team, he’s 
the captain of the team, and I think he is able to disburse power or disburse 
power ultimately to get us to where we need to be.   
 
Mr. Trainer explained how Dr. Anthony seeks out his perspective as part of the 

feedback process, and what his overall approach means to the administrative team in 

particular, and the school in general: 

He will say things that are a trigger to me. Alright, this is going to piss  
me off or it’s going to cause some reaction in me, let him get everything  
out so that I can then process it and come back. But, that also shows me  
that he values my position. Otherwise, he wouldn’t even be bringing it to 
me. I think he wants to see the reaction and he wants to hear from me 
because I am going to tell him like it is no matter what. And, I feel 
supported in that, so I think all of us have in this leadership a shared 
leadership role because each one of us, each assistant principal, is kind of 
like their own boss of the areas in which they’re assigned, but yet we 
report to Vic who is the ultimate boss. But, he’s very good in hearing you 
out, supporting you through it and then monitoring and adjusting. And, he 
does that from the start. You know, anytime anything comes through his 
inbox, he’s instantly filtering it to whomever and plays off their strengths 
and we know that, so we know that from the start that whatever is coming 
our way is coming our way for a real purpose. And, I think that also gives 
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me a purpose in what I do. He knows that I need a purpose. I need to know 
that I am making a difference and I need to know that he hears me and 
supports me. But, like I said, the support happens in a variety of forms and 
shapes. Support could be no, it’s not going that way, but then he gives a 
little perspective which is so critical, and, that’s school wide. And that’s 
something that Vic has nailed right on the head, how to empower people 
to make a change organizationally. You pluck on their heart strings.  
You get them involved with you, build on their strengths, and the only 
way you can do this is to know their strengths so you have to have a kind 
of culture of knowing who they are and I think here at Crescent Woods 
we’ve done a good job of getting our teachers together. 
 
Mrs. Bethany Rhodes, who has taught at CWHS both before and during Dr. 

Anthony’s tenure, explained how he works to dissolve the divide that often exists 

between administrators and faculty, and how a teacher’s strike that coincided with the 

opening of the new school assisted in the process: 

I think he tries to make it seem like we’re all in something together. You  
know, it’s not sides, like their side versus our side. We’re in this together,  
and I think that started to be more obvious [after the strike]. I think we had 
it previous to that, but maybe more obvious when we were actually out on 
strike and Vic would come to work every morning and the people who 
were at high school saw him on a daily basis and he would say, “Hi.  How 
is everybody today?” [He would] ask a couple people some personal 
questions and then walk into the building. So, he was trying to keep up 
relationships even though we were on strike at the same time. So, when 
we came back to work, there were some rough moments with certain 
things and he just kept on saying “I have to do this.” We didn’t have a 
contract. “This is the way it has to be.” And, there were times that I didn’t 
agree with what he did at that time, but that’s what he thought he had to do 
and the building survived. So, I think when we compare our faculty with 
him living through a strike and without a contract issue for almost a year, 
we came out well. We still came out with we’re-in-this-together kind of 
deal and I think he’s tried to keep that up no matter what is happening. 
We’re together on this. 
 
Mr. Turner explained how Dr. Anthony’s approach is a welcomed change from 

what he has experienced with other principals in the past, and how this has led to teachers 

being continuously engaged at CWHS: 
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He defers to people that have been here for a while and that’s the one 
thing that has always troubled me with principals. You get principals that 
come in and they’re all sort of like, “I have gotten to this point in 
curriculum in education and I am going to tell you what we are going to 
do and we’re going to do it this way.” And its, “I have been brought in to 
do it this way.” And, he [Dr. Anthony] will actually come in and sort of 
listen to some of the teachers that have been around and with Vic, its like, 
“I see it makes sense, we don’t want to make the same mistake twice kind 
of thing.” So, you actually get the older crowd like me sit there and think 
that we actually have some merit, you know, whereas some principals 
have more or less told me you are basically of no relevance, “Jerry, we are 
going to do what we want, we don’t really value your opinion.” Vic seems 
to earnestly value people’s opinions and that’s refreshing. He’s not one of 
these, you know, these sort of junior Gestapo kind of principals and we’ve 
had people like that. And, you know, it was my way or the highway kind 
of types. And, he doesn’t operate that way and so he tends not to burn his 
bridges as much with people. We’ve had principals by halfway through 
their tenure they’ve burned so many bridges no one will do anything  
for them, no one will serve on committees, no one will do things for them 
and Vic doesn’t tend to do that. So, what happens is, if he wants people to 
do something, he has a continued pile of people wanting to do things for 
him and because he just simply asks them do it. And, after being here this 
long, that’s still pretty good. Usually by this point our principal has sort of 
worn out their good feeling. Their honeymoon is over and for Vic it is still 
going on. 

 
Mr. Evans expressed his appreciation for Dr. Anthony’s willingness to listen and 

his other humanistic elements, which he noticed upon his arrival: 

What I have always liked about Vic is that he has really kind of looked to  
work with the whole school community and to really kind of get a sense  
from all of the people that are affected and get opinions from people.  
Certainly, there are times in which he, because of the size of the school,  
especially the size the school is now, and the number of assistant  
principals that he has because of the number of students he has, certainly  
does a lot of decision making. But, I have always known him to be open     
to revision and certainly open to an awful lot of listening along the way. 
But, I never really felt that he has attempted to put a lot of distance 
between his position and the positions of everyone else on staff. I never 
really felt as though he is absolutely expecting me to treat him as his 
superior. And so, that humanity within Vic, the ability to be casual, 
informal, to hear, to really hear the things that people need to say when 
they need to say them has been a great strength. Me, personally, from 
early on when he came on as principal he was very, very eager to listen to 
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issues and circumstances that were occurring and really listened 
thoroughly to all of the people involved and so when there are situations, 
you know, staff conflict, things like that, he has always really listened.  
And, I guess I have always felt as though he’s got your back. So, that’s 
just a really valuable thing. But, I also have to get back to my previous 
point about not being a top down thing. I have always felt as though if I 
am walking by and I see him in his office and the door is open, even if 
he’s in the middle of an e-mail, the ability to just kind of stop in and say 
hey how are you doing and maybe even in the summer let’s say, stop in 
and just chat for a while, just about life, about what’s going on in either of 
our lives. So, that humanity. He’s not kind of creating that sense of 
distance from the people because he feels as though he needs to be 
separate. I think he feels as though he is going to do a better job if he feels 
that he is connecting with all of us. 
 

 Mr. Mack Watson, a member of the counseling department, has observed Dr. 

Anthony’s approach over many years and thinks that his willingness and ability to get 

people involved is a major strength of his: 

He actively seeks to make sure that people feel comfortable and don’t feel  
that he is a dictator so to speak. He’s trying to engage people in the 
process and is very good at helping people to feel that their contributions, 
their thoughts, their input is valued. So, from the standpoint of a leader, 
he’s engaging, he’s welcoming and he’s very good at giving credit for 
ideas, not taking ideas as his own. So in a meeting, if somebody comes up 
with something, he’s very quick to say this was so and so’s idea, it’s a 
great idea, that type of thing. And, same publicly, he’s very quick to give 
credit where credit’s due with anything, instead of saying I came with this 
great idea when it wasn’t really his. So he’s very good at sharing that 
success with other people and not taking it as his own. 
 
In his role as assistant principal, Mr. Donald Mayfield has observed Dr. 

Anthony’s aptitude for not only getting the right people to spearhead certain activities, 

but also in properly fusing himself into the process: 

There’s nothing that he doesn’t touch in this school and, by that, I mean  
not that he’s doing it, but he’s a part of each piece that he asks the teachers  
to become a part of.  You know, he delegates to those appropriate leaders,  
but, at the same time, he is behind the initiative. But, he also has the  
confidence in his administrative staff and his teachers to take a backseat  
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when he knows that he’s given an initiative and he knows that they can 
move forward. 
 

Mr. Mayfield explained further by disclosing what Dr. Anthony’s approach personally 

means to him: 

I feel like he has confidence in me and that’s done not by him sitting there,  
telling me, “I have confidence in you,” but just the initiatives that he asks 
me to take on because I know that he would not ask if that were not the 
case. And, also, that he’d be very honest if he thought there would be 
ways that I can improve. So, I would say, I feel that he’s very open with 
his feelings and, again, not just the good, but also, being honest about any 
kind of feedback he can provide. 
 

 In her time as a faculty member at CWHS, Mrs. Fay Kerchner has developed her 

own point of view about Dr. Anthony’s leadership style and has recognized his 

willingness to employ the thinking of others. She has also observed his knack for taking 

charge and/or being involved to the extent that is necessary: 

I see him as a very collaborative leader. Someone who likes to have shared 
leadership, although ultimately, when it comes to big decisions his word is  
the end. But, in other policies that impact the school, he likes to draw as 
many different stakeholders into the process of policymaking as possible. 
He deals with his administrators in a similar way that he deals with 
teachers. He tries to draw their expertise out and he lets them take the lead 
on something that they’re accomplished at, but will work with them until 
they are in a position where they can take the lead. So, I think that that 
style is the same one that he uses with teachers and administrators. 
 

Mrs. Kerchner continued by offering a personal experience that supported her view: 

There was a situation in my department among colleagues and I went to  
him to ask for his help in trying to resolve some issues that teachers were  
having in working collaboratively and he listened to me. He and I came up  
with a plan. He met with the teachers. He let them know how important it  
was that everyone work together. When he had spoken to me, he agreed 
that we needed to devise a plan and he followed through on that. 
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Asserting & Reasserting Cultural Norms 
 

While Crescent Woods’ educational transformation was illuminated in 2009, with 

the opening of the state-of-the-art high school, school stakeholders knew meaningful 

change had been previously brewing within the organization. The newly constructed 

hallways simply served as an improved gateway for Dr. Anthony’s educational 

concoction, which stemmed from a clear vision with the combining of key philosophical 

elements. To illustrate one component of the new way of life that he had worked 

diligently to install within the school, Dr. Anthony clarified the scope of an early morning 

November, 2012 meeting: 

As we talked about the tiered assessment stuff in there [the meeting], we 
[previously] started with a goal, we started playing around with how we 
can get there, with trial and error. That means you have to be able to take 
risks. Tiered assessment was a huge piece, it was a major change in 
assessment for how our teachers did some things. But, to set the vision on 
how can we get our kids to stretch as far as they can, to do things they 
didn’t think they could do. We’ve modeled and focused on good 
relationships and student engagement here. Some soft things that people 
might say aren’t going to reap great test scores. Well, we used to be in 
school improvement II, for IEP subgroup. When I came here in 2004, our 
math scores were 59%, and we held up a mirror, relied on people, with a 
little bit of a kick in the butt. To be honest with you, the math department 
wasn’t in great shape when we got here. But, you know, now we are up to 
84% proficient, and no one ever thought we could do it. 
 

 Early in his tenure at CWHS, Dr. Anthony realized that improving education 

within the school would require a tenacious commitment on his part. Beyond this, it 

would call for a set of principles for rallying the school’s stakeholders. At the very least, 

the schema would be something that each stakeholder would be required to understand 

and accept. The new school was simply a visible culmination and a status symbol for this 
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process. For Mrs. Kerchner, it was fairly easy to see from her teacher role as to when the 

genesis for change had occurred:  

I think the planning of this high school, all the time that it took in order to  
get the high school built and all the thought and effort that went in to 
making it a reality, all the meetings that took place and trying to 
collaborate with teachers and community members to make it a reality, 
then following through. I mean, to me, it’s astonishing when I look back at 
some of the timelines that were created for this high school and looking 
back now and seeing how everything was so methodical and has been 
followed through. And so, [for Dr. Anthony], it’s not like, “I thought of it, 
I dropped the ball and that’s it. It’s, I thought of it, we’re going to work 
together, it’s coming together, we’re creating this, and we’ve created 
something together.” So, this leadership team that is currently meeting is 
an off-shoot of three or four other team processes that happened before 
over a period of seven years. So, the continuity, the vision, that’s all come 
together.  
 
For years, Dr. Anthony’s mind has been preoccupied with well-defined aspects of 

his school vision. In recent years, his intention of creating a new educational reality for 

Crescent Woods has been realized. However, the process has been difficult and it is 

ongoing. As he explained: 

What I have tried to find are areas where teachers can value each other’s  
opinion regardless of what subject they are. Here, we are coming up with  
overall guidelines of assessment, which are important, but its really hard 
in a high school because the power and tradition is in departments. In 
middle school and elementary school, it’s different. In the elementary 
school it’s in the grade level. In the middle school, it’s in the team. In high 
school, it’s in the departments, and I try to acknowledge that and at least 
hope that they work together as a team, but also, it needs to be built 
interdisciplinary in the high school or there is never any common ground. 
The expectations for what’s excellent in the health classroom needs to be 
relatively the same as what it is in the chemistry classroom. 
 
The goal [in laying out classrooms] was that when a kid walks down the 
hall, I want him or her to see as many adults who know who he or she is as 
possible. On a block schedule, the only way that’s going to happen is if he 
or she is walking down the hall with the other teachers who teach tenth 
grade. Not just the social studies teachers, because you only see one of 
them a year. I wanted the kid to walk down the hall and maybe see his 
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science teacher and his social studies teacher. I also wanted social studies 
and English teachers, maybe by accident, to be talking to each other next 
door about a kid they both had, kind of like middle school. The wings on 
the second and third floor, are English, Social Studies, and Math 
[combined]. I made that decision and then scheduled a meeting for 
whatever teachers wanted to come and yell at me. So, a room of  
40 teachers actually shed tears over this. Could you imagine? But, you 
need to break those barriers down and make people feel like they are a 
team, and not just, hopefully in the department, but as a school, also.    
 
The fact that Dr. Anthony always knew how and where he wanted to lead the 

school was understood by Mrs. Carter, who, as a long-standing Crescent Woods School 

District parent, had the opportunity to watch the transformative process unfold:  

Definitely, you know where he’s coming from. He came in with a lot of  
new ideas. He’s a very forward thinking person. And you could see as the  
years went by, he’s had a vision, always had a vision for the school.  
And goals. Like he wanted to move it to the next level.  
 
Mrs. Stacy Ritter, who had more than one child attend Crescent Woods during Dr. 

Anthony’s tenure, explained that she believes each of his actions have the same origin:  

Everything he does means well. Whether it works out or not, it’s always  
started with the end goal of what is best for the students, the staff and the  
school, even the community. What’s best for us. 
 

She explained that through one of her early experiences with Dr. Anthony, she knew that 

his leadership was not going to be weak or vague: 

He’s speaking in an auditorium to a large group of both students and  
parents. And, there must have been some students there who were being  
rude or inconsiderate. They were either on cell phones or they were doing 
something, and without skipping a beat, he brought that to a dead stop and  
just went right on. I mean, he made it very clear. I imagine that was a 
group of incoming freshmen, and he made it very clear that that was not 
how his school operated and it wasn’t going to be tolerated. Right off the 
bat, I had a great deal of respect. I think he’s approachable, but I think he 
runs his building in a way that kids know there’s really not going to be a 
lot of rudeness or a lot of disrespect. 
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While Dr. Anthony knew that a concrete vision, proper conduct, and his own hard 

work could effectively serve as the initial building blocks for school improvement, there 

would need to be additional cultural norms stacked upon these units. For sure, he knew 

the talents of others would be fundamental to the development process. Therefore, he 

began utilizing the strengths of different people in various situations, as he worked to 

transcend his personal capacity through the abilities of others. Dr. Anthony provided a 

particular example of how this was done: 

This whole 5th block piece. That’s all the character ed. relationships in a  
program. Its a major change in the high school. [The school] first went to  
block scheduling in 2002. It was a terrible failure. Many teachers were 
here when advisory had failed. We now come back with a program 
because we know it is good, we know the time has been desired for this 5th 
block advisory type of period. [Name], my assistant principal, has run the 
whole thing by herself. I know she’s smart, I know she’s good with 
people, I know she’ll come to me when she’s not sure which way to turn, 
but that has been her leadership, her labor, working with a committee, 
doing it better than I would because she is more talented at that kind of 
facilitation than I am. But [she] has shown me. I gave her an opportunity 
to demonstrate her competence on some complex tasks. I heard she was 
outstanding [in her prior assignment]. She did it. I just let her run the 
thing. The most I can do is stand in her way. I mean, that’s the worst thing 
I can do is stand in her way. 

 
 While Dr. Anthony distributed pertinent tasks to his staff and allowed them to 

work autonomously, there were times when his guidance and/or assistance in the process 

was necessary. As Mr. Miller explained, no qualms existed among the administrative 

team as Dr. Anthony operated in this role. Instead, to this day, his involvement ensures 

that the school’s standard of performance is understood and maintained: 

I think we are empowered as individual administrators, that if we see  
something and react to something, you know if a teacher is not on par,  
we can give them a word of encouragement or a word of “you might want  
to think of doing something differently, this way.” Vic models, puts out  
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frequent walk-through reflective emails, so, most weeks we get two or 
three different emails where he walked through a classroom and c.c.’s us, 
or blank copies us. And, its ten to one positive but he’ll often say a 
positive word and also a word that has a constructive element to that. If so 
and so is an organizational person or an organizational guy, if someone 
drops the ball on something, they are given a break and there is this 
forgiving tension that is held there, but then also the attentiveness to 
document as necessary to be able to move things forward. If someone does 
a breach of protocol, again, they will be checked in with, but the bigger 
fault is when there is a breach of the cultural norms. That’s where Vic 
reserves more emotion, and we are empowered with that as well too, how 
to handle those types of things. When someone, if we are built on 
relationships with kids, then if someone is so disrespectful to a kid or  
a family, then that is a breach of the organization. So, therefore, such a 
teacher or staff member will be addressed fairly directly on those types of 
situations. And, it is done generally one-on-one as a conversation. If it has 
been a pattern, then it’s a union documented structure, a progressive 
discipline structure that’s in place. And, we’ve become more confident 
and more assertive in addressing non-tenured employees in making sure 
there is very good dialogue with the union president and union leadership 
in terms of what needs to happen in moving things forward and get an 
employee out the door if need be, if someone is not fitting into the 
Crescent Woods’ model,  “Crescent Woods’ material” is the phrase that 
Vic often uses.  

 
 While there is an ongoing commitment to high standards, support and 

appreciation is shown to those who work hard in getting there. As Mr. Horner explained, 

this has resulted in the formation of trust throughout the school: 

I think if you ask the teachers you would find that they believe in him,  
they trust in him, they trust the fact that he’s a really smart person, a  
caring person and he’s a leader that they can believe in. I mean, when  
they come with questions, there is going to be concrete answers. When  
there is an issue, when a teacher does the right things, they can trust that  
behind closed doors he is going to stand up for them. I think that’s  
another piece and I can speak firsthand to that. If I do my job and I am  
working in my job and I’m administering in this office, there are things  
going on continually when I’m doing it and things come up. He’s the  
first one to stand there and say, you know, I believe in this person, this  
person is competent, this person cares, and this person is doing his job.  
When you’re talking about trust, that’s a big piece of it. 
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Mr. Horner also described Dr. Anthony’s humanistic side, and how it has added to 

the principal’s and the school’s flavor: 

He’s amazing how he knows everything about each of his people. He can  
joke about it. He’s able to joke about things in a respectful way. He is able 
to show someone the respect that they need. When you have somebody 
that [has been teaching for thirty years], you can’t really mold them. 
However, you can empower them and that’s what he does and makes that 
person feel great about being here. And, you know, the faculty sees that, 
the faculty respects people that have been here thirty, thirty-five years. 
And, that’s the easy person to target because they’re not going to see 
things the way this new young Dr. Anthony is going to see things. But, he 
is able to elevate that person to a high status and gets that person to buy 
into what he’s talking about because of that. 
 
Beyond the administrative team, other school stakeholders have noticed Dr. 

Anthony’s efforts in creating a common culture through core principles, regardless of 

whether such principles are explicitly stated. In the roles of community and school board 

member, Mr. Jones observed Dr. Anthony’s effort in putting to work the core tenets of 

the philosophy: 

He does a lot. I think he does a nice job with the parents’ forum he hosts.  
I have gone to a couple of those when there have been specific issues I had 
interest in. Public school is a diverse community, unlike a private school.  
A public school has a lot of people with a lot of different agendas, a lot of 
different social and economic backgrounds and a lot of different activities 
that they are all vying for the attention. You know, not everybody wants to  
be a part of the football team, the band, you know, the chest club, the 
business leaders club. Everybody has an equal stake, wants an equal stake, 
and I think he has tried to work hard to make sure that everybody is 
represented and it’s not just a sports school. 
 
Mrs. Jeffrey explained how Dr. Anthony has been able to handle a broader equity 

issue that resides within the school district’s borders:   

This district really is kind of split east and west. [One side] is much more  
affluent. We live on the [other side]. He [Dr. Anthony] is very able to 
handle the high maintenance side versus the other side, which is rapidly 
becoming a new immigrant, very high ESL population. The demographics, 
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just in our neighborhood and the elementary school that my kids have 
attended, has changed dramatically in the last ten years. A huge 
dichotomy. And, he handles it very, very well, whereas I think a lot of 
administrators would have a hard time catering to the huge disparity.   
 

 Mrs. Tammy Manders, another parent in the school district, discussed Dr. 

Anthony’s personal efforts in relation to her son, which she believes exemplify his 

steadfast commitment to working on the school’s culture:  

My son wanted to start a club, so he went and spoke with the assistant  
principal and then he had to talk with Dr. Anthony. And, Dr. Anthony  
was very encouraging and positive and sought him out to give him some 
feedback. [Also], he has actually sent letters home saying, “Hey, I saw  
[your son] contribute this in class and it’s great that we have students  
that are really trying and really contributing at this level.” So, for me, 
it’s those kinds of things. 
 

 At CWHS, there is also an enduring effort to recognize others while celebrating 

success. Mr. Trainer revealed Dr. Anthony’s tendency to do this, at the right time and in 

the right manner: 

Culturally, there are some things that I think teachers are recognized for  
regularly. And, Vic does a good a job in a faculty meeting. He will really  
get on as their personal cheerleader. Not in a corny way, but in an  
appropriate, hey this is important to us as an organization way, and they’ll  
get a round of applause and hooray from their colleagues and that’s good. 
 
 Mr. Sterner echoed this sentiment, and explained how Dr. Anthony’s fervor 

shines throughout the organization as he endeavors to move it forward: 

I would say the word for Vic as far as what embodies him, the way he  
leads is “passionate.” When he gets into something, he gets really into it.  
And it’s good. It’s contagious. He’s a real cheerleader for the things he  
wants us to try. But not with blinders on, because he’ll anticipate ahead of  
time what the resistance is going to be and there’s always resistance. 
There just always is; there always will be. So he anticipates where it’s 
going to be and is ready to respond with the “what if” questions or “how 
are we going to do that?” kind of stuff that people come with. But he 
doesn’t let it dampen his enthusiasm for the things he wants to do. And, 
he’s passionate not just about new ideas, but about his teachers, about his 
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kids. When we do something well, he just falls all over himself with words 
of praise for the faculty and staff and the community and the kids. He’s 
not one of those leaders who “Wow, he said something nice to me. Wow, 
it must have been a big deal.” He’s very effusive with his praise, but not to 
the point where it’s meaningless. He doesn’t just say it. He doesn’t say 
“Wow, that was great” when it wasn’t great, but he gives a lot of credit 
where credit is due. He does a good job of recognizing excellence when 
staff members do great things or when kids do great things.   

 
Mr. Watson discussed Dr. Anthony’s effort in getting different people involved 

and seeking out opportunities for recognition and/or support: 

Vic is definitely engaged in making sure that everybody’s involved in a  
positive way. He definitely seeks out opportunities to recognize  
achievements and is very aware of what’s going on both professionally  
and personally in his faculty’s and staff’s lives. So there’s a real nice  
connection, where he’s invested personally and professionally in the lives 
of everyone in the [organization]. He tries to do that as much with students 
as possible. In a school of 2,100 students, sometimes it’s difficult to do 
that with everybody. But, as best he can, he’s active in attending activities, 
events and games and those types of things that kids know that he’s 
concerned about them as well. 

 
Mrs. Butler revealed that, along with Dr. Anthony’s passion for involvement, 

comes his compassion: 

I’ve been teaching for a long time and gone through all the principals.   
I don’t think anybody else has been as compassionate about people at  
either of life’s extremes, either the new young teachers who were in their  
late 20s, early 30s, who are having babies and they’ve got issues with  
babysitters and sick babies, you know, the day care calls you at noon and 
says “Your baby has a temperature. Come on and come get him.” He’s  
very, very compassionate about that. So, on that end of things he gets it.  
But he also gets, you know, once you get 50-55-60 things start happening  
at the other end, and he is very compassionate about people when the  
wheels start coming off, they start getting sick, they need surgery, they’re  
out for six weeks, they’re out for a semester trying to put things back  
together again, so I think he has compassion for people at both ends.   
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From Mrs. Kerchner’s perspective, application of such behavior at the 

administrative level makes a world of difference, to the school in general, and to the 

professional staff in particular: 

I think that if it doesn’t come from the administrator, then you don’t  
have it. I’ve been in many different buildings and I’ve seen many  
different administrators. And I haven’t really seen anything like this.  
I just know that not only is a hand extended, but you get the feeling 
that it’s really meant, it’s not just you know, you’re in my thoughts.  
It’s, I’m going to reach out to you and I’m going to let you know that  
I’m continually thinking of you.  
 

 Clearly, Dr. Anthony attempts to invoke high expectations, a team approach, 

equity, energy, recognition, growth, and support into his school leadership practice. This 

activity, in turn, permeates throughout the school as his administrative staff, faculty, 

students, and parents pick up on cues and come to realize how the school should and will 

function. However, sometimes, the tables are turned, as Dr. Anthony is required to watch, 

listen, and learn in order to allow positive changes to take place. Mrs. Tina Humphries, 

whose daughter recently attended CWHS, attested to Dr. Anthony’s willingness and 

ability to do just that: 

When [my daughter] was in student council, they wanted to make  
some changes. With some things, he said, “Yes, okay, we can change  
them.” This year, I’ve noticed even more changes have taken place.  
He’s listened to the kids. On the academic side of things, wanting to  
do away with the honors [classes] and changing a lot of those things,  
but willing to say, “Maybe we made a mistake, and we can go back 
and change it.”  
 

Mrs. Butler spoke of the same trait, as she saw it in her teacher role: 

I think he is a person who is willing to listen to new ideas. He doesn’t  
have to like them; he doesn’t have to agree to them. He makes that  
very clear, but he’ll listen to them and sometimes he’ll go with it.   
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Mrs. Manders suggested that Dr. Anthony is not only willing to listen to new ideas, but 

goes farther by seeking out new information that will move the school in the right 

direction: 

He sent a survey out on the English program because they took away  
honors I think for 11th and 12th graders. So they’re going to have it  
to be either academic or AP because he wants to push kids in one  
direction or the other. So, that survey went out and you could leave  
comments on that, I guess 500 characters or something. So, sometimes  
that’s the way he collects information and then he definitely takes that  
stuff to heart and does something with it. One time there was one about  
the teachers. I think that was last year.  
 
However, not all issues are open to discussion or consideration. Mrs. Manders, 

whose daughter currently attends CWHS, provided an example that shows Dr. Anthony 

also works to discard activity that goes against the norms and expectations of the greater 

Crescent Woods community: 

There was a dance a couple years ago and the students were dancing 
inappropriately and he was very angry about it, which I was like yes,  
you know, this is great. And, he stuck to his guns. He gave very clear  
direction on, “we’re having another dance, if we see this behavior you  
will immediately be removed from the dance.” It was not, “we’ll call,  
we’ll see.” So, what I really liked about that particular incident and how  
he handled it is he was very clear, he was very much this is what is going  
to happen, he didn’t back down. And, so, for me as a parent I was like,  
yes, this is how the administration needs to handle these things, because 
then when they did have the next dance the students behaved because 
they knew, hey, he’s not going to give us a chance, if he sees us [we’re]  
definitely out of the dance. 
 
Mr. Sterner agreed that Dr. Anthony is straightforward, when need be, but that he 

often fuses this inclination with the skill of listening, when possible. To illustrate, Mr. 

Sterner explained Dr. Anthony’s actions during the change in school venues: 

He really did a great job of making the move happen. There were a lot  
of times in which he had to basically just give directives because that’s  
what you have to do. You can’t do everything in a purely democratic  
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way because it’s just not efficient. But, what was really great about his  
leadership style, and it continues to be this way, is when it’s time to  
make a decision, he makes a decision. He doesn’t kid around, but in the  
lead up to that process he solicits points of view, he listens to them,  
probably a lot more so. I’ve worked for a lot of principals who may be in  
the room when an alternative point of view is presented, but they don’t 
necessarily take in any of the worth or the value of some of the 
perspectives; they have their mind made up and they go “yeah, yeah, yeah, 
yeah, okay” and then they go their own way. He’s pretty good about 
soliciting input from teachers. He respects his teachers and values their 
skills and does not at all, which is really refreshing, operate from a 
position of pedantic expert. 

 
The Engaging Personality 

 
 The story is well-known in some circles at Crescent Woods, and was told in the 

following manner by one particular teacher who had the privilege of being there: 

They wrote a grant here a number of years ago, probably four years  
ago, and asked maybe one person in each department to attend this big  
conference down at Disney World. Two principals went, the head of the  
English department, there were two math teachers, a science teacher, and  
one history teacher. Dr. Anthony’s wife went, his two little kids went, and 
somewhere in one of the Disney stores they bought the Jack Sparrow wig  
with the hair and the whole pirate deal, right? So, I remember being 
outside. We were all sitting around one of the pools in Disney World. His 
wife came in with the kids, the son’s got the pirate hat on. It’s a crazy-
looking Jack Sparrow hat. He’s got two swords. His son and I did a sword 
fight around one of the kiddie pools. The next day Vic shows up at the 
conference, there’s 3,000 people in the room, he shows up with the Jack 
Sparrow hat on, sits there completely just, you know, “Here I am.” No one 
sat near him. They wouldn’t sit near him [laughing]. There’s a certain 
level of fun loving. “Say what you want to say about me. I don’t care. I am 
who I am. I’m the father of that kid and this is his hat and doggone it I’m 
wearin’ it.” That takes a certain confidence to do that. I thought it was 
hysterically funny. I wish I had a camera phone with me that day. But, not 
a whole lot of principals would have done that. Nobody else at that 
conference. There were 6,000 people there, and we were in one room with 
3,000 people and he shows up with the hat on. No one else had one on the 
whole time. I think it was a four or five day conference. So, there are a 
couple of things about him that make him pretty easy to get along with.  
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 Time and time again, the school stakeholders at Crescent Woods comment on 

their fondness for certain personality traits that characterize their leader. Passionate, 

charismatic, responsive, open, humorous, confident, compassionate, fair, candid, and 

genuine, to name a few.  

 For sure, not to be lost in the list is his driven-nature. As described by Mr. 

Mayfield: 

He has incredible energy and he’s never satisfied. Not only from his  
own personal perspective, but, with the staff, the students, and the  
curriculum. Even if we’re excellent at some point, he’s always looking  
for that next piece that we can grab onto to continue to push us further.  
You know, he’s not satisfied with being, and I mean this in the best  
sense, he’s just very forward thinking and is always looking for ways  
to improve. You know, talking about going from good to better, and  
from better to best. 
 
Mrs. Otto, a proud parent of four and longtime member of the Crescent Woods 

school community, reverberated this notion by saying, “I do think he’s innovative, and is 

always looking how to propel the school, how to propel the students, how to make the 

programs the best, or make us the top of our game.” Mrs. Carter described a scenario 

involving Dr. Anthony that suggests he is willing to do whatever it takes to get the 

students of Crescents Woods where they need to be: 

One time I saw him walking around the corner with a group of kids  
going to the house and knocking on the door trying to meet them, you  
know, getting them, telling them about school or to come to school.  
And, I think one of the reasons why he was in the neighborhood was  
that there was a high-risk kid who was having a lot of trouble. There  
were a lot of kids going to high school that year on our block, but I  
think maybe they were trying to reach out to kids that wouldn’t  
necessarily come to school or they knew were having problems. I think  
at that point maybe he was reaching out. 
 



 
 

                                                                                                                                 169                                                             
                                                                                                                                                                                                                                        
      
  

 Along with his efforts in raising the bar and moving the school forward, certain 

school stakeholders comment on Dr. Anthony’s transparency, or his willingness to 

disclose the happenings of the school in order to let outside stakeholders know what’s 

going on. As Mrs. Janelle Seidenwalt, a Crescent Woods’ parent, discussed: 

He likes to explain things. He does, he likes to give reasoning for things.  
He likes people to be aware of what’s going on. He’s a good 
communicator, he’s a very good communicator. And, I think he’s pretty 
good at telling people as much as he’s allowed to. You know, I don’t think 
he can tell everything. But, I think he’s pretty good about telling you as 
much as he can, anyway.   
 
Mrs. Jeffrey explained that Dr. Anthony’s willingness to share things goes a long 

way in forming an impression of him: 

I do definitely feel valued as a stakeholder in the school. I guess I  
would have to go back to the parent forums, every month he’s in that  
classroom. Admittedly, it’s during the day and not everybody can get  
there during the day, but realistically not everybody’s going to get there  
at night either. He comes and gives an hour or more depending on what  
the topic is, to talk about an agenda that parents would be interested in.  
And is very upfront. He’s very candid. He’s very, I think, honest and  
very honest when he says, “I’m not going to answer that, it’s a personnel 
issue, it’s a privacy issue. I can't get into that.” But, otherwise, I feel like  
he’s very open and very willing to answer questions as asked. The fact that  
he even does that, that parent forum every month, I think speaks volumes.  
And, I think [the fact that he doesn’t disclose everything] only increases 
my respect for Dr. Anthony. There are times when he says I’m not going 
to answer that and this is why. 
 

           As a former student, Olivia was impressed with Dr. Anthony’s personality from 

the standpoint of the respect and consideration shown to students. As she explained,  

I do think he takes into consideration what the student input is. I really  
do think he does that, and if there’s a concern that’s brought up, I do 
think he thinks about it in terms of his plans for the school. 

 
For Hunter, another CWHS graduate, Dr. Anthony’s most impressive trait 

concerns his style: 
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He’s very charismatic. He knows how to get up and talk in front of  
people. He definitely gives you a sense of confidence that he knows  
what he’s doing. He’s very composed, which is a good thing. I think he’s  
just very good at answering questions and being in the spotlight, taking  
the heat. He doesn’t seem nervous. He doesn’t really allow for the  
opportunity for someone to come in and shake him up and get him off  
balance and then throw more attacks or more questions at him. He’s  
very focused. And, you got the sense that he cares about the school  
and he wants Crescent Woods to be recognized as a good school and 
to be the best environment possible.   
 
One of Hunter’s former classmates, Carrie, talked about other characteristics that 

shone through to her, during her time at CWHS: 

I think he’s really energetic. When we had assemblies he tried to make  
jokes and sometimes they’re funny but sometimes they’re really lame  
(laugh). I think I would say humor is like a big one because I think he 
uses humor to get across to kids, to seem funny, and I guess, hip. 
 
Drew disclosed his appreciation for a mixture of traits that describe his former  

principal: 

He’s just a very fun guy to be around, but he knows his stuff. He knows  
what  needs to get done and he gets it done. He’s very good at motivating 
groups of people, groups of his staff, especially holdovers from previous 
administrations. In the small group setting, he could get a group of people  
on board with something and get something done, be it students, staff, or 
teachers.  
 
From the perspective of leadership action, Drew explained that he was able to see 

 
his own training in this area come to life, in the form of Dr. Anthony’s behavior: 
 

I teach at a leadership course sponsored by National Boy Scouts, and  
looking at what the leadership models we teach there, I don’t know if  
he knows the models. I imagine our course is derived from a lot of  
corporate models, so I would imagine that he has been taught some 
iteration of, what I’m referring to is called Edge, and we would use  
that going through explaining, demonstrating, guiding, finally enabling  
and pushing people up. And, just the way he worked, the way he talked,  
in sort of the leading-by-example fashion; he did that all the time, in  
everything, and that’s something that people don’t really see happening,  
but, it does and it works. That’s something that I picked up on just because  



 
 

                                                                                                                                 171                                                             
                                                                                                                                                                                                                                        
      
  

I’ve taught it, but I don’t know if you really realize, I mean without  
knowing, that you’ve got a really gifted person. 
 
For Tiffany, it was Dr. Anthony’s affectionate side that caught her attention: 

He would bring his kids into work sometimes. He had younger daughters,  
I think maybe like two and five, and he would bring them in and that was 
nice to see. Like, he intertwined his family with work and he cared about  
both and I liked seeing that. I think that he was genuine. He did care about  
the students. He had everyone’s best interests at heart. I think that he got 
to know [the students] really showed me that he cared because I think a 
principal that didn’t really get to know their students shows a lower level 
of caring. I think the more he was involved with the students showed that 
he cared. 
 
Wendy concurred with Tiffany’s sentiments. For her, it took some time to really  

get a feel for what Dr. Anthony was all about: 

I know when Dr. Anthony came in, people really felt that he cared a little  
more. I didn’t really know him, so I had no basis for anything. Then, as 
the years went on, I felt like he really cared and really talked to you 
personally and really got to know everyone personally. He always said hi. 
He always was friendly. We do an annual pie the teacher day where you 
can pie a teacher in the face and he was right on with it and people were 
like “Let’s do Dr. Anthony!” And, he took it as a joke and he didn’t get 
annoyed because the kids were picking on him. 

 
As a parent, Mrs. Manders appreciates Dr. Anthony’s willingness to mix his  

personal and professional lives along with what he has done for the school: 

He is a parent and he shares experiences that he has with his kids as well.  
That helps him to relate more to the parents and the student body. So, I  
think he seems to be ethical, he seems to be caring about the students as  
a whole, so again, we’ve been very satisfied. There has not been anything 
that has happened where we’ve said that principal is not doing the right 
thing, so we’ve only had positive experiences. 
 

Mrs. Neiderer likes the fact that Dr. Anthony is attentive and inclusive: 

He doesn’t dictate, he makes you feel like you count. Your opinion  
sometimes counts, he will take that into consideration. He is still going  
to do what he is going to do, but sometimes, it sways him. So, you do  
feel like you help make a decision and made the school a better place.  
 



 
 

                                                                                                                                 172                                                             
                                                                                                                                                                                                                                        
      
  

So, I think it goes back to being a really good listener. That’s a good  
thing. Not everybody has that. 
 
As a former school executive, serving in the capacity of school board member, 

Mr. Jones was able to compare Dr. Anthony to the former principal, while explaining 

some of what he appreciates:  

Conviction, personality, perception. The previous principal was very 
authoritative, very, my way, “I know what I am doing, don’t bother  
me.” And, Vic doesn’t come across that way. He does try to engage  
people more or he does at least listen to perceptions and opinions,  
things of that nature. So, I think that’s paying dividends for him and  
gives him a wider breadth. He truly cares about everybody in that 
building. And, I think he works hard to try and represent everybody.   
And, I can tell you I have butted heads with him on numerous occasions,  
but I sat back and looked at him. I still respect the guy. I think he’s  
probably the best principal we’ve had in a long time. And, it’s a tough  
world right now in education. Financially, finances are driving so many 
things, they didn’t drive five years ago and he’s got to go out and fall on  
the sword for a lot of the silly things that have been passed both from a  
state and at the board level. He is carrying the water and being a good  
soldier and I am a lot more opinionated and a lot more controversial, 
and I could never be a school principal. I think one of his better qualities 
is that he is trying to be a good soldier, do what he’s instructed to do and  
not incite the masses. I think he is compassionate. I have seen him at  
school board meetings empathize with people who were up there, and  
really soften them, and really make them feel like they are being  
heard. I think he does a very good job with that. 
 
Mr. Mayfield explained how Dr. Anthony’s personality combined with his 

honesty and confidence allows him to be vulnerable, at times, which leads to new 

connections: 

The personal connections. I think just being honest. I can even think of 
an example of being in parent meetings. Former administrators might say  
when questioned by a parent, “How do you intend to accomplish this” and  
on the fly make up an answer. “This is what we’re going to do”, having  
no real knowledge of whether that was even possible. Vic is really great at  
saying, “You know what, that’s a great question. I don’t know the answer  
to that. I’ll find out and I’ll get back to you.” And then goes and finds out 
and goes back to the parent or goes back to the group or whatever. So, that  
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idea of being a little bit vulnerable and saying, “I don’t know all the 
answers but I’m willing to look for the answer and get back to you and 
work through that”, is how he kind of approaches it when it’s parents 
meetings or faculty meetings, or one- on-one with staff members. If he 
knows the answer, he’ll tell you, and if he doesn’t know the answer he’s 
not going to make something up just to make himself look better or make 
the situation seem better. He’s going to come back, and if it’s a bad 
answer, even if it’s say, an unpopular or ‘not going to make somebody 
happy answer’; he’s still willing to say this is the answer. And, just over 
the years, he has been that way that’s consistently honest with his faculty 
and staff and students. 
 
Mr. Turner may have provided the most resounding description of Dr. Anthony’s  

personality and leadership effort: 

He can talk like he’s just like, right out there like that, like God (that’s just  
a silly thing). He’s dynamic. And, you know, some people don’t 
necessarily like dynamic. Sometimes it’s good to have slow and steady 
wins the race, but he is dynamic. He has the energy to take things on and 
go with them. The energy, dynamic quality. I do think he’s sincere. And, 
as honest as somebody in that position can be. And so, he doesn’t seem to 
be much of a BSer in that regard.   
 
He has made sure that all sorts of family kind of issues are always, you  
know, if someone loses a loved one everyone knows about it right away. 
He makes a point of sending e-mails out and letting people know what’s  
going on in people’s lives as much as people want that to happen. So,  
that’s good, he will go and talk to people if they have issues and he’s  
also pretty compassionate and understands that people have problems. 
I had [an issue some time ago] and it meant I had to cut out of school  
every now and then. And he’s just like, you don’t worry about that, you  
go take care of that, we can handle that. He knew I wasn’t abusing it just 
to get out of school, he knew I had to go do it. And, those are the kind  
of things that you do to build up the idea that someone does care about 
you. 
 

 
Research Concern #3: 

School Leadership During Turbulent Times 
 

 Dr. Anthony was taking the heat for months. Certain parents and students were 

voicing their displeasure with CWHS’s decision to drop English honors classes from this 
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year’s eleventh and twelfth grade course offerings. This decision mimicked the action 

taken for Social Studies a couple of years back. In his explanations, which out of 

necessity had become more and more repetitive, Dr. Anthony stuck to his notion that the 

maneuver would get “more kids to stretch themselves to take AP.” While some parents 

and students were unhappy with the perceived gap that existed between the academic and 

Advanced Placement (AP) levels, Dr. Anthony was confident in the decision: 

There are a lot of people out there who think you need honors for, I  
believe, all the wrong reasons. We had people thinking that was going  
to hurt their college competitiveness [by taking academic, rather than  
honors courses]. I think what is best for their college competitiveness is  
our profile as a school, which is, how many kids are taking AP and how  
they are doing and the rigor of their own program. We will have more  
AP test takers, more scores three or above for test takers this year than  
we’ve ever had before just because of this change, because kids got  
funneled in who might have shied away. And, because we got really 
good teachers, they will do really well, if they choose to take the test.  

 
According to Dr. Anthony, this decision, along with the one that eliminated class 

rankings, are the “kind of crises that we created, not on purpose, but to do better things 

for our kids.” However, as the case with many school issues, it was important for Dr. 

Anthony to dig deeper by collecting the hard data that would either signify the decision 

as being appropriate or not. In the end, the results were different than Dr. Anthony had 

anticipated, which to him, indicated that one honors course should be added back, in 

order to meet the interests and needs of the entire student body. As with other turbulent 

times, Dr. Anthony didn’t view the situation as a setback or a problem. Instead, he 

framed it as an opportunity. As he explained, 

[My upcoming recommendation to the board] is based on historical  
data that just came to light and other people’s advice. I think its going 
to be so empowering for our entire organization and community since  
people know what my biases were. This board is expecting me to come  
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in and say, “No, we aren’t keeping honors.” That was going to be my 
stance. Now, I’ve stepped back and took a look and here’s what I think  
we should do. Its not a publicity stunt. But, I see turbulence as an  
opportunity to gain credibility and to gain leadership potential. I think 
this is huge tomorrow night, for the community, for the parents. It still  
won’t be enough for some people, but it’s the right decision and it will  
be popular, so, I’m happy. 
 

 Along with “reframing” turbulent conditions, by changing them from problems to 

opportunities, Dr. Anthony engages in specific actions and applies certain principles that 

allow him and the organization to pull through difficult circumstances. Figure 2 depicts 

Dr. Anthony’s process of handling organizational turbulence at CWHS. 

Figure 2.  School Leadership Behavior, Aptitudes, Concepts, & Principles During Times 
                 of Heightened Turbulence 
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The Trusted Cabinet: Closed Door Communications 
 

Every morning at 8:15am, Dr. Anthony convenes with his four assistant principals 

in order to discuss recent happenings, compare teacher observation notes, and/or discuss 

upcoming meetings and events. According to Dr. Anthony, such meetings are 

“consultive” in nature: “They [my assistants] are consulting with me. Or, they are 

consulting for me.” In the meetings, Dr. Anthony often discloses what he is thinking and 

asks for feedback from the others. The fact that Dr. Anthony has a nuclear team that he 

can trust, count on, and defer to has allowed his tenure at CWHS to be rewarding and 

successful. As he explained, “It would be incredibly challenging [not having a support 

team]. I had that for eight years, and its been an incredible eight years.”  

During turbulent times, Dr. Anthony leans on the ideas and talents of his team to a  
 
higher degree. As he explained,  
 

They’re my support and sometimes words. I’ll say, at the morning  
administration meeting, here’s what I’m going to say, how does that  
sound to you? I often will think aloud, and I think it is good growth  
for them to help me solve these issues. 

 
Through this process, Dr. Anthony’s confidence becomes elevated, and the 

situation is handled according to the decisions and behaviors of the team. In relating a 

recent crisis situation, Dr. Anthony explained his mindset and method: 

I’m just confident in myself in those situations. I’m confident in myself  
because of the people who are around me. I know I can’t do it myself.  
[At times], I yell and lose my mind a little bit when the doors are closed  
and the team is in there. This year, we had a situation with the sewage.  
But, in the room here, when everyone’s around, and I’m relying upon the 
contributions of security, and whatever to help me through, I really don’t  
have all the answers. I think I point in the right direction, but I don’t have  
all the answers. I have to say, “no, shut up, we are doing this first.” 
Because people in crisis situations are all over the place, you know. I’m 
sitting here trying to work on what I’m going to say to the kids, here in 
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this sewage situation, and people are saying, “What about this and what 
about this? Who cares right now! Will you let me do this first?” I act like 
that a little bit behind doors, but when I come out through the doors and 
the microphone is there and the cameras are on, I think I thrive in that. 
But, it’s a total reliance on others. It really is. But when we come out of it, 
I’m the spokesperson and I’m comfortable being so, and after the fact, I 
give the credit to the other people. That’s coaching 101, I think. 
 

           Trust is fundamental to the process, which allows Dr. Anthony to apply this form 

of leadership. Furthermore, as he explained, prior successes of his team have influenced 

the current state of affairs: 

I have good trusting relationships with almost anyone who is closest to  
me, from my assistant principals to my bosses. We can let loose, they call  
me and yell, not at me, but, about situations. I rely upon my administrative 
team incredibly. Also, my bosses. I have support from above, and in 
general, I have support from this community. Its pretty strong. Its not 
unchallenging. They play devil’s advocate. The board doesn’t always 
agree with me. They usually vote the way I ask. It helps a ton. I didn’t 
have this level of confidence eight or six years ago. Like, people would 
challenge me on every single issue. The phone would ring off the hook, 
you name it. And, I was battling my age at the time. I was too young to be 
a high school principal. 

 
 Through the administrative team’s efforts, an attitude and understanding has 

developed that allows each member of the team to function effectively within the 

established framework for communicating and behaving, which Dr. Anthony described: 

When there are larger issues, they allow me to set the tone for how we  
will be making decisions and communicating outside. And, in our 
meetings is when we vent frustration with things like that. But, they know 
enough to create some space so they can come to me to see if we are going 
to be angry and show frustration to a point, are we going to project all 
positive out of this difficult situation, or how are we going to handle this 
essentially, outside this room. The administrators know to create space, 
meaning, let me get back to you. They may not even say they need to talk 
to me, because they know I may send them back at it, and if they say they 
need to talk to me, that takes some power and authority away from them 
and I like them to be as autonomous and have as much authority as I do in 
the building. So, they allow me to set the tone of how we are going to 
react to it, and we vent and share frustration within a meeting, and they’ve 
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got a good gauge for that. I think they speak with each other also. They 
wouldn’t say this, but I think they speak with each other a significant 
amount to see whether they need to ask me about it. Which, 
I think is positive. They really are geared toward making sure I only deal 
with what I have to deal with. I mean, I think they know I support them, 
they are respectful of my schedule, and, they are trying to handle 
everything they can by themselves. So, on the ground, what I would 
consider minor bumps in the road, they handle it, and check in to make 
sure we are in line, and sometimes they don’t even check in. So, they 
handle the day-to-day, what I would consider the minor turbulence, and 
have a good gauge as to what needs to be brought to me. 
 

Clear Communications 

 By perusing Dr. Anthony’s written documents, notes, and memorandums, it’s 

possible to see that he is not only clear and precise in his written communications, but 

also, concise. Emails are brief and to the point. Agendas are clearly outlined. Letters are 

formatted to particular guidelines. Such clarity filters through the organization, as others 

realize that written correspondence has a particular role, but should not and will not 

extend beyond certain boundaries. Instead, other forms of communication are utilized, 

depending upon the purpose of the message. As Dr. Anthony explained, there is a 

particular philosophy that he subscribes to and models for his school’s stakeholders: 

I really do try to communicate [in written form] factual information  
to which there’s minimal opportunity for misunderstanding, like, a  
schedule. If anything requires discussion, discourse, or understanding,  
its always in person or on the phone. I don’t text. I don’t on purpose  
have my blackberry going off when I get emails. Most people I know  
do. I have my computer. I choose when to sit at it. I don’t lose my mind  
if I am 100 deep in email like I often times am. I scan it. I’m not  
irresponsible about it. But, my goodness, [if I’m speaking or listening to 
someone], it would be so rude of me to be constantly distracted by that.  
There is a time and a place for that. But, you know, I still believe very  
much in human interaction. The phone is good, too. People may get  
frustrated with that, but they know how I am. I leverage technology for  
what I think it is designed for, quick, efficient communication. Its not  
quick and efficient when you get into dueling essays, and I almost  
never do. 
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 For Dr. Anthony, times of turbulence require a higher level of clarity and 

frankness. As he explained, this sometimes occurs with teachers, when he must 

communicate expectations and/or provide corrective feedback:  

[I’m] direct, so as not to have them misinterpret. It’s really direct,  
more direct than I feel comfortable with. Although I’ve gotten  
[more comfortable with this], I’m never comfortable giving that kind  
of direct negative feedback to someone who I genuinely like. I mean,  
I can see someone’s trying hard, but it’s just not working. That’s hard.  
But I can’t risk them saying, “Vic said I was doing pretty good here.”  
You know, the message I try to deliver is, if this doesn’t change, you’re  
not going to be here anymore.  
 
When decisions are made, they are communicated and adhered to in a similar  
 

fashion. To Mr. Sterner, this has been evident during his time at CWHS: 
 

He has a different skill set and a different job description in terms of  
seeing the big picture and making organization-wide decisions that  
affect all of us, so he does listen to what we have to say. He does  
value our opinion, our perspective as classroom teachers. And then,  
he makes a decision.  He doesn’t waffle much. When people go to  
him, its a no-win position [for him]. No matter what decision he makes,  
there’s always going to be some stakeholder that’s upset. This group of  
parents, this group of teachers, or kids. But, he’s firm and he’ll make a 
 decision and he collects all the information, listens to everyone’s point  
of view, makes a well reasoned decision and then lives with it and feels 
comfortable with it and doesn’t kind of waiver back and forth and try to  
kowtow to people that are being negative. 
 

Strategic Emotional Theater 

 Dr. Anthony realizes the power that energy holds in organizational life, so he is 

very careful with how, where, and what type of energy he releases. Furthermore, he is 

aware of how emotion is intertwined with the political process in school operations, 

which therefore, requires a particular concentration: 

I think I can see the big picture and see how things will play out down  
the road. I’m close to right on with those kinds of things. I get what  
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makes people tick. I get the politics, although everyone likes to brag  
they don’t like to play politics. I get where my position is, where my  
boundaries are, and I know where I am pressing them, and choose  
carefully when to do so. I think I understand that positive energy  
makes positive things happen. Negative energy is just wasted  
energy. So, what’s the point? That’s why I do those things behind  
closed doors. 
 
Beyond this, Dr. Anthony is willing and able to fabricate emotional public  

 
displays when necessary, and believes that his job requires him to do so: 
 

Since the moment I became a principal, I knew that every word I  
say counts.  And, whether it be me cursing for effect, so they might  
see that I am real, or, laughing seemingly out of control, I know that  
everything that I do matters and everyone is taking notice, all the time.  
And, I take advantage of it, when necessary. Or, I take advantage of it 
most of the time. 
 
In order to clarify how he applies strategic actions during turbulent times, he 

explained the school’s mascot issue and how the recent change in the school’s spirit 

leader has required him to react in a certain way: 

Largely due to facebook, almost exclusively due to facebook, the issue, 
unanticipated by me, caught fire, with alumni thinking we are trying 
to do away with [our original] mascot and all tradition, as well as just  
being upset that kind of a goofy looking cartoon character is the spirit  
leader on the football field. And, I view it as a real minor issue, but it  
has had some pretty widespread awareness, because our local newspapers  
are constantly combing facebook and the internet to see what’s hot to sell  
papers and its landed on the front page of both local newspapers, which  
has caused me to have to react. We used to have [the old mascot] on the  
field, and due to a community uprising, we took [the old mascot] off the  
field in 2002, before my principalship. Since then, we’ve had nothing.  
The [official school nickname] is in our end zone, we’ve added back this  
spirit leader, which we thought to be this superhero, like, non-offensive  
person. And, the issue just caught fire. The challenge for me, and has 
caused moderate turbulence, I’ve had to just manage it. I’m not  
disingenuous at all, its just a non-issue to me because we hadn’t changed  
anything as far as the official school mascot name. I’ve done nothing  
wrong, and I know [the old mascot] will not run back on the field because  
I don’t need the ACLU here, and I’ve just had to massage it and be honest  
with that issue. I didn’t think anything of it, until it caught fire in the press,  
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and, of course, it all pointed back at me. And, I don’t read these things  
unless someone points me to them. The commentary called me “wet 
noodle” and these kinds of things. I was careful in my words to the press, I 
was careful to give them the sound bites that I wanted. Such as, “I am 
thrilled that people are interested in the school. That says to me that there 
is some spirit out there, which I love.” We haven’t changed [the school’s 
nickname], we never will change [it] as long as I am principal. Its been 
hard though, regardless of what words I use, the press just plays on the 
hysteria. And, we’ve got some good reporters here, with whom I got really 
good relationships with. But, I’ve tried to not be offensive…but also tried 
not to be upset about it. So, this has mainly been a press issue, to be 
honest. And its not often times, in a high school principal position like 
mine, that its all been through the press. In my final comment to the 
[newspaper] reporter, the reporter asked, Vic, do you have any other 
comments about this issue, and I said, yeah, have you seen our PSSA 
scores? That’s my comment from this point forward. Like, lets start 
talking about something important, and it ended up being a front-page 
story on Sunday about the excellence of the high school’s PSSA scores. 
So, that to me, turned it into a positive.  
 
Dr. Anthony is very much aware of the symbolism that goes with each of his 

words and actions during turbulent times. As he described, this is especially true when 

the situation deals with a faculty issue: 

I think every little piece matters. We’ve spent hours on hard stuff and the  
hardest stuff to sort out is when colleagues don’t get along and they’re  
telling me. But for me to address it, it’s obvious that someone’s telling me.  
Those are the hardest things and I really want to think that, particularly, 
association representatives who’ve had to become involved in collegial  
things, can see that we really try to preserve everyone’s dignity regardless  
of whether they make it through, or not. And, it just goes a long way. I  
mean, we always try to preserve people’s dignity, especially in front of 
others, and I just think that that’s the story that gets told. I mean, there’s 
the story line. That’s Bolman and Deals’ “cultural symbolic”, and that’s  
the storyline I want all the time. 

 
The Team Approach 

 
 As an administrator, Mr. Miller has a working knowledge of the discussions that 

occur within the administrative team during times of difficulty. Sometimes, such 

conversations are aimed at reducing the possibility for turbulence to develop within the 
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school organization. As he explained, the high expectations that exist for each of the 

school’s professional staff members create the potential for turbulence, which therefore, 

requires a standardization of the work of the administrative team: 

The most consistent element of how it [a team atmosphere] permeates 
itself is an ethic and protocol of respect of giving someone the benefit  
of the doubt. Vic uses the phrase, “so and so is a company guy, or he  
is a or she is a company employee.” That’s someone who has put the  
time in, and has the best interests of the organization in mind. And that’s 
more business language, more organizational management language,  
than it is educational leadership. But, I think Vic reflects on that with 
the administrative team consistently, of, “lets give so and so the benefit  
of the doubt, lets give so and so a do over, if they learned a lesson with  
those kinds of things because they generally had the best interests of the 
organization in mind.” And, if you feel the need to hold them accountable  
or give them constructive feedback in some way, it better be within the  
right protocol. And, I think that’s because we discuss that so openly as an 
administrative team and so regularly in our morning meeting and on a 
weekly meeting basis, that we reflect on those types of examples. We pick 
up the tune, we pick up the rhythm of that pretty quickly, and we have an 
open format to quick check with ourselves as colleagues, if we are 
handling the situation in what we believe to be the right way. And, I think 
Vic does an outstanding job of creating that environment for us to tune 
ourselves in the right way, to get into that rhythm. And, I find that both 
professionally stabilizing in terms of you are not on your own, so you gain 
confidence in how you are handling a situation, and I also find that to be 
intellectually invigorating, just to have that kind of professional dialogue. 

 
 Mrs. Rhodes described a scenario where the administrative team worked extra 

hard to get it right, after experiencing some initial difficulty, and how teamwork among 

professionals allowed it to happen: 

We brought on a new administrator last year. And, he was observing.  
And his observation synopsis came out and it looked very different 
than the other three assistant principals. Like, totally different. So, there  
was just, like, scuttlebutt around the building. What eventually ended up 
happening by the end of the year is that one faculty member, and she said  
this was okay, had all five administrators in her classroom at the same 
time doing an observation and they compared observations. So, it finally 
worked out that they decided to do this with one teacher and found one 
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that was fine with it and everybody went in to observe one person to get 
themselves in a row, quite honestly. 

 
 According to Dr. Anthony, in other cases, it is the skill sets possessed by  
 
individual team members that allow the administrative team to thrive as a whole: 
  

They fill in my gaps. We have each other’s back and in each of their areas  
and overall, they are on the same page with where I’m trying to go and  
we’ve developed that together and we celebrate it together. I think we 
complement each other well, me included, and that’s most important. 
Skill sets, visions, devil’s advocacy on issues. Those kinds of things. 

 
 Sometimes, the school’s turbulent conditions require Dr. Anthony to expand his 

team, to those outside the school organization. In order to explain, Dr. Anthony described 

his reaction to a bomb scare: 

I was relying upon the county sheriffs, I mean it looked like an airport, 
they set up metal detectors and such. It was unbelievable. I was a little  
bit scared, before we caught the kid. It took a day and a half for us to  
catch the kid. And, I wasn’t only afraid that someone who wrote it  
[the bomb message] was going to actually do it, but I was afraid that 
it might have given someone else the idea to do it. I was literally afraid.  
For myself and for the kids, and for whoever else was in the building. 
 
Mr. Miller explained that, due to the team atmosphere that does exist, and the 

emphasis that is put on it, power is distributed across the spectrum of responsibility and 

he has gained confidence by working in this type of environment: 

The raw administrative executive power can often come in school  
discipline situations, it can come in hiring and firing types of decisions,  
and Vic has made those collaborative in nature in terms of organizing a  
team of leaders that we have the ability to contribute in hiring and firing 
decisions. We have the ability to contribute and discuss school 
disciplinary types of situations like that, and its either through experience, 
or through wisdom or through a combination of both, but Vic recognizes 
when he does not need to exert any power. There are times when a 
situation will move itself forward on its own and times when a word from 
the boss is necessary. And, that’s a savvy that he really has, and something 
I’ve learned from quickly and tried to model in many ways as I work with 
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staff members and try to convey things and the fact that he has shared 
power gives me the ability to gain confidence in that area quickly. 

 
Mrs. Schuster described her analysis of this process, as she’s observed it as a  

 
teacher, and discussed how, she believes, it has helped everyone involved: 
 

I don’t think I’ve ever had a principal that has believed in staff  
development more than Vic Anthony, and a lot of it is just equipping 
the teachers to help each other through the changes, but that it’s all  
planned ahead by them [administrative team], which is a good thing.  
And he doesn’t do it alone; he has a good staff of principals that he’s  
worked with over the years. Each one of them has been a real good  
helper for Vic and have brought different strengths to the table and  
they’ve learned from each other, so it’s been interesting to watch them, 
to watch him to share the power with them too, and not think that he  
knows everything. 
 
Similarly, Mr. Watson explained what he has observed with Dr. Anthony and his 

capacity for utilizing his administrative team, and also his willingness to go beyond by 

pulling other professional staff members into the mix: 

I think that Vic is fortunate. He has an administrative team that is  
skilled in a variety of different things. He’s able to leverage his  
assistant principals in a variety of different ways that are effective at  
dealing with all kinds of issues. But, his initial reaction is usually one  
of thinking quickly and engaging the right people to deal with the issue.  
He’s not reactionary in the sense that I would say that I’ve seen him panic.  
He’s usually pretty quick to think about what the issue is, what has risen,  
how serious it is and who can best respond to those issues whether it’s a  
student issue with crisis, getting counselors involved or getting outside  
people involved or whatever to a building level issue. So, he’s very  
good at recognizing who he has available to him that could respond  
well to things and engaging them in the process.     
 
I think Vic and the administration especially look to engage people  
in the process of making decisions. There’s a solicitation of teamwork.  
How much people engage in that depends on personal levels of  
engagement. But, when it comes to them having to make the final  
decision, it’s usually based on input and saying, “This is the best  
decision based on everything we got back.” There’s a teamwork  
process in place. When it comes down to ‘we have four options’, 
then our administration works well to say, “This is the best option  
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for us. It’s not going to make everybody happy, but this is the direction  
we’re going to go and we’re going to proceed in this direction.” So, it’s 
a nice balance between getting input when necessary and when possible  
and then making the right decisions for everybody. 

 
 Dr. Anthony explained that sometimes, in order for the organization to pull 

through turbulent times, protocols and procedures must be adjusted, which requires all 

stakeholders to come to terms with changes while putting the wants and/or needs of the 

school ahead of their own. In this way, the concept of teamwork is applied globally, and 

the culture of the school is relied upon to help stabilize the conditions. To clarify, Dr. 

Anthony discussed the bomb scare incident, and the corresponding adjustments that were 

made with school security: 

It had a lasting impact on some of the things that we did. From Crescent  
Woods High School being as close to an open campus, [and then] not  
being an open campus. Meaning, doors had been open, people came and  
went probably too much. I don’t want to say it was so lax. You know, 
doors weren’t locked, there were various entry points, to creating some 
real upset due to the need to have only one entrance and limited movement 
throughout the building. We really did change some protocols related to 
security. So, while there was the severe initial [turbulent] piece, it 
bordered on extreme, but then people understood, because the issue was so 
extreme, why some extreme measures had to take place. I wouldn’t put it 
at extreme because there was no potential for collapse because there is a 
strong cultural foundation, and everyone pitched in to help. 

 
Reframing 

 
 The visionary and forward-thinking features that make Dr. Anthony who he is 

come to light at a unique time, under turbulent conditions. For him, turbulence is not only 

an automatic, engrained feature of his school organization, but also a valued tenet for 

growth and improvement. As he explained, “I remind myself that if there weren’t 

turbulent times, nothing would be happening positive. You need turbulence to have 
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positive come out of it.” To clarify, Dr. Anthony provided a breakdown of how he sees 

the entire educational process: 

First, if you don’t take risks, if you don’t create turbulence, you aren’t  
doing anything, you aren’t moving forward. I do realize that high schools,  
in particular, are like museums. You look at the high school that was  
created in 1880, and besides the facilities, you wouldn’t see that much 
[change] in structure in the way a lot of people go about their business,  
like they did back in the 1880’s. Singular subjects, etc., etc. I do believe  
that to be the case. And I believe that case because everyone out there  
[says], oh, they should change, high schools need to be reinvented,  
reformed, new priorities, all these kinds of things to better prepare kids  
for college. You hear that stuff all the time. They forget to add the caveat: 
“as long as you don’t do it when my kid is in high school.” So, anything  
that you are doing, whether you are getting rid of class rank, making more 
kids take honors or AP than they want to, whatever you do in a high 
school and maybe even in all schools, if its not the way its been done, its 
not as good, and, how dare you change it. So, I feel comfortable that if 
there isn’t some angst, then we wouldn’t be getting at the core in making 
things better for kids, and if we aren’t taking risks, we’ll never get better. 
So, yeah, some of these things we do are risk taking and I’m comfortable 
with that. And, I’m able to coach people through that, also. So, that makes 
me feel somewhat comfortable.  

 
 Even when there appears to be no silver lining in a particular adverse condition, 

Dr. Anthony realizes that each case presents an opportunity for him to uphold the power 

of his leadership practice, and if he fails to handle things correctly, he will eventually lose 

that power. Therefore, he constantly strives to reframe situations while handling them to 

the best of his ability. He used a devastating meningitis case that occurred early in his 

administrative career to explain how his thinking processes and emotions come to bear in 

cases of high turbulence: 

First off, [in the meningitis case], one of my first thoughts was some  
parent had his or her kid healthy two days ago, had a fever, got some 
spots and was dead two days later. And, it allowed me to empathize a  
bit, but my goodness, it was scary, and it is hard for me to talk about it  
now. So, that’ s A. B, I knew I had to rely upon others, not just myself,  
and I was fortunate enough to have a community where there were  



 
 

                                                                                                                                 187                                                             
                                                                                                                                                                                                                                        
      
  

plenty of people willing to support, and that’s the way it has always  
been here. Granted, I was a new principal at 29 years old. I think I was  
29, at the time, but, my boss called me at 10 o’clock the night before,  
so there wasn’t much time to prepare. I mean, the call came in close to 10, 
immediately get the snow chain going to tell faculty members that there’s  
a faculty meeting the next morning to discuss this. Email was not as  
prevalent in schools at the time, the school didn’t even have an email 
system, everyone had yahoo accounts so that wasn’t a reliable form of 
communication, not that I would have used it much then. I knew I had to  
rely upon the manual and procedures that were set forth, and my bosses 
came down and spent the day with me. And, that was helpful, and we  
worked as a team and worked our way through it. I knew I would have to  
reply upon others and was very genuine about it, because I couldn’t be  
anything other than that. But, I also have always thought that crisis is a  
time to solidify leadership and I knew that as tragic as this was, that if I  
handled it correctly as far as being the leader and did all the things, if I  
was just myself, then the community would be somewhat better for it in  
the end. And, I don’t mean to disrespect the death or anything like that,  
but that is how I always viewed these situations. 

 
The same mindset is used for less turbulent conditions, as he explained: 
 

Every time that there is something negative going on, there is an  
opportunity to gain more traction and more leverage by showing that  
you work through it, and perhaps reversing an original decision. So,  
from my perspective, as far as my ability to lead, its all going to be a  
win. And, that’s the most important win. And that’s just being honest,  
that’s not even manipulating. And, its not being a noodle, either. There  
are some things that I feel compellingly strong about, none of which are  
[recent things], honors, class rank. I champion those causes because I 
think they’re right, but it wouldn’t be the end of the world if my 
recommendations weren’t taken. [But the honors situation] created an 
opportunity to educate our board and community what we meant by rigor. 
And, I think we’re closer to where we want to get because of that 
conversation. Do I wish I didn’t have to spend time on that? Yes, but such 
is life. 

 
A teacher’s assistant strike that occurred a few years ago provided Dr. Anthony  

 
with another example, to further explain how his reframing process operates: 
 

There were teacher’s assistants on strike. That crushed us because they  
were out, but the services had to continue and there’s some high need  
areas based upon the programs we offer in this building. So, that meant  
on a daily basis, members of the administrative team were going in and  



 
 

                                                                                                                                 188                                                             
                                                                                                                                                                                                                                        
      
  

serving as aides in the multi-disability class. Feeding students, etcetera,  
etcetera, and that was us. And, I’m not patting ourselves on the back. And,  
at the same time, someone might be asking someone, “Hey, can you cover  
this responsibility?” And, they might say, “No, I’m not available,” a 
teacher. And we had to say, “Okay,” without firing that person up.  The 
fact that we got through that time and the staff saw us as being supportive 
and doing everything we could, I think that’s so much. I mean, that’s a 
storyline. And, you know how I know the storyline was successful?  
Because the BS story was out. It was one hundred percent false that I was 
out smiling and walking with the aides on the picket line. That to me was 
awesome. I didn’t do that because I’m not that dumb, but if people were 
saying that, that’s how positively people were spinning what we were 
doing in house and that’s how we treat others, that was servant leadership, 
at the time, in some ways. And, I kept preaching to my team at the time, 
“This is really an opportunity to move forward.” I seemed really 
Machiavellian, but I was saying that at the time. I mean, here’s an 
opportunity that if we manage this correctly. And, I want  
to think that that, as well as everything else, mattered. And, it was hard. 
And, we acted the same way during the teacher strike. The good news 
during the teacher strike is that there is no school, so I didn’t have to work 
any harder, I worked less. But, through those types of situations, there’s 
never a better opportunity to build relationships and build trust. And, 
fortunately in my career, and very unfortunately for kids, we’ve taken full 
advantage of those opportunities. 

 
Systems Operations 

 
 At Crescent Woods High School, an effort is made to clearly define and format 

operational precepts to make the school function to capacity. Since the guidelines have 

been put into effect for an extended time period, a particular culture has been formed. 

Documents are brief, structured, and to the point. Meetings consistently contain personal 

tales along with professional topics. Stakeholder accounts repetitively highlight the 

school’s high academic standards, recognitions, celebrations, and team-oriented 

environment. Therefore, one can ascertain the key elements that mark the institution.  

Within the school, times of calmness allow for discussion, reflection, and a focus 

on how to make things better. Times of turbulence allow for the engagement and 
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enactment of leadership potentials. Through these processes, involvement becomes the 

norm. Whether its teacher-leaders serving on committees and assisting in policy-making, 

assistant principals becoming more ‘in-tune’ with each other’s thoughts and visions, or 

Dr. Anthony applying his beliefs, Crescent Woods is constantly moving and evolving.  

The system that has been carefully planted serves as the school’s motor, the 

component that allows the organization to complete its tasks. This is of great benefit 

during times of turbulence, since all stakeholders are able to fall in line with particular 

operations, with full awareness of Dr. Anthony’s expectations. The system allows for 

little misunderstanding, but requires constant fine-tuning. In fact, it’s the consistent 

tuning and re-tuning that propels the school, since these procedures allow the correct 

revolutions and evolutions to occur. 

To provide an example of the school’s “systems processes”, Mr. Turner explained 

the “the troubleshooting system” that Dr. Anthony has created with the teacher’s union, 

to be used when conflicts between the faculty and administration arise: 

The power structure is fairly defined and it’s pretty fair in terms of a nice 
hierarchy of power. There is a pecking order of things, you do have people 
clearly defined for where you go if you have issues and Vic has made a 
real point of making sure if there is an issue that he thinks involves union 
stuff, he immediately, before he mentions it, he will call up to some of the 
union [representatives] and say, what do you think of this, do you think 
this will fly, before it even comes out. So, he is, in some ways, literally 
working with the union on things, which, for an administrator in this 
district is really rare to have the union actually considered in some ways. 
Not necessarily like another assistant principal, but in a way, in that role, 
they look at us as troubleshooters in a way so they don’t come up with 
something and then [the union] says, “you can’t do that.” So, in that way, 
he has fostered that kind of, I don’t know what the buzz word would be for 
that, but he has fostered that kind of thing which is sort of neat. 
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 Mrs. Schuster described Dr. Anthony’s systems planning and operations from  
 
another angle: 

 
I think what he does is, he plans what he’s going to do and he gets a game  
plan by talking to the other principals. He’s very methodical in the way he 
plans things. He always has a protocol, so before we moved to this 
building, he moved in here, gee whiz, second semester? Maybe February?  
March? Maybe the whole second semester? I’m not really sure. But, he 
moved into this building, he was the only one here, to make sure that 
everything was done right. So, there was a lot of oversight. He decided 
that’s what he needed to do and he wasn’t afraid to hand the reins over to 
one of the assistant principals and say “You make the day-to-day decisions 
up there now. I’m making the decisions here [at the new school] to make 
sure this building opens on time, that everything is done right, that all 
these things are done.” Whatever the whole system is that you have to do 
to get a school like this built. So, he’s very proactive in figuring out what 
needs to be done. I think that reduces someone’s anxiety. So, he’s a 
planner. He’s a planner and he brings people in on the decision-making 
process.  
 

 Mrs. Butler recalls “the systems process” beginning immediately upon Dr.  

Anthony’s arrival: 

He met with every one of the faculty members when he came in, for  
fifteen minutes, every single one of us. Talked to us, put a name to a  
face, got blown up, whatever. He took it all in stride and just said, “Okay,  
this is where I’m at. Here’s what I need to do.” And, he’s never made a  
comment about it negatively. He’s just said, “Thank you. I hope we can  
always talk this way. Moving forward, let’s do this.” That’s big. 
 
When he was a student at CWHS, Tim saw Dr. Anthony’s ability to plan and 

respond pay-off one day when a small, student-made bomb exploded in the cafeteria and 

a custodian was injured: 

That afternoon, I saw Dr. Anthony with the security officers, like they  
were in the television studio putting footage together trying to figure out  
ways to like get everything together into one package, not like he was  
freaked out about this, like he didn’t know how to handle it, but he  
seemed that in a situation like this when some kid makes something  
explode in the cafeteria in the school, he knows how to handle it and  
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he doesn’t lose control of what he knows has to happen. I could see that. 
Everything was very calm and collected. Everything was like, there’s  
this step, this step, this step. “This is what I need done. This is what I  
need on this. We need to take care of it this way.” And, he’s just very  
in control and never displays weakness in those kinds of times. 
 

 Mrs. Kerchner explained the school’s systems operations from the standpoint of 

policy creation, described how this process allows Dr. Anthony to realize his vision for 

high achievement, and discussed how the expectations he holds for himself and others 

plays into the turbulence factor: 

He has some expectations, but I think a lot of them come out of policies 
that are collaboratively created. So, some of them come from the process  
and some of them may be teacher generated. Like, we had this expectation  
with assessment and I was on the team that came up with those 
expectations. And so, he was happy since this isn’t something that came 
from him. It came from teachers. It was a teacher-led initiative. So, he’s 
all for supporting these collaborative policies. But, I think in general, his 
expectations for his students and the staff are very high. But, then I think 
his expectations of what he does, you know, are very high also. So, he’s 
not expecting from us anything different than what he expects from 
himself and I guess that anyone who works for him and believes in the 
things that he says, you know, its kind of an easy fit. And if not, then it’s 
not such an easy fit. 
 

 Mr. Evans described his personal experience with Dr. Anthony, in terms of 

passing things through, and getting a response based on a fair application of the school’s 

standard operating procedures: 

He’s honest, deliberately. And, by that, I mean there are times in which  
I might be very frustrated with a situation that seems as though for a kid  
or a certain situation this would be the right thing to do, but because of his 
position and his granting this exception to a policy would mean that he  
would then feel obligated, if I do that for this student if I do that for you  
and your department, then I have to do that for everyone. And, he would  
often say no to something based on that. And, although that can be 
frustrating, I can understand how the one thing that he really wants to 
avoid is the idea of having an old boys network or that kind of favoritism 
where certain people get or have certain things that happen and other 
people or other departments don’t. And, there are times when a student or 
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a need or an event may not come to fruition or be compromised because of 
that and that’s frustrating, but I understand the bigger picture. I understand 
why he wants to do that. What he wants to avoid at all costs is this sense 
that there are policies or there are established ways in which we are going 
to do things here, but behind doors we will do things differently. He 
doesn’t want that to happen and will prevent that almost to a fault. 

 
Crisis Principles 

 
 At CWHS, crisis principles go hand-in-hand with the institution’s operating 

procedures, when turbulent conditions arise. And they do arise, out of the nature of the 

school, as Dr. Anthony explained: 

I just want to do what’s best for kids. I want them to have as many  
opportunities as possible, and that may take some explaining, and some  
feathers ruffled, not on purpose. But, we need to work through that.  
And, I’ve been around long enough that I just don’t tolerate the status  
quo. If you don’t take risks, if you don’t create turbulence, you aren’t  
doing anything, you aren’t moving forward. 
 

 As Mr. Mayfield explained, in handling turbulence, Dr. Anthony uses particular 

principles to make decisions effectively and efficiently, no matter how big or small any 

one issue may be: 

It could be something like a parent complaining about the appropriateness  
of a book used in the classroom, you know, where he’ll attack that head 
on. He’ll notify the people up at the district office because they do need to 
be in the loop, but he’ll face that head on. He’ll bring that person in and 
speak with them. Whether it be a difficult discipline with the student. An 
expulsion, or things of that nature. He also tackles that very hands on. He 
takes a look at the policy. Supports the policies. There may be some 
flexibility within that, but, again, just really decisive, but, also, always 
sees the person behind all these issues. I think a strength of his is that he’s 
able to make these decisions without personal judgment. I’m sure he has a 
way that he may feel about this one person or another. But, I’m talking 
about making these decisions. Just, for example, a parent that is 
continually like a thorn in the side, he’ll never bring that piece of it in.  
He’ll deal with the facts and the facts alone and make the decisions based 
on that. And always, to use an overused phrase, what’s best for the 
students. 
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 Mrs. Carter expanded on this by explaining that Dr. Anthony “takes things to 

heart that aren’t going the way they should be.” For example, “he would take that nasty 

phone call from the parent to heart and try to figure out if he’s making the right decision.” 

Furthermore, Mrs. Carter declared that Dr. Anthony tries “to really uphold the values of 

the school” when engaging in the process. 

 And, while the concepts of teamwork and empowerment have their place during 

turbulent circumstances, the ultimate power resides with Dr. Anthony. As explained by 

Mrs. Kerchner, “teachers definitely have a voice, but I think that everyone understands 

that if there is a decision to be made between one policy and another, ultimately, it’s 

probably going to be the one the administration picks.”  

For handling “turbulent times” at CWHS, there is a certain readiness along with 

an apparent unwritten code that contains specific tenets. While the school does possess a 

proactive nature, in times of turbulence success often depends on the reaction. As 

explained by Dr. Anthony, “It’s not the fact that those events occurred, or that you made 

a mistake, or there is disharmony, it’s how you react to them.” For Dr. Anthony, the 

willingness to embrace disharmony while realizing that uneasy conditions are a “part of 

change and part of moving forward” are the keys to being able to handle difficult 

circumstances. In this way, its “all about progress.” Along the way, Dr. Anthony works to 

“be sensible, compassionate, and a listener”, but realizes his ultimate role is to give clear 

direction, and “provide opportunities for people to understand why [we’re] doing what  

[we] have to do.” Beyond this, maintaining school safety, doing what’s best for the 

students, diplomacy, and preserving others’ dignity serve as the storylines for the 
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turbulence script. How the script is enacted can be seen through Dr. Anthony’s public 

response to staff members’ mistakes: 

I think that probably the thing that I’ve done the most is I never hang  
them out to dry. I always have their back. If someone were to make a  
mistake, I would take responsibility for it and people would really believe  
that it was me. I’m able to cover that. I would take the hit for that and they 
know that. I think they know I’ll make the difficult call and I’ll sit with 
them in the difficult meeting and that’s happened over the years. 
 
Through his experiences in handling turbulence, Dr. Anthony has come to believe 

that,  “as long as you’re competent, you have integrity, you’re reflective, and you’re 

humble”, storms will eventually pass. By threading specific behaviors and principles 

through each crisis situation (i.e. being hands on, following school policy, focusing on 

the situation’s facts and circumstances, considering the school’s values and the best 

interests of the students, providing clear direction, being transparent, and being tactful 

with those involved), Dr. Anthony has generated a track record of pulling Crescent 

Woods through difficult times.  

Experience 
 

According to Dr. Anthony, his current style and ability to lead during turbulent 

conditions comes from his earlier administrative efforts, experiences, and personal 

understandings. As he explained, “I was mentored the right way”, and, “my philosophy 

came from literature and what I’ve learned in my education. It came from, I think, some 

common sense, on how to work with others.”     

 Additionally, time and experience has led to a change in what turbulence means to 

him. This change is due to his prior success in pulling through difficulties and has 

resulted in a certain degree of confidence. As he discussed, 
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Everything was moderate when I first started. My gauge has changed  
over time, just because of experience. Probably the most severe to extreme 
turbulence that I have experienced personally and in my leadership were  
twofold. When I was the junior high school principal, which was 8th and 
9th grade junior high school, traditional schedule, we moved the 8th grade 
to a team middle school model. I really struggled to lead people to 
consensus on what our schedule would look like and those kinds of things, 
to the point of where I would lose sleep. To the point where I was afraid it 
would fail. And, I didn’t know what I would be left holding. And, I had 
that same personal turbulence a lot when we moved to this new building, 
Everything was a big issue to everybody. And, as I look back now, I just 
can’t believe that I endured those six months, because everyone was at me, 
in addition to having a teacher strike that same year. Like…I walk into the 
special education office area, and there was a time when one of my most 
respected, level-headed teachers came to me, scheduled a meeting with 
me, to share about how awful the whole special education department was 
being treated moving into this new building. That was really difficult to 
manage. It was difficult for me to maintain my cool. And, those were 
major structural changes in what we were doing, especially the middle 
school one. That could have been the end of my principalship, had I failed 
to convert that to a middle school. Had I somehow failed to put together a 
model and sell it to the board and sell it to the teachers as their idea, and it 
was their idea. Those were personally challenging times. 
 
As Dr. Anthony explicated, earlier in his career, he relied upon his work ethic to  

 
overcome obstacles: 

 
I worked as hard as I could. Just worked. And, it was really hard during 
the strike time, because that working mentality, like, giving people more 
face time, listening as much as you can wasn’t working because people 
weren’t willing to come over here and talk and let me talk, because they 
were on a work to rule schedule before the contract was signed. So, they 
were very trying times. I worked hard at the middle school. By ‘worked 
hard’ [I mean] give more people face time and listen, and work through it 
with people. Because, it let people into my decision-making, which I think 
is really important. So, even if I was deciding something against what 
other people wanted, people understood. Here, it was even more difficult 
because of the labor situation.  

 
Through his previous struggles, Dr. Anthony has managed to compile the 

storylines necessary to inform Crescent Woods stakeholders about his leadership 

practices. Furthermore, his laborious efforts have allowed trust to develop between him 
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and other school stakeholders. This trust is the result of a concerted effort on his part to 

uphold certain values, when conducting business. As he explained,  “I take those 

opportunities [times of disharmony] to show empathy, to be fair, to articulate my 

expectations.” The unfolding of this process can be seen in his relationship with the 

teachers’ union, as he revealed:  

There is more trust than there has ever been. I take pride in this. The  
president of the union had worked with me, before becoming involved  
with the union, on numerous initiatives, of helping kids and working  
beyond the contract. And now, he is president of the union. That’s huge.  
 

 While empathy and fairness have been a part of his leadership efforts, his 

commitment in dealing with subpar instructional performance has also been noticed by 

others, over time. However, his style in handling this concern has changed: 

I know there is something to be said to putting someone’s feet to the fire  
whose feet should be to the fire. If I don’t put their feet to the fire, it shows  
weak leadership. I couldn’t have been so straightforward in my first 
couple of years, because people didn’t know what my intentions were. I 
have a record now of dealing with the people who need to be dealt with. 

 
Along with certain leadership style adaptations, his courage, belief, and 

commitment in making sure things are done correctly has become stronger. As he 

explained: 

I feel more committed than I ever have in my career to how important  
excellence is in teaching and how I need to support the heck out of people  
to get there. But, if I’m seeing that I’m not sure if they can get there, I 
don’t have much patience anymore. And I’ve had some of the difficult 
conversations regarding that and they don’t feel good. But, the most 
important thing I can do is ensure that the best teachers are in front of kids 
in the classroom every day. That has more impact than anything else I do. 
 

 From Dr. Anthony’s perspective, the strain of turbulence through the years has  
 
culminated into where CWHS stands today: 
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[It’s been various] difficult situations, from having to let some people go  
and having some really difficult conversations, while motivating others to 
do good things, the teacher’s strike, opening this place, and building a  
program. Working through all that in diplomatic ways and supportive  
ways, I guess, gets you here eight years later. 

 
Cerebral Acuity & Charismatic Authority 

 
 At 6:45pm, on a Wednesday in mid-December, 2011, Dr. Anthony intermingled 

with attendees throughout the school board meeting room. As the minutes passed, he 

eventually moved to the podium where he began situating his printed handouts and 

handling his multi-media remote. Soon, the meeting began, and, shortly thereafter, the 

school board president turned the floor over to Dr. Anthony. For this specially scheduled 

meeting, it was his responsibility to give a presentation about the administration’s 

decision to drop eleventh and twelfth grade English honors classes from the senior high 

school’s course offerings. In his typical, articulate tone, Dr. Anthony began explaining 

the history of this curricular decision, and continued by providing updated student data 

that related to the issue. For this purpose, he gave a printed one page, bulleted executive 

summary to each attendee, and utilized Powerpoint data charts to illuminate the 

decision’s ramifications.  

 As Dr. Anthony spoke, he used key phrases that accentuated his goal of high 

student achievement. He talked about “getting kids to stretch” and “pushing more kids 

into AP Comp.” He defined his job as being primarily concerned with “preparing 

students for college and careers.” He emphasized that the honors decision was geared  

toward “ratcheting up rigor” within the curriculum. Dr. Anthony continued by explaining 

that the administrative team engaged in their data-driven effort as a response to student 

and parent concerns about the change. He interjected with praise for the English 
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department, some of whom were in attendance, by explaining that the department’s effort 

in adjusting to the change and supporting students was the “best job” he’s seen during his 

“time in education.”  

 In the end, Dr. Anthony offered a compromise to the original decision, one that 

would bring back one honors course, in an attempt to meet the needs and interests of the 

students. Dr. Anthony stressed that these interests and needs were apparent in the form of 

first marking period grades, class enrollment figures, and student/parent survey data. His 

concluding remarks, before opening the floor to questions, included a five-step plan for 

tracking and supporting future student achievement within the school. Thereafter, he 

began fielding questions while working to clarify his stance along with the data that 

supported it. 

 The happenings associated with this meeting reinforced the perceptions of 

Crescent Woods’ stakeholders that suggest Dr. Anthony is not only articulate in 

presentation style, but also steady in decision-making and action. While mistakes do 

occur from time to time, there is an organizational assurance that appropriate direction 

will be given. Stakeholder confidence is enhanced through Dr. Anthony’s naturally 

composed, cerebral approach to turbulent conditions.  

 As Dr. Anthony explained, his buoyancy and unruffled demeanor has a lot to do 

with his thinking patterns, along with how he defines his leadership role and objectives:  

I don’t try to win many things. I think its my job to recommend a direction  
we go, and it’s the board’s job to approve or disapprove, and I don’t take  
too much offense if they don’t go in my direction. A big issue last year 
was when we went away with public reporting of class rank in this school. 
That’s a big issue. It made the news, shining in the wrong light, but its 
done. Not overly turbulent, I would say that’s at the moderate level, but 
listening to these people write these nonsense things, “I wonder what Dr. 
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Anthony’s class rank was.” Insinuating like I was some kind of dope. But, 
I don’t try to win much. I don’t try to win a conversation with people, and 
I know I have the upper hand most of the time, just by my position. My 
only goal [with the current issues] is to be sensible, compassionate, a 
listener, and give clear direction.  

 
 Mr. Horner commented on some of Dr. Anthony’s other traits along with his 

decision-making ability, and explained how these characteristics allow him to lead in 

times of crisis: 

He’s unique. I mean, first of all, he’s extremely smart. He’s the 
educational leader of this building. He is a strong presence in this building. 
He is well thought out. For as strong a leader and as well thought out, he is 
able to make spontaneous decisions, good spontaneous decisions, right 
spontaneous decisions. Very rarely have we looked back, in my time with 
him, and said, well that was a mistake. Very, very, very rarely, if at all. 
When he’s forced to make a decision, he is able to and the speed of his 
processing is incredible. And, he is able to relate situations, current 
situations, to past practice and past situations so that he can make sense of 
it all and it’s an unbelievably quick fashion. We’ve dealt here, between 
myself and Vic, situations that are unbelievable and he was able to 
navigate through them accurately and at the right pace. So, that’s what is 
different and, you know, it’s huge. The second piece is he is able to get 
people to do their jobs. He identifies people’s strengths really well and 
then gets them to where he wants them to get to. And, he does 
it in a way that makes you feel empowered.  He gives you credit for 
everything that you do. He is not a power guy. He’s about getting the job 
done and getting it done right. And, because he is the educational leader 
it’s his goals that we’re trying to get to and he gets the people underneath 
him to do their jobs to get to wherever we are going to get to. He is 
amazing that way. 

 
 Mr. Horner expounded on his initial thought with a description of what he has  
 
witnessed with Dr. Anthony during legal entanglements: 
 

Anytime he conducts a meeting he is always prepared and engaging,  
always. We’ve dealt with a lot of legal issues in this office with hot  
topic items. Suspensions, expulsions. He has been in several situations  
that are so heated with attorneys, big time attorneys, and he is able to take  
those people and turn them upside down. And, he does it with a smile on  
his face because he’s prepared and he is well thought out and as smart as  
all those attorneys are, he comes ready for a fight without ever lifting his  
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hands. And, when he speaks, it’s of knowledge, of fact, consistently. He  
knows the handbook.  He knows school law and he’s been in a number  
of those situations where people are coming in screaming and yelling at  
him. He never raises his voice. He states his position, states where it’s  
going and is able to get them to leave understanding where he’s coming  
from. He is sympathetic but not apologetic. But, it’s amazing how those  
hot meetings just get diffused like that. And, you know, he’s taught me a  
lot about that. I can handle parent meetings now without getting [upset].  
There is no reason to. He never gets upset about them. He just listens  
and when you have a leader that that’s the way he handles it, you’re just  
sitting right behind him and giddy-up. It’s amazing to sit through a 
meeting with him. I am telling you, there have been some hot topic items 
where there has been heavy press on us and like I said he’s consistent, he’s 
fair, he follows what he believes to be the right thing for the school and for  
students. And, he never takes shortcuts and doesn’t bend in those 
situations. And, that’s important, that consistency and that integrity keeps 
him where he is. 
 

 Mr. Miller described what he has seen from Dr. Anthony, in terms of his 

demeanor during both tranquil and turbulent conditions, and how he is able to strategize 

his way through problems, in both a rational and emotional manner:  

Its steady, its calm. There’s the language that a principal shouldn’t run  
from place to place and, what I’ve seen from Vic, when there’s been a  
track record of daily meetings, of weekly meetings that are productive,  
that are to task, and yet are very positive and in great humor, when there’s  
a crisis situation that comes up or a situation that needs to be  
brainstormed and all those resources are brought to bear, lets come 
together, lets clear our minds and understand what’s our responsibility and 
what’s not our responsibility. So, that’s very even. We had a sewage spill 
a month ago, or so, which we have to get it cleaned up, we’ve got to stop 
it, then we need to figure out what’s going to happen, and we need to 
figure out if we are going to send the kids home. And, I’m looking through 
the various plumbing issues that are being taken on throughout the 
building, and Vic says that’s not our responsibility. And, he’ll point that 
out to the Township supervisor, “You are in charge on this issue. I am 
worried about the students. My responsibility is students, their safety, how 
we are going to get them home, and how that’s going to look like.” So, he 
is able to narrow the focus very quickly on that. And, in my experience 
with other principals, there is a wide range in how they are going to handle 
crisis situations like that, but often times, high emotion, high anxiety and 
anger would be emotions that would come through quickly. Vic is very 
strategic when he uses anger and emotion in a situation, and he will. I 
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can’t remember when I’ve seen him actually use it when I would say he is 
out of control in a situation, or losing his ability to see the big picture on 
something. Vic will only use emotion or use anger for effect, in terms of a 
student issue, or even a parent that needs to understand where we are, with 
our position on something, and a staff member as well. If someone has 
truly broke a rule or broke the organizational culture, that’s when the 
emotion comes into the mix. But, it’s rare. 

 
 To Mr. Miller, it is the composure and dexterity that is reflected in Dr. Anthony’s  
 
decisions and actions that engenders a strong followership: 
 

I think that’s something [his calmness] that I appreciated before I took the 
position here. In meeting him, he had that style. But, at the high school  
level, you also have to have an arrogance, its not mean or cocky, its not 
the negative connotation of that, its just the self-assuredness that you are 
not going to control everything, but you kind of got to give the impression 
that you at least have your general wits about you on most things. And, 
that’s where respect comes from and that’s where people understand that 
you have the best interests of the organization, of the kids, of the families 
at heart, and once they get a sense of that, then they will have confidence 
in you. 

 
Mr. Trainer clarified how Dr. Anthony is much different from him, when it comes  

 
to his level of composure, and how it benefits the school organization: 
 

He’s not a guy that’s interested in being something other than who he is.  
One of the things that used to drive me nuts about him is, we would be  
calling a teacher in for a verbal reprimand and that would cause anger in  
me and I am the guy who wears things on his sleeves so if I was angry 
with you it might take me a day or two and I was going to let you know 
that I was upset with you because I was upset with you. And Vic, you 
know, would call whoever in, sit them down, have a stern talking to them, 
shake hands and you’re done with it. You would see the person ten 
minutes later in the hallway and he’d say “How are you doing, everything 
going well today?”  And for me, it was like, I still needed some time to 
simmer over that a little bit and think things through. And, I think he in 
doing that, he has been able to build the understanding that it’s ok to mess 
up. It’s ok to have differences here. If I am called in and reprimanded, my 
boss hasn’t given up on me. He is still going to work to produce the best in 
me. 
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 For Mr. Mayfield, it is Dr. Anthony’s decisive action that is most eye-catching.  
 
As he explained, 
 

He makes a decision, he stays with that decision, and that’s it. In other 
words, once he makes that decision, after gathering the information, 
gathering the facts, that’s it. He stands behind it and he’s very decisive. 
That’s one of his strengths, like, you think, “Wow, gosh.” You know, he 
just moves forward, tackles it. And, really, sometimes when you make a 
decision you think, “Oh, was that the right decision?  Should I ...?”  Now, 
he may in his own mind maybe rethink that, but I’ve never seen him be 
anything but decisive. 

 
 What impresses Mrs. Kerchner the most is Dr. Anthony’s “professional presence”  
 
during difficult times: 
 

I just think that he’s the ultimate professional because he’s able to go,  
even in spite of something terrible that might have happened, that might 
be upsetting to him, he doesn’t let that come through. I mean, he may let 
that come through in a private setting but the face that he shows to the 
staff is one that says I’m calm about this. I’m in control and everything 
will be fine. I’m going to take care of it. 
 

 Gretchen thought back to her senior prom and explained how Dr. Anthony’s  
 
professionalism in his leadership practice shown through to her, at the time: 
 

To really get students to keep from drinking, he told us from the  
beginning that [during prom] he would be standing there. He was  
with some security and other teachers to greet us and welcome us  
to the prom. You would actually have to shake his hand and look him  
in the eye, so I think that he was teaching us honor and respect, that  
kind of thing. He was really trying to show that he cared about us  
too, just for us to make the right decisions during such big events in  
our lives. 
 
Mrs. Jeffrey explained that she was impressed with Dr. Anthony’s leadership at a  

 
parent’s meeting, just after the cafeteria bomb explosion incident: 

 
I happened to be at the parent forum meeting directly after that, and there 
were quite a few parents at that meeting that, of course, wanted answers 
and wanted the name of this young man and what’s going to be done. I 
happen to think that there are certain [parents in this district] that are used 
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to being in charge and getting what they want, and there were several of 
those at that meeting. And, it would have been very easy for them to bully 
him, but, he’s just unruffled, just absolutely does not play into that game. 
And I have a lot of respect for him because there are certainly 
administrators in other districts that do, and it would be very easy for him 
to do so. 

 
Mrs. Schuster explained that, since Dr. Anthony maintains poise and holds  

 
confidence when making decisions, many issues are never brought to light: 

 
I don’t think he’s afraid to make decisions for kids and about kids that are  
hard. I think there’s a lot of stuff that goes on that we don’t know about.  
There are decisions that get made that we don’t know about. Political  
decisions, decisions that get made about students, and whether they 
graduate or not, disciplinary decisions where the parents are calling in 
lawyers. There are all kinds of issues nowadays that happen. There are 
issues about staff people who are not working out well. He doesn’t bring 
any of that to the table. He never discusses any of those kinds of things. 
You never know he’s stressed about any of that stuff. 
 
Possibly, Dr. Anthony’s own account of a trip to Washington, D.C. for an 

educational leadership conference most aptly illuminates his natural leadership 

inclinations, which are repetitively noticed by Crescent Woods’ school stakeholders: 

I was in Washington from Wednesday through Sunday, for the [national 
principals’ conference]. When I am in groups with them, somehow, the  
leadership gravitates toward me. They are all people who are being  
recognized as doing similar things as me. And, I don’t know what it is.  
I don’t know that I care or try to care, but if I am in a group of three, I  
end up being the spokesperson, the leader, the idea maker, whatever, the 
facilitator, it just happens. And, I just had that reflection this week. 
Because I am just used to being the boss, and that can go to your head. I 
try not to be a jerk, but if I am standing in the background, people could be 
engaged in conversation, and they turn and say, “Vic, can I help you?” I 
mean, that’s just the way it is. For better or worse. And, I’m used to a little 
more deference. Close to more than anybody else in the school district, 
just the way things have gone. But, in that group, where everyone comes 
to the table for the same thing and probably a lot of the same types of 
personalities as me, probably some stronger people, better leaders, smarter 
people for sure, it just seems like leadership flows my way. I don’t even 
talk that much in these groups, and so, I guess I’m a natural at it, and I 
don’t know why. I like it, maybe. 
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Research Concern #4: 
The Impact of Affective Leadership Behavior on School Climate 

 
 From the beginning of his tenure at Crescent Woods, Dr. Anthony possessed an 

unmistakable vision that he wished to fulfill as senior high school principal. For an eight- 

year period, Dr. Anthony’s operations stemmed from a particular philosophical 

framework, which carried forth the school organization. In time, Dr. Anthony embedded 

a precise “cultural platform” that stands at Crescent Woods today. 

 Specifically, CWHS contains four translucent customs that have been constructed 

through Dr. Anthony’s enduring beliefs and actions. By leadership design, Crescent 

Woods now transmits a particular ideology that harnesses the collective power of these 

norms, which are vital to the institution’s character. The congruent attitudes and values 

that Crescent Woods stakeholders’ hold in relation to the norms have strongly influenced 

the school’s ability to develop standards of operation. In this way, the vision set forth 

years ago has come to fruition through a certain climate and culture that suggests CWHS 

functions through positive, open, and cohesive action.  

Mr. Miller described the process that he has seen unfold as an administrator, and 

explained how it relates to Dr. Anthony’s effort in installing his vision: 

What Vic does very well in meetings is that he establishes norms of belief.  
Here’s what we believe in the organization, and here’s what we do not  
believe, and how do we act off of that, even though there might be 
multiple ways of approaching it. So, it’s modeling and reinforcing, and 
those types of things. Since we are dealing often with intellectual 
processes, it’s [him] modeling a way of thinking within the parameters of 
the variables defined by that cultural norm, or that organizational norm. 
So, if we wouldn’t continue to hear those types of things and bounce those 
ideas around, then we would go back to a vacuum of decision-making and 
of how to work with staff. And, when you have a large staff and you have 
four assistants and a principal and an athletic director that are in charge of 
so many employees, you are going to have inconsistency, and the staff will 
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tolerate inconsistency of style, but I don’t think they will tolerate for long 
an inconsistency of organizational norms. And, I think that’s back to 
coaching again, that’s where I think those kinds of meetings and 
discussions are so important. And, Vic likes to bounce those types of 
norms around with the administrative team, and that’s important, you get a 
sense of that. And, you find yourself then not necessarily echoing Vic’s 
exact words in meeting with an employee, but you can echo and reinforce 
organizational norms. And, you can just see the staff members react to that 
in a very positive way, because they feel safe and they feel they are 
aligned with the language of what’s going on. And, that can be from 
pacing of change, that can be from employee relations, that can be from 
how to handle parents or how to handle kids. In Vic’s meeting this 
afternoon, we were talking over academic interventions.  And, of course, 
we focus on relationships too. And its relationships, relationships, 
relationships, and so its such a key theme. And, we hire off of that, we 
staff develop that, and then we see that really play in. 

 
Organizational Norm #1: High Expectations & A Standard of Performance 

 
Well-known throughout the Crescent Woods school community is Dr. Anthony’s 

main intention and mode of operation, which he concisely revealed, “It’s about doing 

what’s best for kids.” During his tenure as a student at CWHS, Hunter was able to discern 

one of Dr. Anthony’s highest priorities: 

It’s not like you walked into the high school and you could sense Dr.  
Anthony’s presence or feel like you were one of his minions or anything.  
It wasn’t like that, but, you know, I think just the ideal goal of the school  
was preparing you for the future and academics. I think that was a big  
stress of his, and I think we felt that a little bit. I don’t know if it just  
came from him, but I could see the connection between his philosophy  
and how the school was set up. 
 
Olivia’s perception, which was created both during and after her time at CWHS, 

coincided with Hunter’s. Furthermore, she is now aware of how the atmosphere within 

her former high school has benefited her: 

Like now, being at college, I feel well prepared. I think that everything  
that happened to me at high school prepared me for college, which I think 
is the biggest thing that they try to do for high school students, and I just  
think that everything that happened was good and prepared me really well 
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and so I think that, looking back, I felt it was a trusting relationship.  
Everything kind of worked out and everything kind of fell into place the  
way it should, in that sense. I felt like it was really focused on success for 
the future, for your time in the high school, but also for later down the 
road.  
 
As a parent, Mrs. Manders has developed the sense that the school has a distinct  

 
purpose in what it is trying to do, which has led to a higher level of academic success: 

 
The standing of the school is high in relation to other schools in the area.  
And, this area has got a lot of competitive schools, so I think we’re right  
up there with them. I do attribute it to what Dr. Anthony is doing and  
how he is pushing to make the school standout more with the competition.   
 
Mrs. Seidenwalt concurred and declared that Dr. Anthony is, “very 

academically oriented, extremely academically oriented, and prides himself on the status 

of the school, which is great.” Mrs. Otto added: “I do think he’s innovative, and is always 

looking how to propel the school, how to propel the students, how to make the programs 

the best, or get us to the top of our game.” Mrs. Ritter offered a more personal 

explanation of the state of the school: 

I have a lot of trust in what the school is doing, and I think probably  
having one go through, and seeing how successful she’s been at  
college, and knowing that if you send a child to Crescent Woods, and 
they challenge themselves by taking the more rigorous coursework,  
they’re going to be well prepared. So, as a parent, that’s all you want to  
know, because otherwise you’re always going, “Shall we be paying for  
private school?” You’re doing that thing in your head, like, “Are we  
doing them a disservice?” And so, I have a lot of trust that the  
combination of what your child chooses to do, and what’s offered  
there, the end result will be a good outcome for your child. 
 

 Mrs. Butler revealed how Dr. Anthony’s expectations and his standard of 

performance have led to ‘unspoken norms’ within the school, but are, however, 

constantly reinforced through his efforts in recognizing the faculty for good work:  
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It’s a host of unspoken expectations for certain things. It’s like, we know 
we’re supposed to give our best every day, and we are. It’s a positive thing  
where, Vic’s like, “You guys are awesome to work with. You are great 
with this, and look at the achievements you’ve made. Keep that up.” So, 
he goes back a lot of times to where we’ve been, where we’re going, and 
tries to relate those two. I know that when I’m in this room and when I’m 
doing anything for school, like, I took kids on a field trip, and the 
expectation is to be the best. I don’t know how much of that is self-
imposed because I want the best for my students, but also I realize that 
we’re all part of the reason [for Dr. Anthony’s and the school’s success]. 
It’s just the way it is. There’s a lot of people that make that happen, and 
he’s never let us forget that. But it’s, “Guys, you need to do this. You need 
to do this.”  It’s stated, it’s restated, it’s written sometimes depending on 
what it is, but the overall expectation is “We’re here, we’re going  
to be the best we can be. Let’s go.” We are go-getters. I like to think so, 
anyway. 
 

 Mr. Miller reverberated Mrs. Butler’s thought and provided an analysis of Dr. 

Anthony’s style and capability of instilling ‘a standard’ among Crescent Woods’ faculty 

and staff: 

It requires you to be proactive, any secondary or high school administrator  
is so often on their heels, in a reactive mode. To be proactive, you got to 
get out, you got to establish those norms, you got to have the language 
consistent from faculty meeting to cabinet meeting to staff development 
session, and then you got to echo that kind of language through formal and 
informal walk through observations, and otherwise. And then when 
individuals or teams of teachers are doing it well, then you hit it big with 
full-scale emails or faculty meeting celebrations of here is what we’re 
doing and you come back to that same language. But, that’s proactive, 
that’s knowing your language, its knowing where you want to go with an 
organization. And, Vic does that very, very well. 
 

Mr. Miller continued with a particular example of how this is done: 
 

We are focusing right now on tiered assessment and higher level thinking 
and encouraging students to do more stretch thinking. So, a teacher is 
doing an activity in the classroom and Vic walks in and does an 
observational walk-through, a two-minute observation. The feedback that 
would go to that teacher is “Outstanding. Way to, quote, ‘stretch’ students 
to this higher level.” If a team of teachers takes a group of students and 
does a project and they are doing this and that, and everything else, at the 
faculty meeting or through email [he says], “everyone might want to go 
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and check out this team of teachers that are stretching their students to this 
capacity.” So, that filters right through the learning criteria we have 
established, and its using that language on a regular basis. But, what’s the 
best way to do it? We don’t know. Lets talk it over as a community and 
lets see. What’s the best way to implement tiered assessment, lets talk as 
teachers, lets hear your ideas. But, its consistent, we need to measure it, 
we need to document how we are doing with it, and we need to take steps 
forward, we are not going to go backward on this. And, that norm is set. 
But, otherwise, there is a wide open door for teachers to contribute to that. 
 

 Mr. Mayfield has seen Dr. Anthony’s vision come to fruition, through his efforts,  

along with the efforts of Crescent Woods’ faculty: 

[He has] extremely high expectations for everyone. The expectation also  
is that everyone is to meet those expectations. And, nothing’s just thrown 
out there and, “okay, let’s see if this happens.” There’s always, as far as  
forward-thinking, there’s always a very exact plan behind it. You know,  
whether it’s just providing that framework, but there is nothing done that  
I’ve ever seen, no matter how extensive, that wasn’t very well thought out.  
We all stumble along the way as far as with new initiatives and what-not,  
but it’s just, step by step, walking the staff through to make sure that they 
have what they need in order to implement whatever needs to be  
implemented. 

 
The school culture, I’m continually amazed at the caliber of talent that we  
have here at the high school, even with our young teachers. Today’s a 
perfect example, of sitting in on the aligned assessments [during teacher 
in-service]. There is a sense, and, I guess, it does come from the principal, 
where he has upmost confidence in the abilities of his staff.  He gives 
them the tools and the confidence and the support to push them to where 
he knows they can be, and, again, they move to those points. And, I think 
from that perspective, that’s why we have so many staff members, that 
work with that independence with the kids, with professional 
development. To explore new initiatives with the rigor that they do, and 
the product that we have come out. 

 
Mrs. Kerchner commented on the ‘vehicles’ that are used for recognizing when  

 
CWHS’s standard is met: 
 

The administration has made a big effort to try to recognize more students.  
They have the student of the month and typically, you know, it’s the same  
kids year after year who get student of the month so they’ve tried to   
branch out and have student spotlights and focus on things that students 
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are involved in other than just academic and sports, leadership that they’ve 
taken, clubs. So, they’ve really tried to improve that. And, as far as 
teachers are concerned, I know that if the administration is aware that a 
teacher has had some kind of accolade, they bring it up at the faculty 
meeting. We had teachers who had exemplar lessons posted on the web. 
They’ve been recognized. There is a weekly bulletin that goes out. If a 
teacher has been involved in doing something special, whether it’s for 
students, like maybe they took kids to the Academic Challenge or they did 
something special for their class, they’ll get mentioned in the weekly 
bulletin. So, if you plan something that the whole staff participates in, it 
will always be thanks to so and so. Kudos to so and so. So, they are 
vehicles for recognizing faculty and students. 
 

 As a student who attended Crescent Woods throughout his entire scholastic 

career, Hunter explained that CWHS’s recognition efforts shine brightly, to a larger 

degree than what occurs at other educational levels: 

Academically, they recognized a lot of people. I think they made an effort, 
too, in different aspects. With art and vo-tech, I remember they’d make 
announcements about different things with that and different achievements 
they’d made. Then at the senior awards night they had a wide spectrum of 
awards, which was nice. There was actually, I think, more variety of 
recognition there than there was in the earlier grades. 

Mr. Trainer provided a particular example of how the focus on setting a 

standard of performance, and then recognizing others for meeting it, has allowed 

the school to prosper in the form of high student achievement: 

A piece where people feel rewarded is AP. If you look at our AP scores, 
there again, they’re going through the roof. We got more kids than ever 
taking AP level courses and scoring very well on them. I think that’s 
because the culture here is, look, we can’t give you a raise, but we 
commend you as who you are as learners, leaders, and teachers. You try  
to find those intrinsic motivators and reconnect [people] with why they 
had a love for education in the first place. 
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Organizational Norm #2: Relationships Matter 
 
	   On Tuesday, November 22 , 2011, the Thanksgiving feast was attended by nearly 

every professional staff member in the building. Covered dishes marked two long areas in 

the cafeteria, with one section being specially devoted to desserts. A “soda bar” stood in 

another corner, where some faculty members circulated for casual conversation. The 

tables in the front half of the room were filled with colleagues and friends alike. The  

chatter remained constant as the event went into its second hour. During this time, the 

faculty and staff of Crescent Woods discussed a wide range of topics, from the day’s 

specially scheduled parent meetings, to classroom happenings, to special interests, and 

plans for the upcoming holiday break. Dr. Anthony, along with other members of his 

administrative team, mingled throughout the room, and engaged in small talk with the 

staff. At one point, Dr. Anthony removed a bottle of hot sauce from the serving line and 

approached a table in the front. In a flash, while caressing it delicately and intentionally 

turning the label forward, he cheerfully presented the seasoning, questioned who among 

the group was responsible for it, and asked who was willing to try it. 

 Events like these generate a particular flavor for the CWHS organization. Here, 

relationships do matter, and Dr. Anthony makes every effort to ensure it. According to 

Mr. Horner, this particular tenet originates with the relationship that faculty and staff 

have with Dr. Anthony, which, in turn, leads to positive action:  

We all want to work with him. We all want to please him. We all want to 
do well. What you feel when you walk into a situation, this is a big 
building with a lot of kids, a lot of teachers, a lot of personalities, there are 
a lot of strong personalities, he makes it for us, he gets us to a point where 
we want to do well for him and it’s a positive relationship. It’s a positive 
culture. His willingness to not always have the power and to empower us 
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is what makes that relationship a two-way relationship and also a 
relationship that, again, you want to perform for. 
 

 Mr. Trainer illustrated how Crescent Woods’ process of developing relationships 

initially involves pulling together the educational staff, and, from there, evolves into 

educational success: 

[For example], on the curricular side of things, there are people that were 
chosen to be intervention specialists. These are some of our best teachers 
that are now relieved of some class time to work specifically with kids that 
are struggling, work on a team and things of that nature and that’s been 
seen as a very positive reward for teachers. There was a time when co-
teaching was looked at as a punishment for teachers and that’s been 
changed through inculcation from Vic, where we’re putting those teachers 
out there and highlighting them in faculty meetings and singing their 
praises about, “you’re put here for a purpose and that purpose is to bring 
who you are and what you do to a very, often times, under represented 
kid.” And, I think that’s one of the reasons why we’ve had vast school 
wide improvement putting those teams and teachers together and making 
them feel like superstars, because they are. So, we have that piece of the 
puzzle. I have a group of twelve teachers that are my trainers and tech 
group and we provided them with specialized training. I got them paid for 
days of training, which our district has been awesome in paying people 
extra for doing extra things. They’ve been leading technology initiatives, 
and really supporting teachers there. We get together and have a breakfast. 
We get together and have a lunch. We get together and celebrate our 
successes and they feel connected to the larger building, then, too, because 
people are coming to them and seeing them as subject matter experts 
outside of the world of their classroom. I mean, when you get right down 
to it, teaching is somewhat an isolated field. You walk into your room, 
onto your island, you close the door and you’re the main attraction. So, 
we’ve done a lot to pull people out of that realm and get them connected 
to the larger area, and, in that, there is a lot of give back.  

 
 Mr. Mayfield revealed how the relationship building process trickles down to the 

student body, and proposed that this aspect may be the most significant cultural tenet in 

the building: 

I think that’s his [Dr. Anthony’s] number one priority [relationships]. 
Number one, he recognizes, as the administrative staff does, that without 
the relationships with the students, without the students feeling really good 
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about their school, that nothing can be accomplished. So, he’s open to 
anything that will enhance that. An example is our Link Crew. That has 
been instrumental. It’s probably one of my favorite things to work with. It 
energizes me and the other piece is the fifth block initiative, which not 
only provides the students with some of the academic pieces, but the main 
thrust of that is creating relationships with students. So, a lot of the 
activities are more affective. I could talk about the forty assets of trying to 
push those values more than academics. On one hand, you can have 
something as simple, and I don’t think it’s simple, I think it’s team 
building, as a door decorating contest to something where we’re going to 
provide our juniors and seniors with the time to roll out an electronic 
portfolio, elective bridges, a transitional program for our juniors and 
seniors that are starting to connect with the colleges, and teach them how 
to navigate that. So, underlying all that is building relationships with 
teachers, building relationships, student to teacher, and student to student. 
Helping the student transition into the high school. Its a little more 
seamless as our link crew helps with that. In fact, our link crew actually 
goes into the freshman fifth blocks on a regular basis. So, that’s a huge 
initiative and it was a huge change for the staff, especially at the high 
school.  Like, “what are you talking about I’m going to have to do these, 
what I may feel is touchy feely things and, I’m going to have to take 
instructional time for that.” But, what we have found, and I think we’re in 
our second year of implementing that, the information we get back from 
the students is that if their teacher is engaged in that and then behind that, 
the kids benefit from that tenfold, versus a teacher who is not buying into 
that. So, again, that’s a huge initiative and that’s all about relationships. 
One of the main goals of that fifth block is building relationships.   
 

 Mr. Horner discussed what he has seen at Crescent Woods, as far as the constant 

effort in getting various types of kids involved and how this has created a caring 

community: 

I think this school is made up of people that try their best to tap all kids  
and not exclude. And, Vic makes it a part of his day to see those kids and 
he taps us to see those kids. And again, I am not talking about the star 
athletes or the superstar band and super smart kids, I am talking about the 
tech kids and I am talking about kids that don’t even have a social group. 
By design, we try to reach out to these kids. Link Crew has been a 
Godsend to this building. To tap kids, to give every kid a group in this 
building. Every kid has a group and they’re assigned to a group and it 
makes a huge school into a small school really fast. And, talking about 
caring about kids, Link Crew goes out of their way to touch every kid, to 
know every kid, that every kid when they walk in here as 9th graders 
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knows they have something and then those kids are able to connect right 
away with somebody or something, and there are studies all over the place 
about being connected. I live that. I try, I beg. When I hear about kids that 
have problems I got to get connected to those kids because I want to get 
them involved. Once you get them hooked in something they have 
something and that’s a directive from Vic. You know the Link Crew, 
ultimately there are people that manage that, but ultimately, that’s him. In 
athletics, ultimately that’s him making [others] reach out to kids. You 
know, bad things happen every day. We get it, but we do try to connect 
with kids and make a difference. I’ll tell you this, this building goes out of 
its way to make kids feel good as best it can for this kind of situation. So, I 
feel pretty good about that. 
 
As a teacher, Mr. Evans has observed similar things with the process of making 

connections happen while valuing the process, particularly in relation to the student Link 

Crew organization: 

Just the very idea of it [Link Crew], I think particularly with a school this 
size, this is probably one of the smartest moves that we could have made 
here in terms of committing to it. The level of engagement of kids and the 
excitement of kids and the level of enthusiasm they had about it and the 
way in which they were purposely reaching out not just for the student 
government kids and National Honor Society kids or the Key Club kids, 
but all kids across the spectrum to try and just kind of bridge and create a 
sense of belonging. I just think it’s one of the coolest things. I don’t see a 
real strong organization like this going on in other schools and I think it 
should.  If it can be done and be authentic and be real and not be some 
canned thing, I think it could be one of the best things. Kids find their little 
group in a variety of different ways when you come in as a freshman in a 
big school, you need to have some group in which you can kind of connect 
and grab onto if you’re in the marching band, suddenly you’re in. If you’re 
on certain sports teams, you’re in, you already have that group, you 
identify with those people. And so, what’s interesting about those as great 
as they are, and I can speak about my own kids, not my students, but my 
own kids, and how much that meant, that sense of belonging. But those are 
very specific and they don’t reach everybody. And, they tend to 
compartmentalize the group that you latch onto, it becomes this group that 
you identify yourself with and then you compartmentalize there. What is 
interesting about Link Crew is that it seems to be across the spectrum so 
that there are different kinds of kids from all different walks of life that are 
involved in this thing and that’s the very idea of it. They are trying to find 
ways to reach out to different kinds of kids. 
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Mr. Watson discussed the relationship building process at Crescent Woods in 
 

terms of the “cycling” of issues that occurs between administrators and the faculty: 
  

The administration as a whole and the faculty, everybody tends to know, 
and are engaged at some personal level in somebody else’s life. So Vic or 
any of the assistants as best they can, they usually [say], “Oh, I hear this 
happened. I’m really sorry to hear about that.” There’s a personal 
connection in those types of things. [And, when not with the 
administration], it is occurring within the faculty itself, reaching out to 
each other. And usually, that loops back to one of the administrators 
finding out about it too and that reconnects them on a personal level with 
what’s happening. So, it’s positive tattling. 
 
Mrs.	  Kerchner	  discussed	  how	  the	  cultural	  piece	  of	  “relationships”	  filters	  into	  	  

the	  educational	  realm:	  

I think what the administration has tried to do here is to create a 
community of learners and a community of collaboration and people are 
not resistant to do that. So, during their preparation time, periodically, 
people are willing to spend time talking with colleagues, having 
professional discussions, focusing on work that the administration has us 
focusing on. So, sometimes it’s assessment. Sometimes it’s the student 
engagement program that we have. But they’re willing to collaborate 
unlike any other building I’ve been in. 
 

Mrs. Butler duplicated this thought, with her own assessment: 

Everything we do is about teamwork. We’re working on teams to do 
certain things. We’re working as groups to do this. Right down to this year 
having groups for professional growth goals. In the past, a lot of times it’s 
been “I’m working on this, I’m working on this, and he’s going to do 
that.” Now, it’s,	  “Okay, well you might be doing this, but let’s put you 
with a group so you can learn.” We do a lot of things with professional 
learning communities, so a lot of things we do come from that teamwork 
and the consensus of what the team has to say. That’s been something that 
I think has really trickled down and caused some positive feedback 
because all of a sudden we sort of get this idea that we have a voice and 
that’s important. Everybody’s voice counts, so that’s something that’s 
really a good thing.  

We’ve got the character as a high school. And, a lot of people, when they 
walk into schools, they feel that the place is shut down. We’ve got a lot of 
great teachers, a lot of great staff members that come together to really put 
forth what’s best for the kids, and we put ourselves out there a lot of times 



 
 

                                                                                                                                 215                                                             
                                                                                                                                                                                                                                        
      
  

to talk with them and try to get to a good space with kids. They [the 
administration] encourage that, they encourage restorative practices and 
really building relationships with kids and all we’ve talked about in the 
last two years is rigor, relevance, and relationships and how important that 
is to have that person, it doesn’t matter if there’s one or fifty, that a kid can 
feel like they can come here and know that someone cares and wants to 
hear them. So, from a couple different angles, we’ve hit that and Dr. 
Anthony’s impressed on us how important that is. And he’ll do it for us. 
He’ll stop in, “How’re you doing? What’s up? How’s everything going?” 
Actually all of them do, and they check in and check with the kids, and, 
so, you just see it. It’s everywhere, at least from my perspective.  

	  
Organizational Norm #3: Restrained Turbulence 

 
 As Mr. Miller shifted back in his large, black office chair behind his well-built 

cherry wood desk, a slight smile came across his face and his head nodded affirmatively. 

In that instance, he reflected on the questions posed to him: “What is the process in 

creating a positive climate in a large school, like Crescent Woods? How does it begin?”  

Within seconds, he answered: 

He’s [Dr. Anthony] brought in Fishmarket books and done some of those 
exercises. Gleaning from a variety of management books, we’ve created a 
positive work environment, trying to establish those types of norms. Also, 
Peter Senge’s work on learning communities, I think has been something 
that has been very influential. And, its books that Dr. Anthony is able to 
hand out, or articles that he is able to hand out, and not that you are 
expected to understand and recognize every chapter and verse of it, but he 
is sharing it openly, saying here is where good ideas have come from, and 
he is very, very good in being intentional in recognizing the need to have 
that kind of culture within a building. So, he will set time for that. He will 
dedicate staff development time, he will dedicate administrative meeting 
time to that kind of reflection and that kind of positive dynamic. My 
experience [at my prior school] was, we as a team, we would get so 
overwhelmed with the task at hand, and we were always reacting on our 
heels that we would never be able to clear that type of space for that. And, 
so, its been very, very refreshing to see, and to learn how to do that, and 
how important it is to be intentional in setting that kind of positive time 
aside.  
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He continued, as a question was posed about the organization’s ability to restrain  
 

turbulence, and why Crescent Woods is so successful in that regard: 
 
[For me] It was almost like an administrative alarm clock went off. And, I 
continue to appreciate how Dr. Anthony uses his calendar as an 
organizational method, in terms of setting meetings ahead, setting agendas 
for those meetings, allowing open agendas for administrators to contribute 
to this calendar, and then with weekly meetings and in daily meetings 
there is both the understanding and culture of this. And, there is just not 
reacting to the issue of the moment, but we are going to think well enough 
ahead, we are going to discuss what we are reading and we’re going to be 
able to map out where we want to go with elements. He’s smart, he 
anticipates, he self admits that’s through experience, having done this for 
nine years, but its also just anticipating what the next issue might be and 
creating and setting up people to be successful no matter what’s coming 
around the corner.  
 
Among the professional staff at Crescent Woods, there is a consensus that the 

climate and culture that has developed under Dr. Anthony’s leadership has resulted in 

fewer issues and less turbulence, in comparison to prior administrations. In this way, Dr. 

Anthony’s vigorous effort in making sure Crescent Woods transmits a particular 

ambiance has paid off. Mr. Sterner talked about how the school’s climate is built upon  

certain protocols, which, in turn, have resulted in a lower degree of turbulence, in 

comparison to the issues occurring in other district buildings: 

The culture we have, it’s very good. When you talk to people, like, there’s 
ten of us who are union folk in this building and we go to these meetings 
with all the other people across the district because there are 520 or so 
teachers in the district, and we walk away from the meetings going “Oh 
man, our principals are so good.” Some of the other buildings, they’re 
dealing with these really silly problems, you know, and they’ll come to the 
union about it and they could have just walked in the principal’s door and 
said, “Hey.” and for whatever reason, I don’t know if it’s the staff 
members or the principals, but for whatever reason, the teachers don’t feel 
comfortable going right to their principal and saying, “Hey, I have a 
question. I have a concern. What should I do about this?”  We have that, 
you know. We have that, big time. When I go to monthly rep council 
meetings, I don’t think anyone’s ever brought, in my five years here and 
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being heavily involved in the union, there’s never been a high school issue 
brought up, because if there are problems we solve it with Vic and his 
team before it becomes a bigger issue. 
 

 Mrs. Butler provided backing for this sentiment through a description of her first 

encounter with Dr. Anthony, and an explanation of how the relationship developed from 

there: 

Vic and I started by me walking in and being like “I don’t agree with what 
you just said. I don’t agree with the way this went down. You need to fix 
it.” And, that was him looking at me going, “Holy crap. I never met you 
before, but you’re in my face.” And, I walked in and I took a huge risk 
that day. But, I said what I needed to say and he was like “Okay, let’s start 
over. What did I do? Tell me.” And, I just laid it out there and he was like 
“Alright.” And, the thing he said to me was “I hope you can always speak 
to me this way.” And, I never forgot that, and I’ve never changed that. So, 
with him, it’s always brutal honesty whether I agree with him or not. So, 
it’s hard not to trust and buy into it when that’s your starting point and 
you’ve seen good things. 

	  
Mr. Turner echoed the analyses and experiences of the others, with his own 

description of what he has experienced as a long-time faculty member at Crescent 

Woods: 

This has been the most cohesive and fair leadership I have ever 
experienced in education. Like, I would love to retire and go out with this 
team. That would be cool. Because, you know, it can be pretty 
dysfunctional. I have been through some pretty darn dysfunctional 
administrations and it’s not fun. You don’t want to be in the situation 
where people are basically just closing their doors and keeping their heads 
down and doing their own thing. And, you want to be able to have your 
door open. He [Dr. Anthony] came in on the heels of some dysfunction.  
And, I think what he wanted to do was just provide or establish stability 
and consistency and fairness. All three of which were pretty absent at the 
end of the administration prior to him. So, just by being those three things, 
it helped a lot. It helped an awful lot. 
 

Mr. Watson explained that he holds a similar view:  

Since I’ve been here, I’ve been under five different principals. I can 
definitely say that [Dr. Anthony] has brought with him a different, higher 
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level of positive school culture and has definitely improved staff relations 
and those kinds of things. Historically speaking, when I first came here, 
the trust level was low especially with the building principal. It got a little 
bit better, then another principal came in and it just tanked. So, Vic came 
in on the heels of trust issues, let’s put it that way, where basically the 
faculty was afraid to talk to the administration about anything and afraid 
that whatever they talk about will be turned around and use against them. 
So, he had to commit and really work against those odds of having a bad 
trust situation. He’s definitely turned that around completely. You know, 
it’s a 180 degree difference over what that used to be. Does everybody in 
the building always trust Vic or the administration? I wouldn’t say 100%, 
but I would also say it’s not always because they’re not trustworthy. 
People have reasons for not feeling trust. But I would say that he’s worked 
hard to overcome that and he and the assistant principals have proved that 
they’re trustworthy and what they’re saying is true. Not hiding anything, 
not trying to slip anything by, they’re open and honest. 

 
 When asked to comment as to whether she, as a parent, has sensed any changes in 

the school’s climate or the staff’s ability to handle issues under Dr. Anthony’s leadership, 

Mrs. Neiderer did not hesitate to respond: 

Definitely, in positive ways. It has changed a lot. My daughter graduated 
in 2009 and they just, not all of this is him some other people might have 
implemented it, but he has to make it work, you know, the changes that 
they make. They do analyze things and what is not working. You know, 
they’ll change. They used to have the schedule for the kids, they used to 
call it advisory and it was just once a week on a Wednesday and they 
found it just really wasn’t enough. So, that changed between the time my 
oldest was here and my middle child being here they now have this fifth 
block they call it and it’s every day so that if the kids sometimes need help 
from a teacher or whatever it may be, they can get that now. I think people 
said stuff to Dr. Anthony and that’s why the change was made. I am not 
positive on that, but I would think this is his school. They don’t do it at 
every school. 

  
 Mrs. Kerchner provided the reminder that when things do go astray, Dr. Anthony  
 
is available to pull together the pieces and make them whole again: 
 

I’ve seen him deal with everything in a very professional, calm way. 
Trying to let the faculty in general know that he was handling things, like 
if something happened. One time something happened in the lunch room 
during lunch. It was a bomb scare and later on that day, as is typical for 
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him, he would have a stand-up faculty meeting and let the teachers know 
what had occurred as much as he could share and what the next steps 
were. So, he always tries to inform people so that they’re not walking out 
not knowing what might be out in the public. But every time, he’s very 
calm, cool and professional no matter how grave a situation is. I just think 
that he’s the ultimate professional because, even in spite of something 
terrible that might have happened, that might be upsetting to him, he 
doesn’t let that come through. I mean, he may let that come through in a 
private setting, but the face that he shows to the staff is one that says I’m 
calm about this. I’m in control and everything will be fine. I’m going to 
take care of it. 

 
Organizational Norm #4: The Cultivated School Environment 

 
 Dr. Anthony situated himself behind the microphone at the table, which was 

covered with a navy blue banner marked in white “Crescent Woods High School” 

lettering. Adjacent to him, sitting to the left and right, were Crescent Woods students and 

faculty along with business community members. 

 As the press conference began, Dr. Anthony formally greeted the attendees and 

disclosed the purpose of the event, which was “to explain where the high school program 

has been and the very special place it’s going.” Dr. Anthony continued with an 

acknowledgement of the original school plans by reflecting on the process that “was eight 

years in the making.” He discussed the original intention of designing a “world class 

facility” to house a “world class program.” He carried on by providing details of the 

current, culminating arrangement, which would require today’s Crescent Woods’ 

freshmen to complete more credits than ever before. Furthermore, he explained the 

internship experience that would be embedded within, where students would be “working 

alongside experts.” He declared that, in this way, the entire educational package to be 

completed by each CWHS student would consist of a certain “quality of program, 

instruction, and experience.” 
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 The press conference continued with sound bites from other Crescent Woods 

stakeholders. The internship program coordinator talked about the need to “forge 

relationships” and how the educational process at CWHS has been built through the 

energies of “interdependent people with common interests.” Selected business 

community members discussed the positive outcomes of recently concluded pilot 

program activity. Involved students talked about the details of their experiences, 

explained the projects they completed, and disclosed their feelings of satisfaction.  

 As a way of summarizing, Dr. Anthony characterized the new endeavor as the 

oxymoronic process of “providing mass customization” in the educational system. 

Additionally, he declared that “the robust nature of the program” would create 

opportunities to “motivate students beyond the classroom”, through the involvement of 

“citizen teachers.” 

 The details of this mid-autumn, 2011 event represent Crescent Woods’ strong 

desire to install a high quality educational program. Furthermore, it exemplifies the 

consistent effort that is made to engage people in the process. While Dr. Anthony often 

provides the impetus for the school’s educational activity, the school’s visions and goals 

are propelled through the involvement of various Crescent Woods stakeholders.  

When asked about Crescent Woods’ educational endeavors, Mr. Trainer thought 

back to the time when Dr. Anthony inherited his leadership role at CWHS and described 

what he has seen and experienced ever since: 

He came here at a time when we were in a real state of instability. There 
was a lot of unrest in the staff. There was a lot of mistrust, I think, in the 
staff. Some things had happened prior to Vic’s arrival. So, Vic needed to 
bring stability to the building and direction. We had just adopted block 
scheduling. There were a lot of things up in the air on block scheduling. A 
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lot of the staff members weren’t completely sold on it. Our chemistry and 
science teachers were upset about lost lab time and just a lot of issues and 
what I saw from Vic was bringing the stability without a whole lot of 
change in the first year to two years. After he got his feet firmly planted 
here and people started to build some trust, I think his ambitions in 
leadership started to take hold with regard to change. 
 
I see Vic as a holistic leader that doesn’t really get bogged down in the 
minutia of details and that was hard for me to accept because I am a detail 
oriented guy. We termed it at one point in time “cowboy leadership” 
where you’re just riding out into the frontier with the courage of your 
convictions and you deal with things as they arise up in the field and that’s 
not the way I have ever operated, so that was a real change. He had his 
direction and he always would say, “don’t worry about it, here’s where 
we’re going, let’s just go, let’s get out there and we’ll see what rises.”  So, 
he’s very much comfortable in that role of throwing the ball down the 
field with his goals of school improvement and curriculum and instruction 
and student support and things like that. That’s what I mean by a holistic 
leader. He’s got an aptitude towards seeing the organization as a whole 
and not getting bogged down with any one part and, in that, he is 
obviously a very good delegator of what needs to get done and who is the 
best person for the job. [His leadership] has changed from stability to 
direction. And, he’s linked us up with some pretty good organizations to 
provide direction. I mean, within that unstable time, we also had a lot of 
curricular things going on even within the block and some revisions 
happening there, final exams, and rubrics and just a ton of stuff going on. 
And, he was seeking to develop professional learning communities within 
the school culture, which had never been done before and there was a lot 
of resistance there, but through the successful practices network we 
teamed up with and took a group of would be teacher-leaders to Florida 
for a conference which was a real game changer I think in the culture of 
our organization. Teachers started to buy into his vision of these small 
learning communities within the school culture and that conference was a 
key to propel the staff forward with things such as career pathways, 
getting out of school improvement, getting off the watch lists and things 
like that. There were components of intervention in there and adopting the 
philosophy of shared leadership among your best staff and leading with 
the best in mind is really where he has been spending a lot of his time and 
his work in the last couple of years. And I think that’s where and why we 
have seen such phenomenal growth across the board. He’s allowed people 
to see and share in the vision, to [get the staff] into thinking that our ideas 
are their ideas and they buy into those ideas. They support us in those 
things. And, they have really gotten behind the organization. There are 
still people that differ with him, but what he has been able to do is, like I 
said, make them feel and think that his ideas are their ideas. The only way 
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you do that is by relinquishing control, which I have seen him do on a 
regular basis, sharing the vision and the leadership and then supporting 
from all angles. 
 
Mrs. Schuster provided a teacher’s perspective of Dr. Anthony’s leadership  
 

practice and explained how, she believes, it has created a new school organization: 
 

He spent most of the first year observing, saying there’s a lot of really 
good things that are going on here, and instead of a principal coming in 
and saying, “Look, these are my beliefs. This is what I want to do, and I’m 
going to do it my way because I’m in charge now”, that’s not his style at 
all. I think he watched for probably an entire year and said, “Hmm, how 
can I work with what’s good and make it better?” So, I think why he’s 
been so successful is he understands the community. He knows the 
strength of the community. He knows the strength of the staff, which is 
very dedicated. People come in early, they stay late, they’re not afraid to 
talk to parents, they’re not afraid to work together with parents. There are 
other districts where that’s not the case, where the parents and the teachers 
and the principals are adversaries, and that’s not the way it works here.  
And, I think it is unique and he’s not afraid to make decisions. He’s not 
afraid to be collegial in the decision-making process and listen to all the 
stakeholders; but, he’s not afraid to make the decision and then the 
decision is made. There’s usually a protocol for how we’re going to do 
something, a protocol for change, “we’re going to try this.” He’s not afraid 
to say “We’re going to do this thing and we don’t’ really know what we’re 
doing yet.” He doesn’t say it like that. But, you realize as you go through 
that it’s a process and there’s new learning going on even for us while we 
try to do something new, and then okay, next semester we’ll change it and 
it’ll be better. So, they’re not afraid to tweak things and I think that’s his 
leadership style. He also is the kind of principal that is very much a 
believer in staff development, that we’re all learners, we’re all lifetime 
learners. We have, those of us who graduated from college a long time 
ago, have a lot to learn, about the new ideas about how to engage kids in 
the world that they live in, not the world that I grew up in and to stay 
current. For instance, I’m trying to think of how long ago it was, three or 
four years ago, he said to people, “No overhead projectors.” We’re using 
these type of things. No overhead projectors. We’re not doing that.”  
There were a couple people who were like “Hmm, I’ve got overheads. I 
use overheads.” A lot of changes then, a lot of changes. I said to the staff 
people that were coming up from the junior high, “No overheads. You 
have to learn how to use the new technology.”  If he says, “no overheads, 
it’s not a joke. No overheads.” So, I think he wants to be on the cutting 
edge and he’s not afraid to do what he needs to do to get people to be 
there. Write the grants, bring in the people to teach us how to do things, 
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offer the training on how to do things in the summer on in-services day, so 
we’re always learning. We’re always learning around here. I think it’s a 
good thing. 
 

 She continued by explaining how the school’s power structure, in terms of 

teacher/administrator relationships, reflects Dr. Anthony’s disposition along with that of 

the wider school community: 

I think the school tries very hard to have the power come from the bottom 
up. I don’t think it always happens, but I think of all the principals that 
have been here in the twenty plus years that I’ve been here, Dr. Anthony 
tries very hard to get everybody talking and communicating with others 
about what’s going on and I think that builds trust. I’ve never felt that I’ve 
said something to him that he has used against me, and I sometimes think 
there are principals who you’re reluctant to say anything to for fear that 
the next time they’ll hold it against you. I don’t think he does that. I feel 
pretty free saying what I think he needs to hear. I don’t do it often, but he 
wants to know what people are thinking, and is very attuned to the climate 
and how people are feeling about things. 
 

 It is testimonials like these that suggest the “drawing in” process is a key element 

of Dr. Anthony’s leadership work. In turn, a “cultivated organization” of some sort has 

been produced at Crescent Woods, in the sense that CWHS stakeholders have been given, 

and have accepted, the invitation to be an active part of a caring, spirited, and innovative 

organization. Mr. Miller provided the details of what he has experienced with the  

transformation of the school, as it relates to his administrative role: 

The two things that I am impressed with is that teachers will come to me 
with creative ideas on how to move a program forward or how to move a 
certain activity forward. And, they do so beyond a contract, or a 
supplemental expectation. They do so because they believe in school 
spirit, or they believe in creating an outlet for kids to be creative and its 
just not kids creating ideas, its faculty coming to me with ideas to do those 
types of things. That, to me, translates as they really believe in this 
organization, and they really believe in the kids. And, they are not doing it 
for professional gain or professional notoriety, they just see a need for it 
and they make it happen. The other thing is, the thing that’s intriguing and 
fascinating to me is, kids will come to me with ideas that often times echo 
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some of the talking points or the norms of the culture of the school in what 
they are trying to create. So, that comes from link crew, or teachers, or 
mentors that they’ve had. I don’t know, its from a variety of different 
elements, but, again, I’m blown away as an assistant principal whose 
doing discipline situations and otherwise, and you’ve got these bright, 
creative kids coming with these fantastic ideas and they do so in such a 
way that they know how to sell it to me, because its in line with the 
community and the organization as well. And, I think that’s a real 
testament to how well permeated school cultural themes are. And, for such 
a big school like this to have that kind of consistency of language, and I 
think parents and the community, they pick up on that as well. People 
really get a sense of the welcoming environment that they have, as well as 
the many opportunities that kids have in the school.  

 
Mr. Trainer explained that, in its transformation, Crescent Woods has learned how  

 
to make intentional decisions, based on school goals:  

 
You always have to have the global perspective. You have to know the 
goals and we’ve adopted the learning criteria and some goals within the 
building for those learning criteria. That’s kind of like our window panes 
and our filter for things. So, it’s constantly going back to “does that fit into 
the filter?” “Does that fit through those panes?”  If not, then let’s put it on 
the side burner. [It’s] very similar to the Southwest Airlines model of, “are 
we going to be the cheapest airfare around”, and if not, then it’s off the 
table, we’re not discussing it and that’s kind of the way he [Dr. Anthony] 
does it. You take it back to that, to that goal statement, and if it fits great, 
if it doesn’t, we’ve got to re-evaluate or we got to trash it altogether. 

 
As Mrs. Butler explained, while it may take some time for everyone to fully 

comprehend certain school development initiatives, individuals’ spirited engagement in 

the process ensures eventual understanding: 

Dr. Anthony’s asked me for input on things and so I get excited about 
certain things. I get excited about certain things because that’s the way 
they’re portrayed to us, like, “Let’s do this. Let’s get this done”, and I 
think you can see that through a lot of us. We’re like, okay, maybe we 
don’t quite get why we’re doing something right away, but as we start to 
see it come together and we actually follow it through, you can see a little 
bit more excitement. And, it’s just something that I find to be a very 
positive atmosphere. It comes from the head, where we start, like the 
person who’s feeding all of us the things that we’re doing. You don’t find 
leadership teams that are built [this way] without the leader, the head of 
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your organization, buying into the importance of partnership. We could sit 
here and say “Hey, we think it’s a great idea” but it’s only going to go so 
far until they say “You’re right. It is.” I think it’s really important and he 
addresses that simply by the way we do these leadership teams and circles 
and things, including everybody. It’s like a multi-faceted approach to 
solving problems and helping us do the things we’re doing from stretch 
learning to student engagement, graduation projects, it wasn’t just 
teachers, it wasn’t just administrators, it was all of us, including kids and 
parents and the community, because we can’t make all that happen 
without them. 
 
Mr. Mayfield added the notion that Crescent Woods’ organizational culture has  

developed not only because of professional cohesion, but because of the personal 

elements that go with it: 

I think on a personal level, if somebody’s struggling, I see where the staff 
pulls together and supports, whether it be their colleagues, or just 
somebody across the hall, or maybe someone they’re friendly with. You 
see it in everyday occurrences where the typical things that you have, like 
baby showers, births, deaths, or whether it’s a student that is struggling, or 
a death that has occurred within the student population. Whether it’s a 
plan to help a student through maybe some really difficult times that 
entails just more than their specific circle of teachers. You know, where it 
encompasses the administration, the counselors, the family. Everyone 
works as a unit behind those pieces. It’s not just, “This is your kid. This is 
your grade level. That’s your problem.” It’s more of a school community.  

 The nature of CWHS has allowed graduating students to appreciate their high  
 
school experience, while also gaining a sense of what the school is all about. As Gretchen  
 
explained: 

 
I think it was a mix of all of them, really. Dr. Anthony kind of set the tone 
and then the teachers would carry that on and then [came] the atmosphere. 
It was like caring, trustworthiness, that kind of thing, so they really strived 
to, I think, carry those on throughout the day. Like, create a community to 
make students feel at home. I thought they were always committed to 
seeing us succeed. For example, the one class that I took was yearbook, 
and to produce a yearbook for a whole year is so much work and so the 
one teacher would stay after school and just help me and the other editors 
just get it done, making sure we were getting our deadlines in on time. So, 
I thought [the teacher] showed a lot of dedication through that. And, also, 
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other classes that I took were really, like, they would always offer to help 
students after classes if they needed it or we could always meet with them 
and discuss what we were having trouble with. So, I think there were a lot 
of deep connections. I actually invited them, when I graduated, to my 
graduation party. I made a great connection with them.  I always thought it 
was a caring place.  They really were looking out for their students. It 
wasn’t just like an operation. They kept us in mind all the time. 

Carrie described an event that she was involved with, which signified to her that, 

at Crescent Woods, connections were important and people were willing to recognize her 

efforts: 

In the middle of May, towards the end of the year, they send out a letter 
and if your class rank is in the top 5% of your class, you get to go to this 
banquet where it’s, like, buffet style and then you go up there and teachers 
will serve you drinks, and they usually have a little chamber ensemble that 
plays music, and it’s always really nice. Then, after that, you get to go in 
the auditorium and they announce everyone’s name by grade and then you 
get, the first year I was there you got a little pin and then the second year it 
was a bookmark. My last year, it was a paper weight that said “CWHS 
Scholar.” Your senior year, you got to make a little speech about a teacher 
you appreciated or an experience at school that made school good. I was 
happy because it felt nice to get recognized for the hard work I put in and 
because I know I worked really hard to get good grades, so it felt nice to 
be recognized and have my name up there. We also got a pitch put in the 
newspaper, that my dad saved.  
 
Olivia revealed some of what she appreciated about Crescent Woods, and how  

certain facets continue to help her: 

The Link Crew that I was involved with and helped the freshmen come 
into the school and it’s just stuff like that. I feel, like, also building 
relationships with others and not just academics and testing, but like 
relationships and everything else that helped you in the future. It’s helpful 
for me too, going into college, how you kind of use what we learned in 
Link Crew to help other people at school, at college. I think it made me 
more open to different people, and it was also a leadership thing, too. You 
kind of had to step up your game and we went to different classes and we 
had to get the whole group of kids to listen and go through with 
everything. So, I think it kind of made me a little bit more outgoing too, 
which is good for meeting new people at college and just talking to people 
in general.  
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Tim discussed how the decisions to hire certain faculty members resulted in a  
 
particular school culture, which led to his gratifying high school experience:  
 

Dr. Anthony has his hand in the selection process of the faculty, and I 
think he’s done a great job because every single person I’ve come into 
contact with has a genuine interest in the kids. It’s not about just teaching 
and being able to have a lesson plan you just follow. They want the kids to 
feel that they have succeeded and that’s not possible without some kind of 
trust between the two, to the point where a class is not a lecture like it 
would be in a lecture hall in a college. The class is, like, a relationship 
between everybody, whether it’s a student having to work and partner up 
with a group of kids that they have no idea who they are, but the teacher in 
the room is facilitating, making the kids feel like this group project is 
possible, making them feel like, they’re really hard to do, and the teachers 
would always make it seem like ‘don’t worry. It’ll be okay. I believe in 
you. I know you guys can do it.” So, it’s not just a “deal with it” type of 
thing and it came to the point where teachers weren’t just a teacher in the 
classroom. Many kids were involved with many teachers in many other 
places in the building, whether it was some of the teachers being sports 
coaches or some of the teachers tutoring outside of school, like my 
calculus teacher. I had done some programs at the [community college] 
that allowed me to skip this one program and it took the place of another, 
but regardless, I had to pass Algebra II before I could take Trig and I 
didn’t have time to fit the class in, so I met with this teacher that genuinely 
cared about me and he customized everything to make sure that I could do 
the best and I met with him once a week to try to get through the program. 
It’s that kind of relationship that I feel like the teachers always tried to 
make available to the students, whether the students took it or not is a 
different story, but the teachers always presented themselves as somebody 
more than just a teacher, more than just a lecturer, but that they’re a 
teacher in many different ways and that kids can feel comfortable with 
them. I forget who had said it, but a couple teachers said that “I’ve taught 
my students as much as they’ve taught me” and especially like the one 
new teacher that came a couple years ago that I got closer with. He was a 
new teacher. He knew everything that he had to teach the kids, but the 
trust that was able to be developed in the classroom was something that 
made the kids able to teach the teacher the things he couldn’t learn in a 
college classroom type thing. It’s like an experiential education and the 
selection of faculty in the building made that possible. 
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 Drew recounted a situation that required individuals from all levels to work  

through disharmony, and stressed that it was just one example of many that showed 

people at Crescent Woods are willing to act in a unique, collaborative fashion: 

There was a student in an AP government class who had absolutely utter 
distaste for the teacher, did not think the teacher knew what they were 
doing, and the student even ended up being asked to leave the class. But, 
there was still a relationship that developed between him and the teacher, 
which was kind of strange given the fact that he was insulting the 
teacher’s professional ability on a daily basis. But, there was still 
something there, underlying, which I thought was kind of strange that that 
would happen, but it did. Things like that did happen and that was not an 
isolated event. I think it came from the fact that a member of the 
administrative team worked really hard with the student and the teacher to 
really try to work something out. It was one of the times where the 
student’s concerns were valid, but they were still being incredibly 
disrespectful and disruptive in the class. So, they were kind of at a 
stalemate and they had to work something out. Although it wasn’t Dr. 
Anthony, another member of the administration really stepped in and 
worked individually on that case to try and make some change happen. 
That definitely happened on more than one occasion when I was there. 

 
Along with Crescent Woods students, parents have witnessed uncommon events, 

which speak to the type of climate that exists at CWHS. Mrs. Humphries shared elements 

of her experience with the organization: 

There’s been a lot more evening activities for parents. Getting your kids 
off to college, and psychology [topics]. They brought in some people who 
can talk to what your kids are going through, like bullying and things like 
that. I think they’ve done a lot of that. That’s what I think shows that they 
care about the parents, too. They’ve tried to find things that will help us 
better equip our students. I think that’s the concern I see. I’ve seen that in 
the change; more forums, more community forums have been happening 
here then did before. I feel like I can come in here at any time and feel like 
I could walk around here and ask questions. I feel a sense of belonging. 
Even Back to School Night. Just coming here for that and seeing the 
parents and teachers, it feels like, “This is good. They care.”  

 
While giving credit to Dr. Anthony, Mrs. Carter explained her position on 

Crescent Woods’ effort to include parents in school activity and described one event that, 
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to her, demonstrates a willingness of the school to install unique activities, while 

generating parental partnerships:  

He [Dr. Anthony] talked about having this Red Carpet for the junior prom. 
So, he actually puts a red carpet out and invited the parents to come in and 
be the paparazzi to take the pictures. And, you know, the parents were a 
little reluctant to go and watch it, but then, I guess over the years, a lot of 
them came to watch. It’s just that kind of thing where he opens the door to 
the parents to be able to go to some of those things. I think you see that 
presence of your parents and realize that they’re a partner in what’s going 
on in school.   

Mrs. Manders commented on the experiences she has had with teachers, who have  
 
demonstrated a penchant for positive communications: 

 
I have had notes for my daughter and the teachers have called. Again, it’s 
the environment, its more, “let’s reinforce positives.” And, so, I think for 
us, that’s been really good. We can see if our kids are doing something 
that we need to address differently, but it is really great when a teacher 
calls and says, “hey, you know, [daughter’s name] did a great job on this 
and we just wanted you to know.” So, that’s very different from, “your 
child didn’t turn in a paper or something,” So, it’s more along the lines, 
let’s show positive reinforcement. 
 

Personal Reflections of the School Leader 
 
 When prompted, Dr. Anthony silently contemplated the status of Crescent Woods 

High School, and then began sharing his perspective about the school organization that 

has grown with him during the past eight years: 

The last year and a half it has felt just so self-actualizing to be principal of 
this school. And, I want to say that the last hurdle we had to get over was 
the actual opening of this school and getting through the first year of this 
school. But, just recently, two long-term subs have gone almost out of 
their way, unsolicited, to tell me how much they love it here. They’ve said 
that this feels different than other places. The level of support that they’ve 
received from the people around them, ranging from secretaries to their 
faculty colleagues, and I took the time a week ago just to send an email to 
the people saying this is a special place and this is why, so thank you. I’ve 
also hired probably close to half of these people here now, and that makes 
a huge difference. It starts with the interview process. I’ve made some 
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mistakes in an interview, but, I work really hard not to hire people who 
aren’t engaging, respectful, inspiring people.  
 
Its the script tape or the stories that people tell and the symbols that are so 
important. And, I think that’s who we are. I mean, I think we have fun. We 
laugh a lot and I’m just talking about my administrative team. We joke 
around and people know that relationships and helping all kids matters 
most and helping each other. And, just some small things go on from, you 
know, when I would be the only person to actually send out a sad news  
e-mail if someone’s mother passed away, or send around pictures of 
babies. The staff actually does that themselves now. Not all the time. A lot 
of people still come through me and I’m happy to help, but they rarely 
miss an opportunity to express condolences, or grief for one another, or 
congratulations on accomplishments and it doesn’t always have to come 
from the principal. They know that people want to know. I think that’s 
awesome. We just hired one of our long-term subs. She just got a contract 
that just happened to come up. And, I knew she was on pins and needles, 
as she should have been. It wasn’t a no-brainer. She earned the job though, 
and I was proud of her. Really proud of her, so much so that I went up and 
pulled her out of class and made a little bit of a scene on purpose because I 
knew it was good news and told her congratulations in the hall and then let 
her go back into class. Because I knew her kids knew she was on the 
judges stand, if you will. That’s just a small example of what I think we 
try to do everyday, and its not just me, I think my assistant principals 
rarely miss an opportunity to compliment somebody. And, I’m not saying 
I take credit for that, but I think that’s what we have established. That kind 
of thing happens all the time. Several times, twice in the last two weeks, 
we had kids turning in money, ranging from $5 to $43 they found in a 
locker. I called their parents and nominated them for a Character Counts 
Award. These are just the type of things that I think I do, and we do, as a 
group. We do have a culture of recognition. informal and formal, catch 
someone doing good, like, I have colleagues telling me what their 
colleagues are doing. That’s awesome. I constantly am copied on emails. 
Not to protect people, its never defensive, its celebratory. Like, guidance 
counselors will send out an email, “Thank you, [name], for supporting the 
kid and for really helping that parent through the conference.”  Like, 
[they’ll] say, thank you to [the teacher] and copy me on it. That’s part of 
the culture, here. I’m pretty proud of that. I really don’t think about it. But, 
its that recognition and thank you, and making sure the boss knows so he 
can say it too, that’s part of it. Because they see that that’s the culture. 
They feel that we are more like a family around here. 
 
You know, I just came from the intervention team meeting. The 
intervention team is a group of teachers that we have appointed to identify 
and help kids primarily to meet AYP. There are three English related 
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people and three math and last year was their first year. We worked 
through the entire year through a lot of ambiguity defining our roles, what 
we wanted to do. We have a monthly debrief with them, like what’s going 
on, what kids can I help you with because they are not reporting to their 
scheduled intervention in our 5th block. And, I was just moved by a fifteen 
to twenty minute meeting that we had where I popped on to the Googledoc 
spreadsheet of all the kids they are working with, whom they had 
identified for their own reasons, all the reasons that I would want, who 
they are working with and connecting with and telling me who I needed to 
send a letter to, to encourage them more. They want me to come up and 
give the kids ice cream. I worked through it with them closely in once-a-
week meetings that we had last year, to the point to where they are able to, 
this year, understand and define how they will accomplish the goal in their 
own way, to the point where they are saying, Vic, here are the kids we are 
seeing, here’s why, here are the kids we want to see next, just to the point 
where they own it so much for the good of kids and just want to do more. 
Its amazing. There just isn’t enough time in the day for these people. And, 
that’s when I’m most proud. I feel like I’ve done nothing. I’m guessing I 
did the things, like the textbook on administration. I somehow transmitted 
the vision, and picked the right people to do it. And, it’s just unbelievable 
to see them carry it out. 

 
Concluding Remarks 

 
 As evidenced by the perceptions of Crescent Woods’ stakeholders and the events 

that transpired at CWHS from October 3, 2011 to February 27, 2012, the setting of 

Crescent Woods provided a suitable venue for examining affective leadership practice. 

Taken as a whole, the information obtained from the investigation suggests the 

application of affective leadership behavior has been essential in developing the school’s 

character and has led to improved performance. In order to extend the study’s relevance 

and create additional understandings, it is necessary to analyze the study’s data in a way 

that reveals its wider significance. Therefore, in Chapter 5, the findings obtained from 

this study will be examined and analyzed through multiple theoretical lenses, and 

discrepant evidence will be discussed. Additionally, conclusions will be offered that may 

serve as potential pathways for future school leadership practice and inquiry. 



 
 

                                                                                                                                 232                                                             
                                                                                                                                                                                                                                        
      
  

 CHAPTER 5 
 

DISCUSSION & CONCLUSIONS 
 
 In this concluding chapter, the significance of this study will be illuminated 

through: 1) a restatement of the investigation’s problem and methodology, 2) a discussion 

of the study’s findings and the existing discrepant data, in relation to certain previously 

established theoretical conceptions, with special consideration given to Goleman’s, 

Boyatzis’, and McKee’s (2002) primal leadership theory and Gross’ (1998, 2004, 2006) 

turbulence theory, 3) a disclosure of specific conclusions, and 4) recommendations for 

additional inquiry. These inclusions will focus on rendering insights about the study’s 

findings, which may be useful to school leadership practitioners and theorists.  

Re-Statement of the Problem 
 
  Various researchers and theorists have suggested that emotion is a central 

element to organizational relations and institutional functioning (Fischer, 2000; Goleman, 

1998a; Hartel et al., 2005; C. Schultz, 2007; Wagner & Harter, 2006). In turn, certain 

researchers have developed unique renditions of emotional intelligence constructs while 

promoting their relevance to organizational leadership practice (Bradberry & Greaves, 

2009; Caruso et al., 2003; Cooper & Sawaf, 1997; Goleman, 1998b; Goleman et al., 

2002). The argument behind these efforts is that emotional intelligence holds the capacity 

to influence organizational outcomes, and, therefore, is an essential ingredient for 

leadership success (D.A. Feldman, 1999; Goleman, 1998b; C. Schultz, 2007). One 

theoretical strand of emotional intelligence posits that the leader’s ability to identify, use, 

understand, manage, and enhance emotions is critical in leading organizations (Caruso et 

al., 2003), while another adds particular leadership traits and styles that are said to be 
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responsible for leadership success (Goleman, 1998b; Goleman et al., 2002). These 

differing theoretical views accentuate the fact that, while two decades of extensive 

research in this field has led to the development of various theoretical models and 

empirical understandings, uncertainties remain within this genre of leadership thought. 

 With its dual affective and moral nature, the ethic of care has also been promoted 

in the literature as a necessary and viable tenet of leadership conduct (Sernak, 1998; 

Shapiro & Stefkovich, 2011). Certain models and paradigms have been formulated that 

promote the call for a socio-emotional approach to leadership practice that entails ethical 

considerations (Lennick & Kiel, 2005; Regan & Brooks, 1995; Shapiro & Gross, 2008; 

Shapiro & Stefkovich, 2011). Furthermore, socio-emotional and/or care-based terms such 

as servant leadership, resonant leadership, authentic leadership, spiritual leadership, 

charismatic leadership, and transformational leadership have gained increased 

significance in the leadership literature  (Bass, 1997; Bass & Riggio, 2005; Blanchard, 

2003; Boorom, 2009; Boyatzis & McKee, 2005; Cerff & Winston, 2006; Congo & 

Kanungo, 1998; Dobbs & Walker, 2010; Erez et al., 2008; Evans, 2009; Fry, 2003; 

Ladkin & Taylor, 2010).  

 The purpose of this study was to examine the authenticity of a male principal’s 

care-based leadership philosophy by exploring the lived experiences of the leader,  

subordinates, and stakeholders who are involved with the school organization. The 

conceptions of emotional intelligence and the ethic of care were central to the study’s 

focus. The study employed a qualitative method of inquiry, which involved: semi-

structured interviews, field observations, and document analyses, in order to assist in 

filling an existing void that is due to the field’s tendency to use quantitative methodology. 
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The study was conducted in the senior high school setting in order to explore how 

“turbulent conditions” in the form of day-to-day happenings and larger, externally 

imposed organizational disturbances affect leadership conduct. This investigation aimed 

to create a better understanding of the reasons and outcomes associated with both the 

successes and struggles of the male school leader. The gender of the school leader was 

central to the study’s focus since certain theorists have proposed that male leaders may 

naturally prefer a justice-focused rather than a care-based approach to leadership (Eagly 

& Carli, 2004; Furnham, 2006; Gilligan & Attanucci, 1988). Beyond this, the study 

explored organizational climate concerns while investigating the lived experiences of 

various stakeholder groups, including: administrators, faculty, parents, community 

members, and students. In short, through the use of multiple research questions, this 

study sought to illuminate the organizational conditions, personal abilities/tendencies, 

and professional expectations that may be responsible for stimulating certain types of 

emotional engagements and organizational outcomes.   

 Specifically, the study sought to answer the following four research questions: 

 R1: Do the concepts of “caring”, “power”, and/or “connectedness” manifest  
      in the male school principal’s leadership philosophy? If so, how? 
 
R2: Does the male school principal transfer the intent of positive affective  
      leadership behavior into actual professional decisions and actions? If so, how? 
 
R3: Do the male school principal’s emotional engagements with teachers  

        and other stakeholders change as organizational turbulence levels increase? If  
     so, how? What allows or disallows the male school principal to successfully  
     manage, direct, and/or express emotion during times of heightened turbulence? 
 

 R4: Does the male school principal’s affective leadership behavior impact the 
      school’s climate? If so, how? 
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The individual perceptions of thirty school stakeholders were gathered through semi-

structured interviews in order to produce viable data for answering the research 

questions. The school principal was interviewed a total of seven times, in order to gather 

insights regarding his leadership philosophy, abilities, and tendencies, with special 

consideration given to leadership behavior during turbulent conditions. Field observations 

and document analyses were conducted to support the data collection process. 

Discussion of Findings 

The previous chapter presented the findings of this study by organizing data 

across distinct themes. In turn, an uninterrupted narrative was produced, which provided 

an account of the happenings at the school in question. The purpose of this discussion 

section is to provide interpretative insights about those findings and to reveal the study’s 

discrepant data. In order to meet this aim, the findings of each of the four research 

questions will be connected to relevant concepts, theories, and/or understandings that 

have been previously revealed in the research literature. The intent is to create meaning 

from the events and activities portrayed in this study’s findings. Also, this process will 

expose, account for, and frame the study’s discrepant data, which will allow for further 

understanding. 

Research Concern #1: 
The School Principal’s Leadership Philosophy 

 
 The first research question sought to determine how the concepts of “care”, 

“power”, and “connectedness” manifest in the male school principal’s leadership 

philosophy. Through a semi-structured interview, the school principal in question 

provided a description of his leadership intentions, which were embodied through the use 



 
 

                                                                                                                                 236                                                             
                                                                                                                                                                                                                                        
      
  

of three distinct categories: Dyadic Engagements, Authority: Powered by Care, and 

Cultivated Connections.  

 According to the principal, his dyadic engagements with school stakeholders were 

based on the following: authenticity, attentiveness, personal support, and fair criticism. 

Furthermore, the principal’s lofty professional expectations were lined with personal high 

support mechanisms that were employed when coaching, instruction, and/or feedback 

was necessary for individuals’ professional improvement. As he explained: 

I feel more committed than I ever have in my career to how important 
excellence is in teaching and how I need to support the heck out of people 
to get there. The most important thing I can do is ensure that the best 
teachers are in front of kids in the classroom every day. That has more 
impact than anything else I do. So I’ve had some difficult conversations 
around that, where people may get the clear impression that they’re not 
meeting my expectations. But, I give a lot of positive feedback. I think I’m 
understanding. I think I have very high expectations, but I come with very 
high support. That comes back to breeding risk taking. And, I let people 
know it’s okay to make mistakes.  

 
This category, in itself, has much to offer when considering how the intent of 

leadership may or may not align with actual outcomes. As Laing, Phillipson, and Lee 

(1966) revealed, dyadic encounters may lead to misunderstandings, due to the fact that 

“experience in all cases entails the perception of the act and the interpretation of it” (p. 

15). In dyadic communication systems, it is necessary to realize that actualized 

perceptions and interpretations involve those of two people, rather than one, and there is 

the real possibility that the involved individuals may walk away from the encounter with 

two unrelated sets of perceptions and interpretations. Therefore, dyadic encounters hold 

the potential to create mismatched understandings between the participants, with a 

“failure of realization of misunderstanding” (Laing et al., 1966, p. 17). However, as 
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Laing et al. (1966) discussed, parallel understandings may indeed develop, where there is 

a concurrence of the “metaperspective of one person and the direct perspective of the  

other” (p. 38). In cases such as these, clarity and connection may become actualized 

assets. Therefore, from a mere philosophical standpoint, which the first research question 

sought to unveil, it is imperative to understand the natural power, in the form of intended 

and unintended consequences that dyadic engagements possess. 

 From an educational leadership perspective, Beck (1994) described “receiving” 

as one of the activities of caring leadership behavior that involves a particular awareness, 

which “grows out of deep understanding”, and is possible only “when one is open to and 

accepting of another’s reality” (pp. 13-14). This notion goes along with Laing’s et al. 

(1966) idea that a so-called “spiral of interpersonal perceptions” takes place during 

intimate communications, and great care of both parties must be taken in order to ensure 

that perceptual congruency occurs via attention and clear, bonded messages. When this 

does occur, dyadic encounters result in the best of what the ethic of care has to offer: 

affection and regard for the views and interests of another (Noddings, 1984). 

The second category makes it apparent that the school principal intended to utilize 

his personal power to empower others. Such empowerment was granted through: 1) the 

encouragement of risk-taking in educational practice, 2) collaborative school initiatives, 

3) the distribution of leadership responsibilities, and 4) a mindset that maintained, or even 

elevated the status of others, even under circumstances when it was least deserved.  

The concept of empowerment has been exposed in the literature as a crucial tenet 

for organizational and leadership success (Blanchard, 2007; Kouzes & Posner, 2007; 

Sergiovanni, 2005; Wiseman, 2010). From an educational perspective, Sergiovanni 
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(2005) defined the “principle of empowerment” and explained how it fosters positive 

outcomes in the school setting: 

Empowering teachers contributes to ownership, increased commitment, 
and increased motivation to work. When teachers feel like pawns rather 
than players who can control their own behavior, they are likely to 
respond with reduced commitment, mechanical behavior, indifference, and 
even dissatisfaction and alienation. Collaborative cultures are designed to 
enhance empowerment among teachers. But empowerment does not leave 
teachers or anyone else free to do whatever they please. Empowerment 
refers to obligation, duty, and accountability. Thus the empowerment rule 
that collaborative cultures follow is this: people are free to do what they 
wish providing that what they do embodies the school’s shared values and 
commitments. (p. 129) 
 
Wiseman (2010) framed empowerment from the standpoint of liberation and 

asserted that such leadership behavior leads to the generation of ideas, rapid learning, 

collaborative work, complex problem-solving, and the accomplishment of difficult tasks. 

Blanchard (2007) explained that empowerment requires a certain attitude, and a “battle 

against habit and tradition” (p. 68). Furthermore, he positioned empowerment as a 

process that unleashes the power of others by utilizing “their knowledge, experience, and 

motivation” (p. 68). Kouzes and Posner (2007) asserted that “feeling powerful” is a 

fundamental need and that twenty-five years of research has shown that, “the more 

people believe that they can influence the organization, the greater organizational 

effectiveness and member satisfaction there will be” (p. 253). 

  The third and final category of the principal’s leadership philosophy was 

concerned with cultivating connections.  In this realm, the principal sought to install a 

fundamental axiom: “with, not to”, while creating common causes, celebrating successes, 

letting people into his decision-making, and, thereby, creating what could be called an 

educational incubator, which was to be established through widespread, bonded 
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community activity that promoted the values and aims of the organization. The “with, not 

to” principle promoted collaborative activity in overcoming obstacles and/or turbulence, 

with “to” being used only during extreme conditions. As the school principal clarified: 

You only use “to” in the most extreme. I mean, in working “with” kids 
and “with” teachers, rather than doing it “to” them. I just [recently] had a 
conversation with a teacher. And, this particular teacher struggles with 
relationships. Good person, good teacher, still potential, but I think [she] 
can improve upon relationships. And, where this person struggles is, she is 
still a “to” person. To the point where this teacher thinks students are 
fixed. She’ll do the “with”, to the point where she sees results in a way 
students are respecting her and each other in the class, and then she’s 
really insulted when a month later [a student] reverts back to doing one or 
two things that he or she used to do before. Rather than accepting that 
that’s just part of it, “I need to just keep working ‘with’ this kid”, she gets  
real frustrated in thinking the kid has double-crossed her and those kinds 
of things. But, “with”, rather than “to”, I think we are pretty good at it 
here. 

 
 S. Covey (1992) spoke to the power of principles, as he revealed a model that 

displayed a maturity continuum, which shows how people and organizations go from 

dependence, to independence, to interdependence. When principles come into play, the 

stage process becomes that much easier to accomplish. As Covey explained: 

As people become increasingly principle-centered, they love to share 
recognition and power. Why? It’s not a limited pie. It’s an ever-enlarging 
pie. The basic paradigm and assumption about limited resources is flawed. 
The great capabilities of people are hardly even tapped. The abundance 
mentality produces more profit, power, and recognition for everybody.  
(p. 45) 
  

 Beyond this, it is possible for principles and ideals to be promoted through what 

Bolman and Deal (1991) termed the symbolic frame of leadership practice. As the 

theorists explained, in this sphere, “the world departs significantly from traditional 

canons of organizational theories: rationality, certainty, and linearity” (p. 244). Instead, 
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rituals and symbols take center stage, as they work to create uniformity of vision and 

practice: 

Rituals, like other symbols, play a powerful, vital, and complex role in the 
life of any group or organization. They encode an enormous variety of 
meanings and messages into economical and emotionally powerful forms. 
They reflect and express an organization’s culture – the pattern of beliefs, 
values, practices, and artifacts that define for its members who they are 
and how they do things. Culture is both product and process. As product, it 
embodies the accumulated wisdom of those who were members before we 
came. As process, it is continually renewed and re-created as new 
members are taught the old ways and eventually become teachers 
themselves. (Bolman & Deal, 1991, p. 250) 
 
Through celebrations, recognitions, common causes, collaborative work, 

transparency in decision-making, and the “with, not to” principle, this study’s school 

principal sought to produce an interdependent atmosphere that was rich in meaning and 

emotion. The end objective was to create a common culture built upon the school’s 

underlying beliefs, values, and practices. 

 When all three segments of the principal’s leadership philosophy are taken 

together, it is possible to see his desire to intertwine the concepts of power and care into 

his leadership practice. For him, care goes beyond a concern for particular individuals, as 

it enters the wider organizational realm. This is where power combines with care, as the 

ideals and values of the school are considered and supported. Such activity relates closely 

with Sernak’s (1998) conclusion that the nature of school systems requires an 

interrelationship between caring and power, and rather than considering them as 

dichotomous constructs, it is necessary to execute a particular “caring power”, where 

power enhances caring (p. 17). 
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Research Concern #2: 
School Leadership Practice: Transferring Affective “Intent” into “Action” 

 
 The data collected for this study’s purpose of determining the authenticity of the 

male school principal’s care-based leadership philosophy involved collecting the 

perceptions of thirty school stakeholders through semi-structured interviews, engaging in 

multiple field observations, and reviewing various private and public documents that 

pertained to the principal’s leadership practice. Regarding stakeholder perceptions, each 

interview was transcribed and combed for data that pertained to the school principal’s 

conduct. This process revealed a total of 334 data points that were labeled and 

categorized according to established definitions, which were based on the experiences 

and explanations of the study’s participants. Appendix L contains the study’s categorical 

definitions of both care-based and non-care based principal leadership behavior, 

Appendix M displays a frequency chart that categorizes each data point provided through 

the study’s participants, and Appendix N reveals the specific data points that were 

provided by each study participant. Of the 334 data points, 322 were care-based in nature, 

with twelve being of a non-care nature. Twenty-nine of the thirty participants held 

overwhelmingly positive views of the school principal’s leadership conduct, while one 

participant held a negative view, in regard to his ability to install a care-based form of 

leadership.  

 The results of the study revealed particular traits and tendencies of the male 

school leader that reflected his inclination to operate from a socio-emotional, care-based 

angle. Along with the perceptions of the school’s stakeholders, field observations 

revealed the principal’s ability to connect and inspire school stakeholders through  
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personable characteristics, mannerisms, and patterns of speech and behavior. The study’s 

document analysis exposed the principal’s willingness to allot time for handwriting and 

typing notes of appreciation, systematically collect positive character data about the 

school’s students and faculty, and act upon the data through recognitions and 

celebrations. As an example of the principal’s tendency to tilt situations positively while 

celebrating accomplishments, the August, 2011 faculty meeting agenda exposed various 

references to the faculty’s and school’s successes, as it mentioned: 1) the successful 

2010-11 school year, 2) the “premium atmosphere” at the graduation ceremony, created 

in large part by the faculty’s involvement, 3) the positive and professional culture that 

exists in the school, which, “has never been so evident”, 4) the sense of community 

among students and faculty, 5) the “incredible work” being done by faculty in helping 

struggling students reap incredible benefits in the form of standardized test scores, 6) the 

“extraordinary” AP test scores from the last five years, 7) the school’s inclusion on the 

AP National Achievement List, and 8) the faculty’s contributions in improving the 

physical character of the school building. 

 As the study’s narrative in Chapter 4 revealed, the school principal put forth 

considerable effort and experienced widespread success in creating a positive and 

successful school culture. With this being said, twelve data points exposed the principal’s 

inability to produce a unanimous record of care-based leadership behavior, as perceived 

by the school’s stakeholders. Therefore, it is necessary to discuss and account for these 

discrepant data pieces and expose other commentary that reveals the school principal’s 

struggles with maintaining a balance between care-based and task-oriented leadership 

behavior. 
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 The study’s data outliers may best be interpreted through the use of three specific 

paradoxes, two of which pertain to the male school principal’s behavior: 1) Personal 

Convictions versus Care-Based Actions, and 2) Care for the Organization versus Care 

for Specific Stakeholders, and one that reflects the school’s recent alterations: School 

Traditions versus 21st Century Change. 

Personal Convictions versus Care-Based Actions 

 As revealed in the study’s narrative, there is striking evidence that Dr. Anthony 

possessed a great deal of confidence and conviction. Along with his clear vision came 

distinct, consistent actions that drew on key principles. However, the perception existed 

that there were times when he struggled to see alternative views, which apparently 

stemmed from his self-assured mindset. Furthermore, while he often drew upon the 

viewpoints and ideas of others, his convictions ran steady through his leadership 

decisions and behaviors. Due to this, one parent questioned where the power was 

positioned in the school: 

I think, in the school atmosphere, there’s definitely the power at the top. 
And, I don’t know how many of the teachers would buck him either. You 
know, I think maybe they’d give their opinion of what they wanted, but I 
think in the end, what he wants goes. 
 

 Another parent talked about the recent disharmony regarding the school’s 

decision to drop English honors classes. While certain parents felt Dr. Anthony was full-

heartedly soliciting feedback and trying to work through the problem, another one 

questioned his motives: 

I know I am looking at it from a parent’s point of view, and the opposite 
from an educator, but that’s ok, we are just agreeing not to agree. We are 
not done yet with the issue, so we are in the middle of it now. But, he 
brought together all these people. He brought together parents, students, 
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past students, in-school psychologists, out-of-school psychologists. I 
didn’t understand the point of it because I think he had already made up 
his mind that he was going to do it and I thought why did he bother to 
bring us in, he is already doing it. Did he just want to make sure he didn’t 
miss something, maybe? 
 

A community member also questioned Dr. Anthony’s mindset with this issue, and  

explained that he believed the case was based on Dr. Anthony’s position that, “hey, this is 

it, you don’t get much input, but we’re doing it and here are the reasons why.” 

Interestingly, as revealed in the chapter 4 narrative, Dr. Anthony was adamant about 

dropping the honors courses, but, in the end, after collecting all the available viewpoints 

and data, did recommend to the school board to bring back one honors course. 

Nevertheless, the findings suggest that a high level of conviction holds the potential to 

interfere with individualized caring behavior or others’ perceptions of care when extra 

effort is not put forth to quell followers’ concerns that they are not being considered or 

heard.  

Care for the Organization versus Care for Specific Stakeholders 

 Running alongside Dr. Anthony’s convictions were the high standards he held for 

the school organization along with a high pace of activity. New initiatives were common 

to the school, which were meant to produce high levels of student achievement. One 

teacher suggested that Dr. Anthony’s intention of advancing the organization had recently 

reached the upper limits of what the faculty could handle: 

Now, climate wise, right now, since we have been going with the [new 
programs], I know that many of us feel like we’re on a treadmill here. 
There is so much coming at us so quickly and we feel that we have to 
continue to work and get it done. He [Dr. Anthony] said, “well, we’re 
going in this direction and we feel that we have to dive in and actually do 
it”, and I guess it’s because he started his relationship with us first and 
then he brought on his program ideas. So, that kind of helped out with this 
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whole big picture, though I really do have to say this year has been 
probably more rat race-like than what we’ve experienced in the past. 
 

The teacher continued by explaining that recent turbulence had developed in the area of 

communication, which coincided with the upsurge in school initiatives: 

We have, with the treadmill aspect this year, felt that communication has 
deteriorated a little bit between staff and administration. I don’t know if 
it’s diminished between administrators or not. I know that they’ve been 
focusing on specific items rather than just discussing daily and weekly 
needs around the building. So, maybe there is a little bit of a lack of 
communication there. But, when I did ask Vic about some communication 
times, he said, “well, the administration was concentrating on our PLCs 
for the month rather than just talking about daily issues.” So, that made 
sense. So, that fluctuates too, the feeling of everybody’s on the same page 
versus “hmm, is everybody on the same page here?” vs. “yeah, everybody 
is.”  So, we go through bumps with that also here. 
 
Along with the faculty, parents and community members had taken note of the 

rapid pace of school change. However, one parent explained that he had noticed Dr. 

Anthony’s ability to move forward while taking the necessary steps to ensure the students 

were cared for:  

Not only did we go from a 10-12 building to a 9-12 building, the middle 
schools were reconfigured at the same time and there was one group that 
had a phenomenal amount of transition. They only stayed one year in a 
building in the middle school that they would have stayed two years in. 
They are the first class to go all the way through four years in the new 
building. Their credits are being increased, a lot of different things are 
happening to these kids, and I said to Dr. Anthony, this is an at-risk group 
of kids, and, you know, all these changes were outside the norm that 
they’re experiencing plus the increased curriculum. Hopefully there are 
some things in place. We got to keep an eye on these kids. And, he stood 
there and gave me five different things that they had already thought 
through and how they were going to do this and the commitment they 
made to these kids, so that to me let me know he is caring about these 
kids. How he really wanted to see these kids strive to be the best they can 
be and that’s all you can ask for at the end of the day, is a guy that is 
totally committed to every kid and making sure they are getting what they 
need. 
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 While Dr. Anthony appeared to have a knack for elevating the school, planning 

for and dealing with turbulence as it occurred during the process, and taking care of the 

student body, a natural tension existed between his care for the organization and care for 

individual stakeholders. For the faculty, supports and coaching mechanisms were put into 

place in order to promote staff improvement, but for certain professional staff members, 

it was not enough. As one teacher explained: 

I think there is trust here. As much as I think you can have trust with 150 
people and five administrators and the idea that you are going to have 
people who work in variant degrees, how successful they are as a teacher, 
how hardworking they are as teachers, you know, and he sets a relatively 
high bar for people and if people don’t meet it, you can get on his bad side 
with it. And, I don’t know if that’s wrong, but, there are in terms of trust, 
some people will say I don’t trust him because I don’t think he’s on my 
side.  
 
Parents, too, were well aware of Dr. Anthony’s expectation for high quality work 

and his willingness to make necessary changes. As one parent explained: 

In a fair way, not authoritarian, but more, “we’re going to do it this way 
because this is the right way to do it.” I have a feeling he’s not real hung 
up on the way things have always been done just because of the changes 
I’ve seen in the district and from reading the [newspaper] for the last 
fifteen years.  

 
 For some stakeholders, the appearance of principal control was too much. One 

parent sensed that Dr. Anthony held too much status in the organization: “He reminds me 

of a Roman General, you know those Roman Generals are appointed by the Senate most 

of the time.”  The parent went on to question Dr. Anthony’s willingness to listen to 

viewpoints that differed from his own: 

If he would truly embrace listening to other people, not necessarily other 
people in the academic field. Because they all went to the same schools, 
sometimes its good to get an idea from somebody who maybe didn’t go to 
a teaching school, or was a teacher themselves. They would see a new 
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perspective, or see a fresh perspective, I should say, on it. I think he’s got 
to branch out, you know, when things aren’t quite going his way in a 
meeting, step back and say, “hey maybe this guy’s got a point.” And, 
acknowledge it every once in awhile. 
 
And, one parent questioned Dr. Anthony’s commitment to his students on a 

personal level: 

He’s very academically oriented, extremely academically oriented, and 
prides himself on the status of the school, which is great. You know, my 
son takes pride in the status of the school even though he’s a C student. 
And it’s great, but I don’t know that he sees the kids as all-around people 
other than a grade. You know, I don’t have that confidence that he does. 
 
One parent explained how she believed the school’s high expectations for 

academic success would impact her son’s high school experience: 

He’s [Dr. Anthony] like, sterilized it. Because my husband graduated in 
’82, the high school was a huge part of his life, even after. I mean, he 
coached. It was just a big part of your life. And, you’d hear stories forever 
and ever and ever and ever and ever, and something tells me that [my son] 
is not going to have that same experience. It’s school. It’s grades. It’s 
preparing you for college. It’s not a life. It’s not a high school life. 
Something tells me he’s not going to have the same thing that my husband 
and his brothers had when they went. And, I don’t know why. I don’t 
know why that is, other than, I think like, it’s been sterilized, you know.   
 
Comments such as these provide the reminder that a school leader who holds 

strong convictions and continually emphasizes high achievement and change is likely to 

run into opposition and/or negative reactions, which must be dealt with delicately and 

fairly in order to maintain a care-based institutional atmosphere. Furthermore, it is 

imperative for the leader to constantly strive to maintain care in individual relations while 

promoting the best interests of the educational institution. 
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School Tradition versus 21st Century Change 

 The third issue exposed through the study’s discrepant data is centered on the 

twenty-first century changes that have been made at the school. In itself, the change in 

location of the building was disturbing to some, as one parent explained: 

Since you moved the high school out of [the town], you basically moved 
[the town] out of the high school. A lot of the parents, a lot of people in 
town would go to all the games, you know, on a Friday night, that’s what 
you did, and there’s just not a lot of interaction now. 
 
Security in the new school was also a bothersome issue for some stakeholders and 

affected their perceptions of the school, as far as being a caring institution. As one parent 

explained: 

I understand it. It’s for safety, but I mean, to get to the parent participation 
meeting, you have to wait in line ten minutes for your license to be run. 
And, I guess what irks me too, is my son came the other day for Latin help 
early. And he went to walk up to the teacher, and they stopped him, “No, 
you have to go by the front desk first.”  “Okay, well, I’m here to see the 
Latin teacher,” and they said, “No, you have to go through security first,” 
and I thought, “Are you kidding me?”  You know, for Latin tutoring? All 
he wants to do is be tutored. It’s silly, but I guess I can understand it. But, 
all that detracts from a sense of belonging.  
 

Another parent presented a lukewarm assessment of the security issue: 

I think overall, I always find it to be a nice atmosphere. I find them to be 
all really there for the kids, for the right reason, and, you know, pretty 
welcoming. I think there’s security issues sometimes, you know, just with 
the climate of things, I guess that’s just the way life is anywhere. But, I 
think sometimes when you have to go through that process [of getting into 
the school], you feel like, “Gee, did they really want to send the [message] 
its Fort Knox we’re getting into?”  But you know, in one part of your 
mind, you know that’s just the climate of the day. 

 
 Whether fair or not, these changes impacted the perceptions that community  
 
members had of Dr. Anthony. As one parent revealed: 
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The [old] building was all art deco. It was gorgeous. Now we have the 
bigger school outside of town. We have security in the new school. It’s 
very large. The building itself looks like a prison. It really does. They’re 
the only bad things with relation to Dr. Anthony.  
 
Beyond the standard security issue, one parent expressed concern over, what he 

believed to be, the principal’s and/or the school’s overzealous attempts to “clamp down” 

on old student traditions under the pretext of appropriateness, even though there was an 

attempt to establish new traditions: 

When they transitioned from the old building to the new one, Dr. Anthony 
did a lot of great things where he created activities and really tried to start 
some tradition, things with kids that they could get involved and they call 
it the passing of the class. Which, to me, that’s what I want to see, I want 
my kid to go to school and experience traditions and you know it’s not 
always all about the books, but to have camaraderie and a sense of pride 
and excitement about a school. And, he did a really good job of trying to 
transition from the old building to the new with some obstacles. It is a 
beautiful building, but it’s ugly, it’s all gray, you know. It’s big walls of 
gray. The old school was a toilet, but they loved it because of the color 
and character and pictures, you know, it’s simple things like that. But, you 
know, the kind of traditions that are going on there, they are trying to do 
some things at homecoming, but, there is just a culture right now, where 
it’s just a ‘fun police’ culture right now. If anybody is going to do 
something, they will clamp right down on them. You know, you can’t put 
a sign up at a football game, you can’t do certain things. I mean, there are 
so many rules and regulations that they are clamping down on the spirit of 
things, and, I mean, these are relatively benign kids. 
 
Along with the physical change of the building, the change in security, and the 

change in school traditions, the size of the school had increased considerably in recent 

years. According to one teacher, this fact along with Dr. Anthony’s focus on new 

initiatives impacted his ability to communicate: 

I think years ago he might have been easier to communicate with. Now, 
because of everything that we are doing building-wise, and how many 
people we have faculty-wise, because we gained grade 9 since he’s been 
here, and we’ve also gained [numbers] with the student body, so we had 
gained some teachers. We have a large faculty, we have a lot going on, 
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and I think his communication with individuals has maybe deteriorated a 
little bit. The size of the school has contributed to that. The many meetings 
that he himself attends that he doesn’t have time always for individuals. 
 
 From these various angles, the newly developed twenty-first century changes 

impacted Dr. Anthony’s actions, along with the perceptions that were formed about him. 

Therefore, his challenges remained constant, although they had recently appeared in 

different forms. This speaks to the need of a school leader to be continuously in-tune with 

the change process, while considering the needs and perspectives of the school’s various 

stakeholders.  

The literature has exposed the difficulties that are inherent to the change process, 

from both leadership and organizational culture perspectives (Demers, 2007; Fullan, 

2008; Jaffee, 2001; Morgan, 1988). Fullan (2009) explained that, in a climate of twenty-

first century change, principals have the difficult task of managing two different worlds: 

The old world is still around, with expectations that the principal will run a  
smooth school and to be responsive to all; simultaneously, the new world 
rains down on schools with disconnected demands, expecting that at the 
end of the day the school constantly should be showing better test results 
and ideally becoming a learning organization. (p. 57) 

 
This “double world” climate speaks to the paradox effect, which, as Jaffee (2001) 

discussed, “stems from the multiple consequences of a single action which seem to 

contradict or work at cross-purposes with another” (p. 34). As Crescent Woods moved 

forward, in order to meet current demands, it had left behind certain cherished artifacts of 

the “old world.” In this process, “tension” resulted, which is natural since “paradox is 

captured by both the positive and negative effects on the organizational objective that are 

produced by the same action” (Jaffee, 2001, p. 34).  
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 A “cultural analysis” of the organizational change process is appealing to this 

case, since, as Demers (2007) explained, it focuses on “symbolic, emotional, and 

expressive facets of organizational change, as opposed to rational and technical ones” 

(Demers, 2007, p. 91). Many of the problems that were exposed in this case by the 

school’s stakeholders were expressed in emotional and/or symbolic form. Furthermore, 

Dr. Anthony’s description of the mascot issue and explanation of how this adaptation 

created turbulence, speaks to the power of cultural change. Since “what was” no longer 

“is”, certain long-standing school stakeholders experienced difficulty in grasping and/or 

agreeing to the purposes of change that transformed their worlds. This unveils the 

necessity of examining change from the cultural perspective and the leader being able to 

realize the “importance of symbolic management in the context of change” (Demers, 

2007, p. 91). In recent years, at Crescent Woods, there was a very high degree of change, 

which disturbed long-held rituals, beliefs, and symbols. The results of this study suggest 

that, even when a principal has a track record of positive organizational growth and has 

accumulated a wide following, it is difficult to escape unscathed from a heavy-dose of 

organizational disturbance, especially when cherished cultural representations have been 

displaced. 

 Morgan (1988) discussed the nature of management in a changing, turbulent 

world and explained that, in order to deal with ambiguity and paradox, “managers of the 

future will have to develop managerial philosophies and techniques that will allow them 

to cope with messy, ill-defined situations that do not lend themselves to clear-cut 

interpretation, and have no ready-made recipes for action” (p. 12). Furthermore, they will 

need to understand that complexity is innate to the leadership game: 
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Many managers may want simplicity, but the reality is that they have to 
deal with complexity. The complexity of organizational life is increasing 
rather than decreasing, as manifested in the conflicting demands posed by 
multiple stakeholders, the need for managers to deal with many things at 
once, and the almost continuous state of transition in which organizations 
exist. (p. 12)  

 
Morgan’s position serves this study well since the results suggest that, while 

turbulence and points of disharmony did exist, overall, Dr. Anthony was masterful in 

conducting the change process, to the point where the school began functioning at a level 

that it had never reached before. Therefore, it is necessary to discuss and analyze the key 

leadership attributes and behaviors that were essential to the process. In order to complete 

this task, this discussion will turn to Goleman’s, Boyatzis’, and McKee’s (2002) primal 

leadership theory. 

Primal Leadership Theory 

 According to Goleman et al. (2002), the power of an organizational leader resides 

in his or her ability to create resonance. This state, which involves the generation of 

positive stakeholder emotions, is derived from the leader’s ability to produce enthusiasm 

within the group while making supportive emotional connections (p. 5). On the contrary, 

“leaders who drive emotions negatively…spawn dissonance” (p. 6). Accordingly, 

“whether an organization withers or flourishes depends to a remarkable extent on the 

leaders’ effectiveness in this primal emotional dimension” (p. 6).   

 As suggested by these theorists, there are various ways that a leader may direct an 

organization through either resonant or dissonant activity: 

Leaders give praise or withhold it, criticize well or destructively, offer 
support or turn a blind eye to people’s needs. They can frame the group’s  
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mission in ways that give more meaning to each person’s contribution – or 
not. They can guide in ways that give people a sense of clarity and 
direction in their work and that encourage flexibility, setting people free to 
use their best sense of how to get the job done. All these acts help 
determine a leader’s primal emotional impact. (Goleman et al., 2002, p. 9) 

 
According to primal leadership theory, there are critical emotional intelligent abilities that 

help leaders perform with resonance. Furthermore, the theory offers six leadership styles 

that consist of sets of coordinated activities. As mentioned by Goleman et al. (2002), 

“typically, the best, most effective leaders act according to one or more of six distinct 

approaches to leadership and skillfully switch between the various styles depending on 

the situation” (p. 53). 

 Specifically, these styles include the following: visionary, coaching, affiliative, 

democratic, pacesetting, and commanding. Each of these are related in some way to this 

study, and therefore, will serve as the backdrop for analyzing Dr. Anthony’s leadership 

behavior.  

 To review, the findings of this study revealed specific principal leadership 

behaviors that related to six distinct themes: 1) Personal Encounters and Positive 

Engagements, 2) Presence, 3) Programmed Care, 4) Activating the Team and Elevating 

Others, 5) Asserting Cultural Norms, and 6) The Engaging Personality. 

 The first theme, Personal Encounters and Positive Engagements, reflected Dr. 

Anthony’s tendency to: show attentiveness and give support, build relationships, be 

responsive, recognize the work of others, and be accessible. Each of these activities relate 

directly to the affiliative style of primal leadership theory. Goleman et al. (2002) 

described the affiliative style in the following manner: 
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The affiliative style represents the collaborative competence in action. 
Such leaders are most concerned with promoting harmony and fostering 
friendly interactions, nurturing personal relationships that expand the 
connective tissue with the people they lead. Accordingly, affiliative 
leaders value downtime in the organizational cycle, which allows more 
time to build emotional capital that can be drawn from when the pressure 
is on. (pp. 64-65) 
 

Furthermore, the sharing of emotions, showing people their feelings are valued, keeping 

people happy, creating harmony, and recognizing hardships are all key ingredients in the 

process (Goleman et al., 2002). From a practical standpoint, this style makes sense “when 

trying to heighten team harmony, increase morale, improve communication, or repair 

broken trust in the organization” (Goleman et al., 2002, p. 64). Interestingly, Dr. Anthony 

utilized the affiliative approach to a great extent, during calm times. Whether it was 

through administrative team meetings, where personal stories and laughs were shared, or 

through the use of personal comments and/or notes of recognition and thanks to faculty 

and staff for a job well-done, Dr. Anthony regularly used this approach in building 

emotional capital, as suggested by the theory. 

 The study’s second theme, Presence, refers to Dr.Anthony’s visibility and the 

spontaneous engagements that he initiated. His visibility, due to his presence throughout 

the building, allowed school stakeholders to engage with him when necessary. In turn, a 

sense of principal involvement was created throughout the organization. Once again, the 

affiliative style was enacted, due to Dr. Anthony’s willingness to engage through 

congenial classroom visits, after-school events, and amusing activities, such as “pie-

throwing games” and television show skits. Actions such as these were regularly enacted 

by Dr. Anthony, which helped foster a positive emotional environment. 
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 Programmed Care, the study’s third theme, was concerned with two issues: 1) 

structured recognition programs, which involved such things as Character Counts awards, 

student spotlights, student of the month recognitions, and student achievement banquets, 

and 2) group stakeholder forums, including: the student advisory group, parent 

participation group, and the student-led “Link Crew.”   

 From a primal leadership perspective, this theme runs across three leadership 

styles: affiliative, visionary, and democratic. From a visionary perspective, the school’s  

structured programs allowed everyone to see the “big picture” through Dr. Anthony’s  

emphasis on recognition and communication. The programs also allowed school 

stakeholders to understand the organization’s unique brand, since the initiatives 

highlighted the school’s cultural tenets of “achievement”, “recognition”, and 

“relationships.” The student-run Link Crew served as a prime example of the relationship 

tenet, as the ongoing process of developing the program generated new project ideas, and, 

at the same time, forged new connections. These connections, in turn, pulled the 

affiliative leadership style into the process. This was also true with Dr. Anthony’s efforts 

in meeting new stakeholders through his student advisory and parent participation groups. 

In this way, the enactment of Dr. Anthony’s vision bred affiliations, and the newly 

formed affiliations, in return, fed the vision. Goleman et al. (2002) explained how 

important the visionary facet of leadership is to the organization: 

By framing the collective task in terms of a grander vision, this approach 
defines a standard for performance feedback that revolves around that 
vision. Visionary leaders help people to see how their work fits into the 
big picture, lending people a clear sense not just that what they do matters, 
but also why. Such leadership maximizes buy-in for the organization’s 
overall long-term goals and strategy. (p. 57) 
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The programs of care, whether they were of a communicative or celebratory nature, 

presented CWHS stakeholders with the best of what the school had to offer, in terms of 

transparency in leadership, shared leadership, bonded relationships, and student 

achievement. In short, these activities allowed Dr. Anthony to display his vision in a 

structured way. Therefore, a two-part method for promoting and engaging in the vision 

was enacted within the school: 1) structured programs of care, and 2) daily, behind-the-

scenes activity of the school principal and stakeholders. Beyond this, the democratic style 

was fused into the system, as students and parents were brought into the decision-making 

process. As Goleman et al. (2002) explained, “even if a leader has a strong vision, the 

democratic style works well to surface ideas about how to implement that vision or to 

generate fresh ideas for executing it” (p. 68). However, in order to generate maximum 

power from the democratic style, “the leader must be open to everything – bad news as 

well as good” (Goleman et al., 2002, p. 68). In the case of the student advisory and parent 

participation groups, the level of Dr. Anthony’s transparency and his willingness to 

consider the viewpoints of others determined how deeply the democratic style was 

embedded into the school culture. As revealed in Chapter 4, many stakeholders felt Dr. 

Anthony did just that, but a couple of parents questioned his commitment to this process. 

As one parent disclosed:  

He will listen, but he doesn’t always act.  That’s ok, maybe that’s a sign of 
a good leader, I don’t know, but it’s frustrating to the person on the other 
end when you feel like, well he listened, but I don’t think I was really 
heard. 

 
 The fourth leadership theme generated through the study, Activating the Team and 

Elevating Others, is most closely aligned with the democratic leadership style. As 



 
 

                                                                                                                                 257                                                             
                                                                                                                                                                                                                                        
      
  

Goleman et al. (2002) revealed, this style “builds on a triad of emotional intelligence 

abilities: teamwork and collaboration, conflict management, and influence” (p. 69). Dr. 

Anthony’s aim was to foster collaboration among professionals, delegate responsibilities  

to his subordinates, utilize the strengths of others, and create avenues for the professional 

staff to network and/or solve problems themselves. Through the concepts of 

empowerment and team building, Dr. Anthony was able to create a culture of 

engagement and collaboration. Once this culture was instilled, CWHS was run less by Dr. 

Anthony and more by others. Whether it was through meetings, programs, committees, 

instructional episodes, or informal communications, the professional staff was free to 

“run the show” in various ways as Dr. Anthony took a backseat in the process. As one 

teacher explained: 

He’s very empowering, and, not just because he defers to us, but if you 
have a great idea and you want to try something, even if it’s something 
that certain people would be afraid of because it’s edgy or different or 
new, if he knows you’re genuinely wanting to try something because you 
want to improve your instruction, because you want to reach your kids, 
because you want to improve relationships, whatever it is, he sees right 
through to that. To him that’s the most important thing, and then as far as 
how the particulars get worked out, he’s really supportive with that kind of 
stuff. 

 
 This study’s fifth leadership theme, Asserting Cultural Norms, is related to Dr. 

Anthony’s efforts in establishing high expectations, celebrating success, empowering 

others, inserting humor and fun, showing attention and support, demonstrating fairness to 

others, and building trusting relationships. The sixth theme, The Engaging Personality, 

relates closely to the fifth, since Dr. Anthony’s characteristics and attributes: passion, 

compassion, positive-nature, confidence, charisma, openness, and candidness allowed 

him to drive his vision forward. These two themes, taken together, demonstrate Dr. 
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Anthony’s willingness and ability to integrate all six primal leadership styles into his 

leadership practice. Furthermore, these two themes accentuate the importance of  

so-called emotional intelligence competencies in leadership conduct.  

While many emotional intelligence constructs exist, Goleman et al. (2002) 

structured a four-segment ability-based model: 1) self-awareness: having a deep 

understanding of one’s emotions, as well as one’s strengths/limitations, values, and 

motives, 2) self-management: controlling emotions during times of upheaval, 3) social 

awareness: the ability to empathize and tune into others’ emotional channels, and 4) 

relationship management: handling one’s own emotions and being attuned to the 

emotions of others during times of engagement. In creating primal leadership theory, 

Goleman et al. (2002) structured various leadership competencies within this four-part 

framework: 1) Self-Awareness: emotional self-awareness, accurate self-assessment, and 

self-confidence, 2) Self-Management: self-control, transparency, adaptability, 

achievement, initiative, and optimism, 3) Social Awareness: empathy, organizational 

awareness, and service, and 4) Relationship Management: inspiration, influence, 

developing others, change catalyst, conflict management, teamwork and collaboration. 

 Through this model, it is possible to see many of Dr. Anthony’s traits and actions. 

Interestingly, Dr. Anthony demonstrated the ability to manipulate his thoughts and 

feelings under various circumstances in a way that suggested the existence of a high level 

of emotional intelligence. This allowed him to “assert cultural norms” through “an  

engaging personality.” Whether it be private encounters, where he showed empathy to 

others, or public events, where he generated involvement and excitement, or team 

meetings, where he injected humor and fun, Dr. Anthony demonstrated great skill across 
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all four emotional intelligence sectors. Such skill benefited him greatly during times of 

turbulence, as his emotional awareness allowed him to vent behind closed doors and then 

strategically display his emotions in the public forum. In each of his leadership actions, 

strategy was paramount to his action and being, whether it was through private 

encounters, public engagements, structured programs, team-building activities, or 

distributed tasks. Therefore, the findings suggest Dr. Anthony had the propensity to 

utilize all four emotional intelligence segments. Through his natural inclinations, all four 

resonant leadership styles: visionary, affiliative, democratic, and coaching were 

inculcated through repetitive actions.  

The style of coaching, which has not yet been discussed, is concerned with one-

on-one engagements and the understandings that are developed through the process, 

which are concerned with the stakeholder’s “dreams, life goals, and career hopes” 

(Goleman et al., 2002, p. 60). The focus is on personal development through personal 

conversations that establish rapport and trust. This form of communication demonstrates 

a genuine interest in the person, and thereby “creates an ongoing conversation that allows 

employees to listen to performance feedback more openly” (Goleman et al., 2002, p. 60). 

The development of goals, conceptualization of plans, and delegating of responsibilities 

are all part of the coaching process. Each of these components were shown to be highly 

valued by Dr. Anthony. As revealed with the first theme, his private engagements with 

professional staff members were highly correlated with the coaching leadership style, 

since his focus was on getting people where they needed to be with the cultural norms of 

“positive relationships” and “high quality instruction.” The approach he took with his 

administrative team suggested a group effort in developing goals and conceptualizing 
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plans. The “World Café” technique he utilized in his endeavor to create a “world-class 

program” also pulled the goal development and planning processes into his work, along 

with the work of others. As one parent revealed, efforts such as these led to a high degree 

of trust between him and many of the school’s stakeholders: 

I think the trust level is very, very high because [Dr. Anthony] has 
maintained a transparency on many decisions, and because he is so overt 
in establishing cultural norms, people do not see him as having ulterior 
motives or as having an agenda of some sort besides what he’s clearly 
outlined. 

 
 The results of this study suggest that, by combining each of the resonant styles 

into his leadership practice, Dr. Anthony was able to set a vision, inspire his faculty and 

staff, coach for improvement, generate positive school energy, establish cultural norms, 

and show care and compassion for his workforce. Taken together, Dr. Anthony’s actions, 

to one degree or another, exemplify the essence of resonant leadership. 

 At times, in his leadership practice, Dr. Anthony did integrate the two so-called 

dissonant leadership styles. This study’s results indicate that he was a pacesetter in some 

regard, which accounts for the fifth primal leadership style. According to Goleman et al. 

(2002), the pacesetting leader “holds and exemplifies high standards of  

performance” (p. 72). Here, thee leader has an obsession “about doing things better and 

faster, and asks the same of everyone” (p. 72). This type of leader “pinpoints poor 

performers, demands more from them, and if they don’t rise to the occasion, rescues the 

situation himself” (p. 72). While this style does hold benefit, the relentless demands of 

the leader who operates from this style eventually generates organizational dissonance, 

which is why it should be used sparingly (Goleman et al., 2002). Furthermore, it needs to 

be understood that leaders who think they are using the coaching style may actually be 
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working as pacesetters if their leadership is poorly executed through work that “looks 

more like micromanaging or excessive control of an employee” (p. 61). There is a tight 

link between the pacesetting style and Dr. Anthony’s leadership practice. High 

expectations did serve as one of the cultural norms of the school, which developed 

through Dr. Anthony’s relentless leadership activity. Furthermore, it was common for 

him and his administrative team to confront faculty and staff about subpar performance. 

And, maneuvers to remove employees who did not fit the school model were installed, 

when necessary, during Dr. Anthony’s term. Therefore, there is a real concern about the 

pacesetting style, as to the degree it was enacted at Crescent Woods. As one teacher 

revealed: 

It’s a real fine line because some people really love him and really love the 
vibrance and the charisma, and other people are just like, it’s way too 
much or he takes it over the top. So, I see that some people kind of get 
pulled away, and I think a lot of people, too, kind of feel sometimes that 
it’s too much, like we try to do too many things all at once. But, I would 
say in the last year or two we’ve really stuck with something and focused 
on it and really worked through it, which has been a huge change and it’s 
been a really positive one. So, that’s something that’s been pretty good for 
us.   

 
 Commanding leadership serves as the sixth and final style offered by primal 

leadership theory. According to Goleman et al. (2002), this style is coercive in its intent, 

with the leader demanding “immediate compliance with orders” (p. 76). When this style 

is used abundantly, an erosion of spirit, pride, commitment, and satisfaction takes place. 

Therefore, it is suggested that the commanding style be used only during times of 

turbulence, whether its an urgent need to turn a company around, deal with a looming 

natural disaster, or handle problem employees when all else has failed (Goleman et al., 

2002, p. 78). In regard to Dr. Anthony, the results indicate his actions mimicked the 
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suggestions of the theorists, as he utilized this style only in times of turbulence. 

Furthermore, as revealed by one parent, his ability to maintain an appropriate 

commanding presence played into his distinct leadership persona: 

He is very impressive and when I say impressive, he’s again, very 
articulate. You have confidence in what he is saying, that he knows what 
he is talking about. By him standing by what he says, he’s not like 
“wimpy”, you know. He knows what he wants to do, he does it, but he still 
is open to listening to what others have to say, but he is not going to be 
swayed if a group of people come and it’s not the right thing. So, some 
parents might try to get you to do something that you’re feeling like is not 
in the best interest of the overall school and I don’t see him being swayed 
by anything like that. 

 
Furthermore, when necessary, Dr. Anthony’s closed door sessions with his administrative 

team presented the opportunity for him to use the commanding style discretely, when no 

one else in the organization was watching. This allowed him to manage his emotions 

during turbulent situations, before engaging with other members of the school 

organization.  

 As suggested by Goleman et al. (2002), the power of primal leadership theory lies 

in the framework of particular emotional intelligence competencies that are illuminated 

through the installment of the six flexible leadership styles: 

Having a larger repertoire of emotional intelligence strengths can make a 
leader more effective because it means that leader is flexible enough to 
handle the wide-ranging demands of running an organization. Each style 
draws on different emotional intelligence abilities; the best leaders are able 
to use the right approach in the right moment, and flip from one another as 
needed. People who lack the underlying abilities have a narrowed 
leadership repertoire, and so are too often stuck relying on a style that’s ill 
matched to the challenge of the moment. (p. 84) 

 
While Dr. Anthony demonstrated the ability to act in accordance with each leadership 

style presented in primal leadership theory, and was successful in creating resonance 



 
 

                                                                                                                                 263                                                             
                                                                                                                                                                                                                                        
      
  

within the school organization, the results of the study shed light on the fact that, 

turbulence and dissonance, in some form and degree, are natural to school leadership 

practice. This coincides with Gross’ (1998) assertion that community issues, issue 

overload, tension-filled conditions, communication problems, rapid change, external 

pressures, and value conflicts are inherent features of school organizations. Therefore, 

even if the school principal proves to be a maestro in creating a positive emotional 

rhythm throughout the organization, quandaries are sure to develop. Therefore, from this 

study’s perspective, it is necessary to analyze turbulence along with the leadership 

attributes and organizational conditions that lend to the development and regulation of the 

phenomenon. 

Research Concern #3: School Leadership During Turbulent Times 
 

 Gross (1998, 2004, 2006) utilized a turbulence gauge to depict the four general 

levels of instability that may occur within a school, at any given time, going from light, to 

moderate, then to severe, and finally, to extreme (p. 2). As he explained, the goal of the 

school leader is not to completely avoid turbulence but to adjust the situation so it does 

not become overwhelming and to realize that turbulence is not only inevitable, but can be 

useful as well (Gross, 2004, p. xiv). Furthermore, merit might exist in “the purposeful 

escalation of turbulence in an organization aimed at positive change” (Shapiro & Gross, 

2008, p. 43). 

 Turbulence theory includes distinct elements that determine the degree that 

turbulent conditions affect any one individual within an organization. Furthermore, it 

produces “an enhanced ability to calibrate the severity of the issue at hand” and aids the 

“attempt to contextualize a given problem” (Gross, 2006, p. 51). In this way, the 
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attributes of turbulence theory are directly related to school leadership functioning and 

productivity and lend to the effort of dissecting school organization concerns. 

 Turbulence theory begins with the concept of positionality, which suggests that 

where one resides within the organization will determine the degree of turbulence that is 

experienced through a particular condition or event (Gross, 2006). For example, a major 

school issue will mean “different things to the superintendent, the high school principal, 

the parents, and area business leaders” (Shapiro & Gross, 2008, p. 44). Cascading is 

another pertinent factor, which “happens when the turbulence from one event blends with 

another to create a higher level of turbulence” (Gross, 2006, p. 56). Other contextual 

variables, such as relationships among individuals and the stability or volatility of the 

organization at the time of turbulence will determine how any particular turbulent force 

disrupts the organization or any specific inhabitant thereof (Shapiro & Gross, 2008, p. 

50). As Gross explained, “more stable organizations appear to withstand the dynamic 

forces confronting them and their reputation for stability seems to insulate them from 

some of the harshest turbulence” (Shapiro & Gross, in press).  

 Turbulence theory relates closely to this study since the findings reflect the type 

of turbulent forces that naturally occur within a school organization, and also elucidate 

the concepts, skills, strategies, and principles that were useful for Dr. Anthony in 

stabilizing his school during these times. Additionally, the findings reveal how Dr. 

Anthony’s emotional states impacted his decisions and behaviors under these 

circumstances. 

 With more than a decade of school leadership experience, Dr. Anthony possessed 

a historical record of successfully handling difficult situations. Severe turbulence, in the 
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form of a deadly meningitis case, a bomb threat, and a small bomb explosion in the 

school’s cafeteria served as a record of disturbing activity that he had to manage. 

Admittedly, his ability to handle more current episodes of turbulence stemmed from his 

prior experiences, which he was able to get through not only due to his personal 

aptitudes, but also because of the aptitudes of those around him at the time. Therefore, the 

findings of this study fall within the context of an experienced individual who had been 

subjected to a lengthy series of unstable school conditions. With this being said, the 

findings reveal specific features of Dr. Anthony’s crisis management abilities. In 

particular, the findings exposed three distinct strategies and a number of aptitudes, 

concepts and principles that allowed him to establish a reputation for being able to 

appropriately handle turbulent conditions.  

 Dr. Anthony’s strategy involved a three-pronged approach in handling all types of 

unsettling circumstances. The tactics of: 1) closed door discussions with his 

administrative staff, 2) clear communications, and 3) strategic displays of emotional 

theater served particular purposes in allowing him to lead his organization through 

difficult times. Furthermore, his aptitude in stabilizing school conditions was enhanced 

through the following: 1) taking a team approach to decision-making and action, 2) 

reframing events, by turning problems into opportunities, 3) producing clear systems 

operations, 4) applying specific crisis principles, and 5) drawing upon personal acuities 

and aptitudes.  

 As Shapiro and Gross (2008) explained, “the concept of turbulence theory taps 

the emotional mind” (p. 5). Therefore, in order to provide meaningful insights about Dr. 

Anthony’s actions and abilities, literary findings regarding the concept of emotion, as it 
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relates to the biological, psychological, social, and ethical domains, will be applied to this 

discussion.  

 As with primal leadership theory, the segments of this study’s literature review 

revealed that emotion is a dynamic, multifaceted concept that is essential to human 

conduct, and, therefore, is a crucial factor in determining leadership behavior. In 

discussing emotion in relation to Dr. Anthony’s behavior in times of organizational 

turbulence, it may be most fitting to begin with the reframing process that occurred, as he 

was confronted with unstable circumstances. Dr. Anthony’s line of thinking was aligned 

closely with Morgan’s (1988) and Gross’ (1998, 2006) assertions that flux is not only 

inherent to organizational life, but also provides the opportunity for the leader to propel 

the organization forward. Since Dr. Anthony positively framed turbulent school 

happenings, considered what could be gleaned from specific situations, and aptly 

intervened when necessary, he was able to systematically stabilize the school. Gross 

discussed such activity and explained that when organizations operate from the 

standpoint of “learning systems”, they can turn a “turbulent experience into an 

opportunity to reflect and actually profit, thereby further enhancing their resilience and 

stability” (Shapiro & Gross, in press). Within this context, the appraisal process, which is 

natural to the formation of emotion (Damasio, 2003), was highly significant for Dr. 

Anthony. The mere understanding that turbulence was essential to his leadership prepared 

Dr. Anthony to respond appropriately and confidently. The judgments he made during 

various circumstances, such as: the opening of the new school building, the teachers’ and 

teachers’ aide strikes, the meningitis case, the honors class issue, the school mascot issue, 

and the need to provide corrective feedback to teachers allowed him to set the stage for 
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response. For Dr. Anthony, these were not problems, but rather, opportunities to establish 

and/or re-establish a leadership standard within the school. This pattern of thinking was 

framed by Lazarus (1991) as a cognitive-coping mechanism, and, this stream of 

consciousness, in itself, kept Dr. Anthony’s stress levels in-check, which allowed him to 

respond with maximum cognitive capacity. Additionally, in this realm, the tenets of 

affect control theory were brought to bare, since Dr. Anthony felt comfort in his ability to 

handle difficulties, and was acting in a way that reflected his own identity in being able to 

lead the organization at a time of instability (Heise, 1988; Kemper, 2000). Furthermore, 

in framing situations in this manner, the premise behind social cognitive theory was at 

work, as Dr. Anthony became an agent for proactive engagement, self-reflection, self-

regulation, and self-organization, and, in this way, began to intentionally make things 

happen through his actions (Bandura, 2001; Cassady & Boseck, 2008).  

 For Dr. Anthony, the reframing process was bolstered through strategic emotional 

management activities that allowed him to direct and express emotion in ways that did 

not interfere with or harm the level of functioning within the school. Here, he entered 

Epstein’s (1998) realm of constructive thinking as he was able to focus on the job at 

hand, carry out plans, and appropriately deal with negative feelings. The fact that he had 

a responsible, trustworthy administrative team was critical in his ability to communicate 

emotion while discussing issues poignantly and developing plans of action. The closed-

door forum served as a venue for venting, and, at the same time, enacted a team-

approach, which made use of available talents. Beyond this, his intrapersonal and 

interpersonal skill sets gained relevance, as he utilized his emotional and social 

competence abilities.  
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 As Weare (2004) revealed, we possess the ability to organize, modulate, 

moderate, shape, and think about our feelings through reflection and learning. The 

findings suggest that Dr. Anthony was masterful in both organizing and moderating his 

emotions in a way that allowed him to communicate clearly when necessary, and also 

engage in a type of emotional theater that allowed him to put forth an unflappable social 

demeanor. When communicating during times of crisis, he was able to contain his 

emotions while offering distinct messages through assertive speech and mannerisms. In  

this way, he displayed a commanding demeanor that provided clear direction for the 

school’s stakeholders. This coincides with Topping’s, Bremner’s, and Holmes’ (2000) 

idea that “socially competent people are able to select and control which behaviors to 

emit and which to suppress in any given context, to achieve any given objective set by 

themselves or prescribed by others” (p. 33).  

 Overall, in a multitude of ways, Dr. Anthony demonstrated a certain acuity in his 

emotional and social engagements under the lens of organizational volatility. Therefore, 

his behavior reflected many of the tenets of the social and emotional intelligences, which 

have been offered in the literature (Albrecht, 2006; Bar-On, 2007; Bradberry & Greaves, 

2009; Ciarrochi & Godsell, 2005; Cooper & Sawaf, 1997; Goleman, 2006; Higgs & 

Dulewicz, 1999; Hughes et al., 2005; Kang et al., 2005; Ortony et al., 2007; Weisinger, 

1998; Zirkel, 2000). However, his acuity went beyond the social and emotional realms 

since his planning and decision-making abilities surfaced both before and during 

turbulent events. Such aptitudes emerged in the form of the systems processes and crisis 

principles that he worked to install, and which allowed him to advance his influence 

during unstable times.   
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 From a systems thinking perspective, Gharajedaghi (1999) discussed the five 

dimensions that need to be considered, when working to influence and/or appreciate the 

parameters that affect the system’s existence: 1) the generation and distribution of goods 

and services, 2) the generation and dissemination of information, knowledge, and 

understanding, 3) the creation and dissemination of beauty, or the emotional aspect of 

being, including the meaningfulness and excitement of what is done in and of itself, 4) 

the formation and institutionalization of values for the purpose of regulating and 

maintaining interpersonal relationships through cooperation, coalition, competition, and 

conflict, and 5) the development and duplication of power, which involves legitimacy, 

authority, and responsibility (p. 56). The findings suggest Dr. Anthony allocated a 

significant amount of time in holding administrative team meetings that focused on these 

five dimensions, whereas each team member became accustomed to the values and 

language that eventually became inherent to the school’s culture. As the team grew 

closer, due to shared organizational understandings, they were left to handle lower level 

turbulent issues on their own. Furthermore, the team worked to: communicate 

performance or production concerns to faculty, share information and understandings 

with others within the organization, generate positive emotion by recognizing people and 

celebrating organizational achievements, and institutionalize the established, 

communicated values of the organization. It was this team-centered approach that led to 

common causes and understandings, which allowed effective action to take place during 

instances of organizational turbulence. In short, high production, transparency, emotional 

stimulation, shared values, and duplications of power marked CWHS due to Dr. 

Anthony’s willingness to work diligently in installing systems operations in all phases of 
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the administrative team’s work. The expansion of this effort could be seen in Dr. 

Anthony’s willingness to gradually grant control to other members of the workforce, 

once he believed a satisfactory understanding of how he wanted the school to operate had 

taken hold.  

 Finally, Dr. Anthony’s use of crisis principles, including: being hands on, 

following school policy, focusing on the facts of the situation at hand, considering the  

school’s values and the best interests of the students, providing clear direction, being 

transparent, and being tactful with those involved, suggest a blend of cerebral acuity, 

systems operations, and a particular ethical awareness. As Shapiro and Stefkovich (2011) 

discussed, the ethics of justice, critique, and care, when combined with the ethic of the 

profession serve as complementary forces that assist in the school leader’s ability to make 

appropriate decisions. In this process, serving the “best interests of the student” becomes 

the “moral imperative” (Shapiro & Stefkovich, 2011, p. 25). In Dr. Anthony’s case, his 

willingness to step in at the school dance, when students were dancing inappropriately, 

demonstrated the installment of a moral imperative. Him taking the time to collect data 

and listen to the concerns of parents and students during the English honors class crisis 

exemplified the same. His positive engagements and demonstration of respect during the 

teacher’s strike revealed his ability to “see the big picture”, which, in turn, produced a 

moral good for the students once classes resumed. In each case, Dr. Anthony 

demonstrated a certain moral acuity that was bolstered through his use of key operational 

and ethical principles that allowed him and the school to move through each instance of 

turbulence. The end result was a school made better by the turbulent conditions. 
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Research Concern #4: 
The Impact of Affective Leadership Behavior on School Climate 

 
 As discussed by Reichers and Schneider (1990), organizational climate can be  
 
defined as: 
 

the shared perception of “the way things are around here.” More precisely 
climate is shared perceptions of organizational policies, practices, and 
procedures, both formal and informal. Climate is a molar concept that is 
indicative of the organization’s goals and appropriate means to goal 
attainment. (p. 22) 

 
In comparison, the organization’s culture forms through the manifestations of climate, 

norms, values, and rituals (Schein, 1985). “Culture is a common set of shared meanings 

or understandings about the group/organization and its problems, goals, and practices” 

(Reichers & Schneider, 1990, p. 23). As evidenced by these definitions, the concepts of 

climate and culture are intertwined and may be “viewed as reciprocal processes, the one 

causing the other in an endless cycle over time” (Reichers & Schneider, 1990, p. 23). 

Their importance lies in the fact that they have been shown to be primary determinants of 

worker motivation and organizational performance (Stringer, 2002; K.R. Thompson & 

Luthans, 1990). 

 According to Stringer (2002), research has identified five determinants of 

organizational climate: the external environment, strategy, leadership practices, 

organizational arrangements, and historical forces. However, “research has consistently 

shown that by far the most important determinant of climate is leadership” (p. 77). 

 From this study’s perspective, the perceptions disclosed by Crescent Woods 

stakeholders suggest that an open, positive climate existed in the organization, which 

transmitted the distinct cultural tenets of  “high standards” and “positive relationships.”  
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The findings suggest these served as the values of the organization, which were 

transmitted through Dr. Anthony’s diligence in installing a particular school vision.  

 From a leadership perspective, Kouzes and Posner (2007) asserted that research 

has shown that excellent leaders engage in particular activity that has been termed: 

“model the way” ( p. 15). This process is brought to life as the leader: communicates 

clear and strong personal beliefs, affirms shared values, sets an example, teaches others to 

model the organization’s values, confronts critical incidents, frames critical incidents as 

teachable moments, and reinforces the behavior that he or she wants repeated.  

 Dr. Anthony regularly applied the tenets associated with the model the way 

principle. As the study’s leadership themes revealed, in times of calmness, Dr. Anthony 

worked to: exert his presence throughout the building, recognize stakeholders’ efforts, 

write notes of encouragement and appreciation, show regard for his stakeholders’ 

personal and professional struggles, implement “programs of care”, engage in discussions 

of a personal nature, and insert a jovial spirit to team meetings. Through these consistent 

actions, Dr. Anthony extended his vision by embedding it within the cultural framework 

of the school. In turn, each of the school’s stakeholders became well aware of the 

school’s mission and his expectations, and worked cohesively toward the aims of the 

organization. At times, turbulence did occur and was natural to the process, since Dr. 

Anthony’s demands for high caliber academic instruction and respectful professional 

relationships were consistently communicated to those who were not performing to 

standard. In this way, a pacesetting versus care paradox developed, as Dr. Anthony 

struggled to maintain a leadership balance between care for the organization and care for 

individual stakeholders. The findings of the study indicate this is a delicate and difficult 
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process that requires a particular leadership artistry to ensure the school organization 

does not descend into a dissonant state. According to this study’s school stakeholder 

participants, institutional activity reflected involvement in and appreciation for the 

organization’s vision, which suggested the existence of a resonant emotional climate. The 

study’s field observations supported this conclusion, since observed school activity 

indicated high levels of stakeholder commitment, involvement, and positive professional 

relations. Written documents also served as a significant data piece to this conclusion, 

since they signified a clear communication of the school’s values and revealed consistent 

execution of those values. This was seen in the academic initiatives that were put forth 

and the recognitions that were given when good work was produced. Also, these same 

communications demonstrated a channeled network of care and concern as the school 

organization served as a caregiver in times of personal need and a community celebrator 

in times of achievement and success. 

 Glaser (2005) positioned true leadership in terms of the leader being able to: set 

the context for change, create an atmosphere of collaboration and trust, unite the 

organization, collaborate through the sharing of best practices, learn what world-class 

organizations do, and find better solutions to problems (pp. 39-40). When necessary, true 

leadership works to change a toxic environment that is characterized by its closed 

communications, competition for resources and recognition, and malnourished spirit (pp. 

40-41), to an open, healthy system that feeds off: the organization’s vision, strategic 

dialogue, common goals, sensitivity among stakeholders, the proper deployment of 

resources, and ideas for the future (p. 42). The results of this study indicate that Dr.  
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Anthony’s leadership behavior was instrumental in creating this type of system, which 

was flavored heavily with acts of care, concern, strategy, and competence. The result was 

a positive, vibrant school climate that played its part in producing results at a higher level 

than ever before.  

The Male School Principal’s Affective Leadership Practice: Further Considerations 
 

 The findings of this study suggest Dr. Anthony was able to successfully 

implement his socio-emotional, care-based leadership philosophy at Crescent Woods 

High School. Along with primal leadership theory and turbulence theory, interpretation 

of the study’s findings was conducted in the spirit of E.O. Wilson’s (1998) consilience 

approach, with the appeal lying “in the prospect of intellectual adventure” and “the value 

of understanding the human condition with a higher degree of certainty” (p. 9). 

Unification across the biological, psychological, social, affective, and ethical domains 

occurred as considerations of the concept of emotion were made in these various realms. 

As argued by Wilson (1998), “a balanced perspective cannot be acquired by studying 

disciplines in pieces but through pursuit of the consilience among them” (p. 13). For this 

particular study, certain insights were gathered through the exploration of emotion and 

care-based leadership behavior in this manner. Therefore, it is necessary to disclose these 

understandings. 

 Clearly, Dr. Anthony demonstrated great success in the affective world in relation 

to his personal competency in managing and directing emotion and in applying his care-

based leadership philosophy. This study’s findings suggest Dr. Anthony exhibited a 

particular syncronicity with regard to his ability to appropriately interject himself into the 

happenings of the educational institution, at appropriate times and to an appropriate 
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degree. In turn, he was, in many ways, able to aptly lead his organization. As the findings 

revealed, Dr. Anthony displayed a high degree of social and emotional competence, 

which propelled his leadership practice. Additionally, he was able to do his part in 

creating a resonant school climate. With this being said, the evidence suggests that his 

successful leadership practice transcended the boundaries of leadership style, which is 

primarily rooted in the neuroanatomical and psychological domains and exchanged in the 

social sphere (Goleman et al., 2002). While leadership style was, indeed, fundamental to 

Dr. Anthony’s success (and struggles), his essence transcended his skillful management 

of his emotional states and strategically placed leadership behaviors.  

 Beyond his near-masterful injection of leadership style, the evidence suggests that 

Dr. Anthony possessed two additional fibers that allowed him to thrive as a school leader. 

Firstly, his competence in decision-making and managerial duties fortified the school 

stakeholders’ feelings of trust and confidence in their school leader. The majority of the 

study’s participants expressed admiration for Dr. Anthony’s efficient and effective work 

in handling difficult circumstances. This was true whether such conditions presented 

themselves in the form of litigious proceedings, threats to the physical well-being of the 

organization, or value-conflicts among school stakeholders. Furthermore, the findings 

suggest that Dr. Anthony’s ability to inject data-driven decision-making and systems 

thinking into his practice allowed his school vision to flourish.  

 Goleman et al. (2002) suggested that emotional intelligence “contributes eighty to 

ninety percent of the competencies that distinguish outstanding from average leaders – 

and sometimes more” (p. 251). While the study’s results demonstrate the power of 

emotional intelligence, they also highlight the need of the leader to go further, by 
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demonstrating technical and/or managerial competence, and also, exerting influence 

through the realm of  rational competence. The findings of this study question whether 

affective leadership practice, in itself, holds the ability to successfully lead an 

organization in the long-term. This coincides with Matthews’, Zeidner’s, and Robert’s 

(2007) disclosure that many of the overstated claims made by certain emotional 

intelligence theorists have been discredited through rigorous empirical research (p. 3).  

 As Stanovich (2009) explained, the rational and intelligent minds are two separate 

entities, whose distinct structures are highlighted in the fact that “many people display the 

systematic inability to think or behave rationally despite the fact that they have more than 

adequate IQ’s” (p. 2). Therefore, it is to be argued that, along with the emotional mind, 

the rational mind holds primary importance to leadership practice, since the trade is 

concerned with the critical assessment of information that is gathered in the natural 

environment, and therefore, requires the enactment of thinking abilities that are 

associated with rationality (Stanovich, 2009, p. 3). While the findings of this study do 

embrace the power of leadership style under both stable and unstable organizational 

conditions, it was Dr. Anthony’s rational abilities or cerebral acuity, put forth in the form 

of analysis, judgments, and decision-making, that allowed him to handle turbulence, 

which, in turn, promoted feelings of stakeholder trust for the school leader. The impact 

that rational thought has on leadership success was signified in Hughes’ and Beatty’s 

(2005) conception of strategic leadership, which accentuated the leader’s need to 

confront organizational challenges through: 1) a sustained organizational focus, 2) an 

alignment of tactics with strategy, and 3) maintenance of long term goals despite short-

term pressures (p. 18). In many ways, according to the school stakeholders in this study, 
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it was Dr. Anthony’s ability to induce strategic leadership, especially during times of 

turbulence that created feelings of trust. This coincides with the accentuation of trust in 

the leadership literature, which highlights the importance of leader competence in his or 

her work for developing followers’ trust and perceptions of credibility (S.M. Covey, 

2006; Hurley, 2011; Kouzes & Posner, 2011; Solomon & Flores, 2001).   

 The concept of moral acuity serves as the second critical aspect that Dr. Anthony 

projected, which exceeded the socio-emotional grounds of leadership style. The findings 

of this study suggest Dr. Anthony was especially sensitive to how specific leadership 

decisions and actions would affect the school organization in the long-term, especially in 

relation to the best interests of the students. In this way, he demonstrated the propensity 

to intertwine emotionally intelligent leadership, strategic leadership, and moral leadership 

in a way that allowed the school to be made better in the aftermath of turbulence.  

 To be fair, it must be mentioned that some theorists who have framed leadership 

in terms of style, have touched upon the moral domain by revealing the necessity of the 

leader to be in-tune with his or her personal values and realize how such values may be 

reflected in his or her leadership practice (Boyatzis & McKee, 2005; Goleman et al., 

2002; Kouzes & Posner, 2007). And, theorists have shown how emotional intelligence is  

linked with moral competence, which allows people to “conform more deeply to 

universal human principles” (Lennick & Kiel, 2005, p. 115). However, the results of this 

study suggest the necessity of leadership practice that is grounded in both virtue and a 

particular caring power that works to meet the best interests of the students and the 

school organization. Therefore, it is to be argued that, in addition to emotion-based style 

(in generating organizational resonance) and rational competence (in systematically 
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commanding the organization through turbulence), a focus on ethics in general, and 

virtue ethics in particular must be arranged in the conceptualization of affective 

leadership theory. In some ways, this claim has been supported through this study’s 

literature review, which revealed the connection between the emotional and ethical 

realms. Furthermore, this study’s intent of exploring affective leadership from the context 

of the ethic of care demonstrates the previously established awareness of this relation, 

which has been discussed by numerous theorists (Held, 2006; Noddings, 1984; Sernak, 

1998; Shapiro & Gross, 2008; Shapiro & Stefkovich, 2011; Walker, 1998). However, in 

advancing Sernak’s (1998) conception of caring power in organizational leadership, it is 

necessary to argue for a particular ethical competence in school leadership that implies 

the need to discern when and how the ethic of care is applied in the organization. Rather 

than accepting Nodding’s (1984) feministic notion of a non-principled, universal type of 

care, which denounces the ability of organizations to be ethical, based on their demands 

of loyalty and their insistence upon the affirmation of certain beliefs (p. 117), the ethic 

called for here is one that is linked with such virtuous tenets as courage, prudence, 

justice, duty, respect, and responsibility. The argument for virtue is bolstered by feminist 

theorists themselves, who have revealed: 1) the necessity of “courage” in the caring 

relationship (Noddings, 1984, p. 39), and 2) a “justice-orientation” in both the private and 

public domains, which should be considered to be equally valid to the ethic of care (Held, 

2006, p. 70). As Held (2006) argued, “moral theory should provide guidance for choice 

about actions and policies, as well as educate our sensibilities about possible attitudes” 

(p. 70). As this pertains to the school leadership domain, through the network of care, 

justice, prudence, duty, respect, and responsibility, the ethical sensibilities of leaders and 
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aspiring leaders may be enhanced, as individuals become accustomed to the 

qualifications and requirements of the leadership positions that they hold or aspire to hold 

in schools. In order to help explain this line of reasoning, two concepts have been brought 

together. 

The Ethic of One 
 
 The results of this study indicate that successful school leadership requires a form 

of behavior and practice that is closely aligned with Marrella’s (2011) servant leadership 

model, which includes the three tenets of: care, character, and competence. As the model 

suggests, the leader must meet a particular capacity in terms of: purpose, passion, 

persona, presence, respect, responsibility, honesty, compassion, courage, fairness, values, 

vision, communication, decision-making, problem-solving, and action (p. 5). This model 

is similar to Bass’ (1990) review of research findings from the first-half of the twentieth 

century that submitted certain groups of leadership traits are responsible for effective  

leadership practice: intelligence, judgment, knowing how to get things done, intellectual 

fortitude, initiative, persistence, self-confidence, verbal facility, cooperativeness, 

adaptability, alertness to and insight into situations, decisiveness, responsibility, 

adaptability, personal integrity, originality, humor, liveliness, desire to excel, 

cooperativeness, and sociability (pp. 75-76). As these conceptions are compared to the 

categorical results of this study (Appendix L) and the narrative-based expressive themes, 

it can be seen that significant crossover exists. As revealed in Figure 3 (presented in no 

particular order), this study exposed thirty-one specific needs and appreciations of the 

school’s stakeholders, in terms of resonance and feeling cared-for by the school principal. 

Taken together, these segments serve as an integrated system of leadership acuity that 
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transverses the rational, emotional, social, and moral domains, and serve as the 

foundation for the development of a resonant organizational state. Furthermore, it is a 

core that sets the basis for ethical leadership as it serves to build trust in the principal-

stakeholder relationship through an inclination for care-based leadership action. 

Therefore, within the school leader-stakeholder relationship, a triad of leader “virtue, 

competence, and care” is necessary for “caring-for” (the leader) and being “cared-for” 

(the stakeholder). 

 Figure 3:  Needs/Appreciations of School Stakeholders in Terms of Feeling “Cared-For” 
 
 
This “design of care” (Figure 3) shares characteristics with each of the socio-emotional, 

care-based leadership conceptions that have been promoted in the literature, including: 

charismatic leadership, transformational leadership, authentic leadership, servant 

leadership, resonant leadership, relational leadership, compassionate leadership, moral 

leadership, and servant leadership (Avolio & Gardner, 2005; Avolio et al., 2004; Bass, 

2002; Blanchard, 2003; Burns, 1978; Boorom, 2009; Boyatzis & McKee, 2005; Congo & 

Kanungo, 1998; Greenleaf, 1977; Jordan et al., 2006; Korac-Kakabadse et al., 2002; 

   Principal Behavior Directed Toward               Principal Behavior Directed Toward 
           Individual Stakeholders             The Organization 
 
Shown Attention & Respect         Competence          Strategy 
Being Listened To          Flexibility           Honesty 
Treated Fairly           Confidence           Consistency 
Shown Support & Appreciation         Composure           Transparency 
Given Recognition          Sincerity           Accessibility 
Given Feedback           Decisiveness         Approachability 
Being Empowered w/ Independent Tasks       Collaboration        Elevates the group 
Shown Compassion          Involvement          Encouragement 
Given Time for Personal Interactions        Tactfulness           Vision-Based Activity 
                Passion           Humor 
            Trustworthiness     Responsiveness 
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Lennick & Kiel, 2005; Raelin, 2003; Regan & Brooks, 1995; Sergiovanni, 1999). The 

ethic of the design is reflected in: 1) the school leader’s responsibility in considering 

whether he or she, as a leader, is authentically meeting the care needs of the  

organization’s stakeholders, and 2) in the aspiring school leader’s recognition as to 

whether his or her attributes, abilities, motivations, and desires signify the potential for 

leadership acuity, before setting out to acquire a position in school leadership.  

The Ethic of the School Organization 
 
 Shapiro and Stefkovich (2011) developed a model consisting of multiple 

paradigms meant to assist educational leaders in making ethical decisions. With the 

inclusion of four ethical considerations - care, critique, justice, and the profession - the 

intent of the design was to “help educational leaders solve real-life, complex dilemmas 

that they frequently face in their institutions and in their communities” (p. 7).  

 Under this umbrella, the ethic of justice “deals with laws, rights, and policies” and 

reflects the “liberal democratic tradition” of society (Shapiro & Gross, 2008, p. 21). This 

ethic is centered on the relationship between individuals’ behavior in relation to the 

community or institution (Shapiro & Gross, 2008; Shapiro & Stefkovich, 2011).  

 The ethic of critique is concerned with questions regarding the nature of  

privilege, power, culture, language, and justice (Shapiro & Gross, 2008; Shapiro & 

Stefkovich, 2011). This ethic asks educators to examine issues relating to social class, 

race, gender, and other areas of difference (Shapiro & Stefkovich, 2011). This ethic is 

concerned with a deconstruction of accepted societal concepts, social justice, and asking 

hard questions, while promoting “a language of empowerment, transformation, and 

possibilities” (Shapiro & Gross, 2008, p. 23).  
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 The ethic of care is based on relationships and connections that are developed 

through demonstrations of care and concern for others. The ethic deals with listening, 

observing, and responding to others. It is concerned with giving attention and support, 

encouragement, being willing to discipline, and “prodding” in a way that benefits the 

other, over time (Shapiro & Gross, 2008, p. 28). From an educational leadership 

perspective, administrators guided by the ethic “encourage collaborative efforts between 

faculty, staff, and students” (Beck, 1994, p. 85), while promoting interpersonal 

interactions, deemphasizing competition, facilitating a sense of belonging, and increasing 

individuals’ skills as they learn from one another (Beck, 1994, p. 85). Also, the ethic of 

care: 

might prompt questions related to how educators could assist young 
people in meeting their needs and desires and could reflect solutions that 
show a concern for others as part of decision making. This ethic directs 
individuals to consider the consequences of their decisions and actions. It 
asks them to consider questions such as: Who will benefit from what I 
decide? Who will be hurt by my actions? What are the long-term effects of 
a decision I make today? And if I am helped by someone now, what 
should I do in the future about giving back to this individual or to society 
in general? (Shapiro & Gross, 2008, pp. 28-29) 
 

 The fourth ethic, that of the profession, is often equated with justice, since the 

concept regularly stems from sets of rules or professional ethical codes (Shapiro & 

Stefkovich, 2011). However, this ethic may be applied in a more dynamic sense, one that 

asks educational leaders to engage in a self-understanding process, as they:  

reflect on concepts such as what they perceive to be right or wrong and 
good or bad, who they are as professionals and as human beings, how they 
make decisions, and why they make the decisions they do. (Shapiro & 
Stefkovich, 2011, p. 23) 
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 As Shapiro and Sefkovich (2011) explained, the process is concerned with 

administrators’ struggles “over issues of justice, critique, and care related to the education 

of children and youth”, and allowing them to gain “a sense of who they are and what they 

believe personally and professionally” (p. 23). Furthermore, 

It means coming to grips with clashes that may arise among ethical codes 
and making ethical decisions in light of their best professional judgment, a 
judgment that places the best interests of the student at the center of all 
ethical decision making. (Shapiro & Stefkovich, 20011, p. 23) 
 
Within this ethic, the “best interests of the student” principle incorporates  

individual rights, while requiring the acceptance of responsibility for actions, and a 

demonstration of respect to students. It also teaches students to accept responsibility for 

their own behavior. As it is applied, the tenets of rights, responsibility, and respect 

become “key to making ethical decisions that are in a student’s best interests and, in turn, 

to fulfilling one’s professional obligations as educational leaders” (Shapiro & Stefkovich, 

2011, p. 27).  

 While Shapiro and Stefkovich have offered this model as a guide for making 

decisions within the profession of educational leadership, its tenets align well with the 

results of this study. Therefore, it is useful in informing and forming institutionalized 

behavior that signifies an understanding and commitment to purposeful and ethical 

activity among those within the group.  

 In stating a case for the particulars of moral theory and conduct, in relation to the 

needs of the school setting, Sergiovanni (2005) attested to the desire of theorists and 

practitioners alike to “attempt to shape human nature to fit theory” (p. 18). However, as 
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he stated, “a moral approach would be to use a theory that fits people better in the first 

place as the basis for school improvement” (p. 18). Furthermore, as he reasoned, 

Not only must management and leadership theory fit human nature, it 
must enhance teaching and learning and other dimensions of the school’s 
covenant as well. Bureaucratic theories of leadership are secular. They 
seek a response from the human mind and hand. But the unique human 
response is one of spirit, and the spirit responds to values, beliefs, moral 
dimensions, and standards. Moral leadership taps the spirit. How credible 
is the leader? Is the leader honest, forthright, and sincere? Does the leader 
model beliefs, live purposes, exemplify standards? In essence, what does 
the leader represent, and does this representation symbolize something of 
value to followers? (p. 18) 

 
The results of this study provide thirty-one specific leadership actions that were shown to 

“tap the spirit” of followers. These actions successfully generated emotional responses in 

the schools’ stakeholders, to the extent that they felt they were being cared-for. 

Therefore, in some way, each of these segments served as a function of the ethic of care, 

which has been described in terms of creating and/or providing: “impressions”, “trust”, 

“protection”, ”regard”, “enhancement”, and “action” (Noddings, 1984). Furthermore, it 

has been said that the ethic of care: 1) is centrally focused on one “attending to and 

meeting the needs of the particular others for whom they take responsibility” (Held, 

2006, p. 10), 2) “values emotion rather than rejects it” (Held, 2006, p. 10), 3) sees 

persons as “relational and interdependent” (Held, 2006, p. 13), 4) “honors the dignity of 

each person” (Starratt, 1991, p. 195), 5) focuses on “attentiveness, trust, responsiveness 

to need…and cultivating caring relations” (Held, 2006, p. 15), and 6) desires to see that 

persons “enjoy a fully human life” (Starratt, 1991, p. 195). Under these terms, and in 

relation to this study’s results, it is argued that no other ethic should serve as the 

foundation for school leadership conduct. Therefore, the school organization must first be 
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grounded in care, and then bounded in care, through the tools of critique, duty, the 

profession, and justice. In this way, these other ethical considerations would serve in  

nurturing and supporting care while integrating particular designs of care, and, as a last 

resort, would remind people of the need to care, while holding them responsible for their 

place and duties within the school community. This conclusion coincides with Beck’s 

(1992) position that each alternative ethic needs to be “informed and guided” by care (p. 

488).  

 The application of this form of leadership would embrace Sernak’s (1998) 

conceptualization of  “caring power”, which:  

allows for envisioning a framework in which power is used to bring about 
a milieu in which persons nurture and support one another in order to 
create a caring community. In such a society, not only individual potential 
and goals are cultivated, but the good of the collective is sought and 
sustained as well. Caring power is understood in the context of 
community, rather than solely as acts between individuals. Caring for a 
collective, then, requires reconceptualizing leadership and organizational 
structure from the perspective of using power to effect a climate that 
fosters relationships that nurture individuals and that stimulate growth and 
harmony. (pp. 144-145) 

 
It would also follow a Kantian theory of leadership that empowers and builds others, to 

the point where they can operate autonomously, make their own decisions, and become 

leaders in their own right (Bowie, 2000). It would allow Shapiro’s and Stefkovich’s 

(2011) multiple ethical paradigm approach to be virtuously employed in everyday action, 

by all school stakeholders. And finally, with its intent to nurture and support (Held, 2006; 

Noddings, 1984;) it would meet the profession’s moral imperative of working in “the best 

interests of its students” (Shapiro & Stefkovich, 2011). 
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 In short, the installment of a caring power in school organizations would meet the 

requirements of a profession, which must understand and respect a fundamental 

bureaucratic hierarchy while, at the same time, attain the upper limits of possibility. This  

caring power would leap beyond the morally and spiritually barren concept of leadership 

style while embracing the unification of spirituality, ethics, and emotion. School leaders 

and stakeholders alike would serve naturally from a foundation of care, while interjecting 

thoughts and actions of critique, justice, duty, and the profession. When done with skill, 

grace, and a moral commitment, a foundation for educational excellence, in both being 

and work, could be realized through a caring power. 

 With this being said, the question arises, how best to take part in this effort?  The 

answer may very well lie within the endeavor to continue exploring the human condition, 

and one’s place within the world, while gathering all personal and school community 

potentials through reflection and development across the psychological, social, 

emotional, ethical, and spiritual domains.  

Conclusions 

This study revealed the relevance of emotion in relation to school leadership 

practice, school stability, and school climate. The discussion section explained the actions 

of the school principal in terms of his use of specific leadership styles and exposed the 

emotional underpinnings that were formulated in the organization through the leader’s 

thoughts, intentions, and conduct, especially during times of organizational turbulence.  

While understanding that this qualitative inquiry and analysis was subjective in nature, 

due to: 1) its reliance on the perceptions of a sample of school stakeholders, and 2) the 

researcher’s interpretations, which were established through the use of particular 
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theoretical lenses, it is contended that the story told accurately reflects the happenings at 

the chosen school site, as understood by the researcher. Therefore, it is maintained that, 

while this study’s findings and discussion were generated from a unique perspective, the 

results and formulations may be helpful to school leadership theorists and practitioners. 

Therefore, this study is offered as an addition to the previously established literary base 

that coincides with affective leadership theory.  

 The first major finding of this study was that the male school principal 

endeavored to operate from a triad of care-based operations that included: 1) dyadic 

engagements with school stakeholders, 2) a series of resonant leadership styles that were 

generated from his authoritative power, and 3) forms of cultivated care that were to be 

streamed throughout the organization. The school principal exposed a philosophy that 

was based on: authenticity, attentiveness, personal support, coaching mechanisms, 

empowerment, collaboration, risk-taking, a principled mindset, recognition, celebration, 

transparency, and a clear school vision marked by relationship building and high 

performance standards. The conclusion to be drawn is that the male school leader’s 

principled mindset along with his willingness and ability to install his leadership design 

led to a particular caring power, which positively influenced the organization. 

 The study’s second major finding was revealed in the principal’s work, which 

exposed the following themes: personal encounters and positive engagements, presence, 

programmed care, activating the team and elevating others, asserting cultural norms, and 

the engaging personality. In light of the school principal’s success in installing his 

philosophy, school stakeholder participants reported 322 data points that suggested the 

school principal primarily operated from a care-based angle. Twelve data points  
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suggested otherwise, and were directed toward his struggles in implementing his personal 

convictions, high standards, and twenty-first century changes in a way that did not 

interfere with his caring connections and/or behaviors. The principal’s tendency to be a 

pacesetter due to his high performance standards was also mentioned as a problem area, 

as certain data elements suggested that some stakeholders struggled with the principal’s 

demands. However, 96% of the stakeholders’ perceptions collected in this study 

suggested the principal’s laborious and strategic work in installing his leadership vision 

paid off in the form of a positive school culture and high performing school system. One 

conclusion to be drawn is that pacesetting leadership behavior may lead to problems if it 

is not correctly balanced with care-based action, as previously suggested by Goleman et 

al. (2002). This conclusion is especially applicable to the United States’ twenty-first 

century school system, which is currently marked by competition and standardized 

assessments. A second conclusion to be drawn is that emotional and social competence 

are primary factors in the male school principal’s ability to install a care-based leadership 

philosophy, as these competencies allow the school leader to maneuver between various 

leadership styles that accentuate care and concern for individuals and the school 

organization as a whole. Therefore, training and development in these areas may be 

crucial to leadership success. 

 The third major finding of this study related to the principal’s ability to handle 

turbulent school conditions. Under times of duress, the principal utilized his 

administrative team, clear communications, and strategically placed emotional responses 

in order to command the organization through difficulties. The findings suggest the 

school leader’s experience, team approach, crisis principles, systems operations, 



 
 

                                                                                                                                 289                                                             
                                                                                                                                                                                                                                        
      
  

decision-making aptitude, and ability to reframe situations, by turning problems into 

opportunities, allowed him to experience a high level of success in moving the 

organization forward. The conclusion to be drawn from this finding is that along with 

emotional intelligence competencies, which were shown to be key in performing under 

pressure, the leader must also possess competence in decision-making and managerial 

duties, which allows for the successful implementation of plans and procedures during 

times of crisis. Furthermore, competence in strategic planning is essential in handling 

turbulence, as is a particular moral acuity that allows the leader to determine how his 

decisions and actions will impact the best interests of the students. 

 This study’s fourth finding considered the cultural and climate-related effects of 

care-based school leadership conduct. The results indicate a highly resonant climate 

existed in the organization, which was due to the transmission of clearly established 

values throughout the school. This led to feelings of empowerment, excitement for school 

initiatives, advanced understandings of organizational norms, appreciation for being a 

part of the organization, acts of care and concern among stakeholders, and productive 

work-related activity. The conclusion to be drawn is that transformational leadership 

behavior holds the power to alter the feelings and conduct that transpire within a school 

organization, thereby creating synergy and a certain organizational congruency. 

 There are two additional conclusions to be drawn from this study, as the findings 

are considered as a whole. Firstly, school leadership practice is successful only to the 

extent that care, competence, and virtue mark the school leader’s decisions and actions. 

The findings of this study coincide with other research studies that have suggested that 

care-based leadership activity successfully results in feelings of subordinate trust, a  
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positive school culture and/or a high performing work environment (Bendick, 2003; 

Gimbel, 2001, Kelley et al., 2005, Lewis, 2008, Sciarappa, 2007; Sagnak, 2010; E.M. 

Wilson, 2008). However, this study’s findings also suggest that, in order to effectively 

lead a school organization, the school leader must: 1) develop and employ principles and 

strategies to deal with organizational disturbances, 2) make keen decisions, and 3) work 

to preserve the best interests of students. This conclusion suggests that formal leadership 

study across the various domains (i.e. socio-emotional, technical, rational, and moral) 

would be beneficial to aspiring school leaders and personal reflection along with 

continuing education activities in these realms may contribute to the performance and/or 

aptitudes of existing leaders. 

 The final conclusion considers the school organization as a whole. The study’s 

findings suggest that the ethic of care, in the form of a particular caring power, should 

serve as the foundation for school leadership conduct. Such an ethic recognizes the power 

structure that exists within school organizations, and calls for the modeling of caring 

behavior by the school leader along with the formation of processes that promote caring 

action by others. The study’s findings suggest committed leadership behavior in this 

realm may set the stage for further caring behavior, to be enacted by other school 

stakeholders. In this way, school leadership may serve as a conduit for care, to be picked 

up on and extended through the school environment by others. The philosophy and 

behavior of this study’s school principal may provide useful insights for school leaders in 

developing a school culture that is grounded in the ethic of care.  
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Recommendations for School Leadership Preparation & Practice 

 The results of this study indicate the necessity of a particular leadership acuity in 

meeting the demands of school leadership practice. This acuity embodies proficiencies 

that span the social, emotional, rational, technical, and moral domains. Specifically, 

rational competency, in the form of decision-making, strategic planning, and systems 

thinking abilities, is particularly important for leaders when operating during times of 

turbulence. The circumstances of the twenty-first century have enhanced the need for 

rational competence, since turbulence is becoming more common in organizations in 

general and educational institutions in particular. Therefore, training and preparation in 

this competency area could be of high value in developing effective leaders. Additionally, 

development in the areas of social and emotional competency can, and should, be 

acquired through both formal and informal training systems. Building upon weaknesses 

and/or forming new strengths should occur in the realms of interpersonal relations and 

emotional management in order to allow leaders to engage within their organizations at 

their full potentials. Technical competency should be developed in the form of analytical 

abilities and data-driven decision-making, which will help educational leaders or aspiring 

leaders gain the knowledge and understandings necessary for driving their schools 

forward from a performance perspective. And, finally, moral education in the realms of 

ethical decision-making and virtuous conduct should be a mandatory element of 

educational leadership preparation programs. Formal and/or informal opportunities to 

develop these areas will allow insights to be gained as to how ethics is fundamental to 

leadership practice, and how the different historical canons of ethical thought relate to 

everyday decision-making and conduct. 
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Recommendations for Future Research 

 This study contributes to the existing literature in the genre of affective  

leadership behavior, with special consideration being given to the concepts of emotional 

intelligence and the ethic of care. Additionally, this study illuminates the function of 

consilience from the standpoint of drawing upon knowledge from multiple disciplines. 

The findings and conclusions of this study uphold Sernak’s (1998) conclusion for the 

need of school principals to operate from a particular caring power in their efforts to lead 

their school organizations. In this sense, the study presents the ethic of care as a requisite 

for school leadership practice. In addition, this study’s conclusions uphold the construct 

of emotional intelligence as being essential to leadership aptitude and allowing for care-

based leadership behavior to thrive. Furthermore, this study illuminates the need for 

school principals to possess a particular rational intelligence, as it allows for the handling 

of organizational turbulence. By combining the key elements of school leadership, from 

the emotional, social, rational, and moral domains, this study accentuates the need for 

school principals to possess a certain leadership acuity that has the potential to generate 

strong moral decisions, organizational stability, and positive school results in terms of: a 

resonant school climate, an engaged and productive professional staff, and high academic 

achievement.  

 Additional research should be conducted from the standpoint of the ethic of care, 

as it relates to school leadership practice, with special consideration given to the different 

mindsets and behaviors that are generated between male and female school principals. As 

highlighted by Sernak (1998), there are multiple connotations of the ethic of care, and 

additional insights need to be gathered as to how the ethic is instilled in school leadership 
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practice. Furthermore, consideration should be given to the different types and sizes of 

school populations, in order to generate understanding as to how the demographic and 

geographic make-up of schools affects leadership practice and the perceptions thereof. 

Furthermore, this work needs to be completed within the context of the school 

accountability movement, in order to determine how the competitive, performance based 

atmosphere of the era impacts the emotional climate of school organizations.  

 In addition, further qualitative inquiry should be directed toward the emotional 

intelligence construct, since quantitative work predominantly marks the emotional 

intelligence field. As this study revealed, qualitative analysis may be helpful for 

deconstructing the elements that are responsible for so-called emotionally intelligent 

leadership activity. Furthermore, research should be conducted that determines the 

relationship between the rational and emotional intelligences, as they relate to school 

leadership practice. From this standpoint, investigations should work to reveal the 

relationship between technical/rational competencies, in the form of managerial duties 

and decision-making abilities, and the perceptions of stakeholders in terms of the 

emotional securities that are created through competence in these areas.  

 Finally, additional research in affective leadership behavior should occur through 

the lens of consilience. To date, much of the leadership literature has been conducted in a  

way that analyzes distinct parts of leadership practice, whether it be from the ethical, 

emotional, social, spiritual, or technical perspectives. Efforts in combining knowledge 

among these domains will assist in identifying the true form of effective leadership and 

will reveal commonalities among the various inter-related domains. By gleaning 

knowledge across the spectrum of disciplines, a rich tapestry may be created that 
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illuminates the best practice of leadership while accounting for the upper potentials of the 

human condition and organizational conduct. 
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APPENDIX A 
QUALIFYING QUESTIONNAIRE: SCHOOL LEADERSHIP PRACTICE 

 
 

1. Tell me about your philosophy of school leadership along with how and why   
 the philosophy was developed. 
 
 

2. What four attributes best describe you as a school leader? 
 

 
3.   Please describe the type of relationships you seek to establish with your  

school’s stakeholders. 
 
 

4. What is your role, as a school principal? 
 

 
5. Tell me how the “Ethic of Care” relates to your work as the principal of this  

school. 
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APPENDIX B 
CRESCENT WOODS HIGH SCHOOL/TEMPLE UNIVERSITY RESEARCH 

STUDY 
 

If interested in participating, please complete this form and return it directly to the 
researcher (Ed Myers) at tub84161@temple.edu.  

 
Name:      
 
Email Address:  
 
Position/Role(s) in the School:  
 
 
1)  How many years have you been involved with this school: 
 
a) Fewer than 2 b) 2 to 4 c) 4 to 6 d) 6 to 8  e) more than 8 
 
2) Please rate your familiarity with the principal’s leadership style: 
 

a) not at all familiar  b) somewhat familiar c) very familiar 
 
3) Please rate your degree of insight regarding the “climate” that exists in this  
     school: 
 

a) I have a limited understanding of this school’s climate. 
b) I have a few specific insights regarding this school’s climate. 
c) I have substantial insights regarding this school’s climate. 
 

4) Please rate your “level of comfort” with an in-depth, narrative  
     interview process, lasting approximately 45 minutes. 
 

a) not at all comfortable b) somewhat comfortable c) very comfortable 
 

5) Please explain why you would be a significant source of information for  
     this study: 
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APPENDIX C 
INITIAL PRINCIPAL INTERVIEW PROTOCOL 

 
 

Interviewee ID# _________________________ 
Date of Interview ________________________ 
 
Demographics 
1) Tell me about your educational background and professional experiences. 

 
Informational: Affective 
2) Tell me about your personal philosophy of leadership. 
 
3) Being the principal, how would you describe your role in this school? 

 
4) How would you describe your leadership style? 

 
5) Tell me about the formats that you prefer to use when communicating with your  
     faculty and staff. 

 
6) Tell me about the types of professional relationships that you try to create with  
     your fellow administrators, faculty, and staff. 
 
7) How do you go about attending to the personal and professional needs  
     of your personnel? 

  
8)  Tell me about your performance under pressure, when confronted by  
      school issues. In other words, how do you go about handling school pressures? 
 
9) Tell me about how you respond to your faculty and staff’s thoughts and  
     suggestions. 
  
10) How do private conversations with faculty and staff fit into your leadership  
       philosophy? 
 
11) Tell me about how you show support for your personnel. 
 
12) Tell me about the “supports” that you lean on as a school administrator,  
       especially when confronted by difficult circumstances. 
 
Informational: School Climate 
13) How would you describe the conditions of “power” and “teamwork”, as  
      these concepts relate to your leadership style and the working conditions 
      in the school? 
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14) Would you consider your school a “caring organization”? If so, why? 
 
15) What type of social relationships exist in the school among faculty  
       members and between the faculty and administration? 
 
16) How would you describe the level of trust that exists in the school between faculty  
      members and between the faculty and administration? 
 
17) How would you describe the following as they relate to your school:  
      a) the concern & support shown for the professional staff and students, b) the level  
      of commitment of the professional staff, c) the sense of belonging among  
      administrators, staff, parents, community members, and students, d) the amount of  
      appreciation and recognition shown to others, and e) school pride. 
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APPENDIX D 
ADMINISTRATOR/TEACHER/STAFF INTERVIEW PROTOCOL 

  

Interviewee ID# _________________________ 
Date of Interview ________________________ 
 
Demographics 
1) Tell me about your professional background and experiences. 

 
Informational: Affective 
2) Tell me about your experiences as a professional in this particular school. 
 
3) What can you tell me about your principal and his leadership style? 
 
4) What attributes of your principal do you value the most? 
 
5) Tell me about the relationship you have with your principal. 
 
6) How would you describe the communication style of your principal? 
 
7) Tell me about the types of relationships your principal has with other  
     professionals in the school. 
 
8) Tell me about how your principal communicates and handles school problems as  
     they arise.  
 
9) Tell me how your principal responds to your needs and suggestions.  
 
Informational: School Climate 
10) How do the concepts of “power” and “teamwork” relate to the working  
      conditions of the school and to your principal’s leadership style? 
 
11) Would you consider your school a “caring organization”? If so, why? 
 
12) Tell me about the social relationships that exist in the school among faculty  
       members and between the faculty and administration. 
 
13) Tell me about the level of trust that exists in the school. 
 
14) How would you describe the following as they relate to your school: a) the concern &   
      support shown for the professional staff, b) the level of commitment of the  
      professional staff, c) the sense of belonging among professionals and students d) the  
      amount of appreciation and recognition shown to others, and e) school pride. 
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Situational Narrative 
15) Can you share a personal encounter or situation that you experienced with your  
      principal, which would help explain who your principal is as a leader? 
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APPENDIX E 
“RECENT GRADUATE” INTERVIEW PROTOCOL 

 

Interviewee ID# _______________________ 

Date of Interview ___________________ 

 
Demographics 
1) Tell me about your educational experiences, as a student, at your high school. 

 
Informational: Affective 
2) What can you tell me about the principal of your high school, as a leader? 
 
3) While attending the high school, was there anything in particular that you  
     appreciated about your principal? 
 
4) Tell me about the type of relationships that existed between the principal and 
     students in your school. 

 
5) What type of impact did your principal have on the atmosphere of your school, 
     if any. 
 
Informational: School Climate 
6) Would you consider your high school a “caring place”? Why or why not? 
 
7) How would you describe the relationships that existed among administrators, 
     teachers, and students in your school? 

 
8) How would you describe the level of trust that existed between students and the 
    adults in your school?  
 
9) How would you describe the following as they relate to you and your school:  

 a) concern & support shown for students 
             b) level of commitment of students and teachers 
             c) your sense of belonging 

 d) amount of appreciation and recognition given to students 
             e) school pride 

 
Situational Narrative          
10) Can you share a personal encounter or situation that you experienced with your  
      principal, which would help explain who your principal is as a leader? 
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APPENDIX F 
PARENT/COMMUNITY MEMBER INTERVIEW PROTOCOL 

  
 

Interviewee ID# ______________________ 
Date of Interview _____________________ 
 
Demographics 
1) Tell me about your background and how you are involved with this school. 
  
Informational: Affective 
2) Tell me about your experiences with the principal and faculty of this school. 
 
3) What can you tell me about the principal’s leadership style? 
 
4) How would you describe the principal as a person? 
 
5) What attributes of the principal do you value the most? 
 
6) Tell me about the relationship you have with the principal. 
 
7) How would you describe the communication style of the principal? 
 
8) Tell me about the types of relationships your principal has with other  
     parents and community members. 
 
9) Tell me about how your principal communicates and handles school problems as  
     they arise.  
 
10) In what ways does the principal provide opportunities for parents and  
      community members to voice their needs and concerns? 
 
11) Tell me how your principal responds to your needs and suggestions.  
 
Informational: School Climate 
12) How would you describe the conditions of “power” and “teamwork”, as  
      these concepts relate to the principal’s leadership style and the  
      school environment? 
 
13) Would you consider this school a “caring organization”? Why or why not? 

 
14) What type of social relationships exist between school personnel and  
       parents/community members? 
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15) How would you describe the level of trust that exists between school  
      personnel and parents/community members? 
 
16) In what particular ways has the principal impacted the school environment, if  
      any? 
 
17) How would you describe the following as they relate to your school: a) the concern    
      and support shown for parents/community members, b) the level of commitment of  
      the professional staff, c) the sense of belonging of parents & community members, 
      d) the amount of appreciation and recognition shown to parents/community          
      members, and e) school pride. 
 
Situational Narrative    
18) Can you share a personal encounter or situation that you experienced with your  
      principal, which would help explain who your principal is as a leader? 
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APPENDIX G 
PRINCIPAL INTERVIEW PROTOCOL: 

“LEADERSHIP BEHAVIOR IN TURBULENT TIMES” 
 

 
1. How have the concepts of “caring”, “connectedness”, “spirit”, and “power” been 

applied to your leadership practice during the past two weeks? 
 

2. Think of a particular turbulent situation or time period that developed in the past 
two weeks. Where would you place this event or time period on the “Turbulence 
Gauge”? Please describe your initial emotional reaction to the  event(s). 

 
3. Where there any particular strategies that you employed to help manage yourself 

and your decision making as you dealt with the event(s)? 
 

4. How did you feel, physically, during this time? 
 

5. Did you search for or use any external support(s) or self-management techniques 
as you dealt with the situation? 

 
6.  Was there anything in particular that helped you handle the event(s)? 

 
7.  Describe how you handled (your actual behavior) the event(s). 
 
8.  Describe your communicative style under these circumstances.  

 
9.  Do you believe you were effective in handling the event(s)? What allowed 
     or disallowed you to effectively deal with the turbulent condition(s)?  
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APPENDIX H: 
 CONSENT FORM: PRINCIPAL 

     
 

 
 

   Investigator’s Name:  Edward L. Myers 
 
   Advisor: Dr. Joan Poliner Shapiro, Temple University, College of Education 
 
   Department: College of Education, Department of Educational Leadership & Policy          
             Studies 
 
   Telephone: 215-204-6645 
 
INTRODUCTION 
I am currently engaged in a case study of the emotional and ethical leadership practices 
of a male school principal. This study’s emphasis is grounded in the “ethic of care”, 
which is concerned with “building relations of care, concern, and mutual responsiveness 
to need on both the personal and wider social levels.” Additionally, this study seeks to 
determine how organizational turbulence affects leadership style, and how principal 
leadership behavior assists in creating the school’s climate. Therefore, concepts such as 
“emotional intelligence” and “stewardship” are fundamental to the focus of the study. By 
definition, emotional intelligence is concerned with one’s ability to perceive emotions, to 
access and generate emotions so as to assist thought, to understand emotions and 
emotional knowledge, and to reflectively regulate emotions so to promote emotional and 
intellectual growth. The concept of stewardship is focused on being in service to others 
and having a responsibility to self, others, and the institution.  
 
You have been selected for participation in this study due to your stated leadership 
philosophy and position as a high school principal. In order to gain further insight as to 
how the concepts of “care” and “stewardship” are integrated into male leadership 
practice, I will ask you to respond to questions in a semi-structured interview format. The 
questions will be focused on the thoughts, feelings, and behaviors that are associated with 
your actual leadership practice. Beyond this, I will need to observe you in your 
professional role at your work site, and talk to administrators, faculty, staff, parents, 
community members, and graduated students from this site, who are, or have been, under 
your supervision. I will also request: a) samples of public documents that you have 
 

 

 

      Title:             A Case Study of a Male School  Principal’s Leadership Practices: 
  An Exploration of Emotion & The Ethic of Care 

 

Eduational Leadership  phone 215-204-8061 
1301 Cecil B. Moore Avenue  fax 215-204-2743 
2nd Floor Ritter Hall 003-00 
Philadelphia, PA 19122 
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Consent Form: Principal – Page 2 of 2 
Title:             A Case Study of a Male School Principal’s Leadership Practices: 

     An Exploration of Emotion & The Ethic of Care 
 
written and relate to your professional position, and b) memorandums and/or emails sent 
to your staff. 
 
The data that you provide will be recorded anonymously and your participation and 
anything you or others say during any of the interview sessions will be held in the 
strictest confidence.  
 
I welcome questions about the study at any time. Your participation in this study is on a 
voluntary basis, and you may refuse to participate at any time without consequence or 
prejudice.  
 
As a subject of this study, the following two statements are to be acknowledged: 
 
All documents and information pertaining to this research study will be kept confidential, 
unless required by applicable federal, state, and local laws and regulations to be 
disclosed. I understand that records and data generated by the study may be reviewed by 
Temple University and its agents, the study sponsor or the sponsor’s agents (if 
applicable), and/or governmental agencies to assure proper conduct of the study and 
compliance with regulations. I understand that the results of this study may be published. 
If any data is published, I will not be identified by name. 
 
If I have any questions about my rights as a research subject, I may contact the 
Institutional Review Board Coordinator at (215) 707-3390. The IRB Coordinator may 
also be reached by email: IRB@temple.edu or regular mail: Institutional Review Board 
Coordinator, Temple University Research Administration Student Faculty Conference 
Center, 3340 North Board Street – Suite 304, Philadelphia, PA 19140. 
 
 
Signing below indicates that you have read and understand the contents of this Consent 
Form and that you agree to take part in this study.  
 
_________________________________   ______________________ 
Participant’s Signature     Date 
 
_________________________________   ______________________ 
Investigator’s Signature     Date 
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APPENDIX I 
CONSENT FORM: SCHOOL STAKEHOLDER 

 
 
 

Investigator’s Name:  Edward L. Myers 
 
Advisor: Dr. Joan Poliner Shapiro, Temple University, College of Education 
 
Department: College of Education, Department of Educational Leadership & Policy  

         Studies 
 

Telephone: 215-204-6645 
 
INTRODUCTION 
I am currently engaged in a case study involving the emotional and ethical leadership 
practices of a male school principal. This study is grounded in the “ethic of care” which 
is concerned with “building relations of care, concern, and mutual responsiveness to need 
on both the personal and wider social levels.” Additionally, this study seeks to determine 
how organizational turbulence affects leadership style, and how principal leadership 
behavior assists in creating the school’s climate. Therefore, concepts such as “emotional 
intelligence” and “stewardship” are fundamental to the focus of the study. By definition, 
emotional intelligence is concerned with one’s ability to perceive emotions, to access and 
generate emotions so as to assist thought, to understand emotions and emotional 
knowledge, and to reflectively regulate emotions so to promote emotional and intellectual 
growth. The concept of stewardship is focused on being in service to others and having a 
responsibility to self, others, and the institution.  
 
You have been selected as a participant of this study due to your status as a school 
stakeholder, who has knowledge of the school principal’s leadership style and the 
school’s climate. To help me gain further insight as to how the concepts of “care” and 
“stewardship” are integrated into male school leadership practice, I will ask you to 
respond to questions in a semi-structured interview format. These questions will be 
focused on your principal’s leadership style and the school’s climate. 
 
 
 
 
 

    Title:             A Case Study of a Male School Principal’s Leadership Practices: 
     An Exploration of Emotion & The Ethic of Care 

 

Educational Leadership  phone 215-204-8061 
1301 Cecil B. Moore Avenue  fax 215-204-2743 
2nd Floor Ritter Hall 003-00 
Philadelphia, PA 19122 
 



 
 

                                                                                                                                 338                                                             
                                                                                                                                                                                                                                        
      
  

Consent Form: School Stakeholder – Page 2 of 2 
Title: A Case Study of a Male School Principal’s Leadership Practices: 
                     An Exploration of Emotion & The Ethic of Care 
 
 
The data you will provide will be recorded anonymously and your participation and 
anything you or others say during any of the interview sessions will be held in the 
strictest confidence.  
 
I welcome questions about the study at any time. Your participation in this study is on a 
voluntary basis, and you may refuse to participate at any time without consequence or 
prejudice.  
 
 
As a subject of this study, the following two statements are to be acknowledged: 
 
All documents and information pertaining to this research study will be kept confidential, 
unless required by applicable federal, state, and local laws and regulations to be 
disclosed. I understand that records and data generated by the study may be reviewed by 
Temple University and its agents, the study sponsor or the sponsor’s agents (if 
applicable), and/or governmental agencies to assure proper conduct of the study and 
compliance with regulations. I understand that the results of this study may be published. 
If any data is published, I will not be identified by name. 
 
If I have any questions about my rights as a research subject, I may contact the 
Institutional Review Board Coordinator at (215) 707-3390. The IRB Coordinator may 
also be reached by email: IRB@temple.edu or regular mail: Institutional Review Board 
Coordinator, Temple University Research Administration Student Faculty Conference 
Center, 3340 North Board Street – Suite 304, Philadelphia, PA 19140. 
 
 
Signing below indicates that you have read and understand the contents of this Consent 
Form and that you agree to take part in this study.  
 
__________________________________   ______________________ 
Participant’s Signature     Date 
 
__________________________________   ______________________ 
Investigator’s Signature     Date 
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APPENDIX J 
PERMISSION TO AUDIOTAPE 

 
 
 
 

 

Investigator’s Name: Edward L. Myers 
 
Advisor: Dr. Joan Poliner Shapiro, Temple University, College of Education 
 
Department: College of Education, Department of Educational Leadership & Policy  
              Studies 
 
Subject: ___________________________  Date: _______________________ 
 
Log #: ____________________________ 
 
I give Edward Myers permission to audiotape me. This audiotape will be used only for 
the following purpose: RESEARCH. This audiotape will be used as part of a research 
project at Temple University. I have already given my written consent for my 
participation in this research project. At no time will my name be used. 
 
I agree to be audio taped during the time period: August 2011 to January 2012. 
 
I give my permission for these tapes to be used from: August 2011 to July 2012. 
These recordings will be stored in a locked filing cabinet at the researcher’s home office 
for three (3) years after the completion of the study.  
 
I understand that I can withdraw my permission at any time. Upon my request, the 
audiotape(s) will no longer be used. This will not affect my care or relationship with 
Edward Myers in any way.  
 
I understand that I will not be paid for being audio taped or for the use of the audiotapes. 
 
 
 
 
 
 

 

   Title:             A Case Study of a Male School Principal’s Leadership Practices: 
              An Exploration of Emotion & The Ethic of Care 

 

Eduational Leadership  phone 215-204-8061 
1301 Cecil B. Moore Avenue  fax 215-204-2743 
2nd Floor Ritter Hall 003-00 
Philadelphia, PA 19122 
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Permission To Audiotape – Page 2 of 2 
Title:             A Case Study of a Male School Principal’s Leadership Practices: 

     An Exploration of Emotion & The Ethic of Care 
 
 
If I want more information about the audiotape(s), or if I have questions or concerns at 
any time, I can contact:  
 
Investigator’s Name: Edward Myers 
Institution: Temple University 
Department: College of Education, Department of Educational Leadership & Policy  

           Studies 
Home Address: 1518 N. 15th Street 

    Reading, PA 19604 
Telephone: Office: (610) 621-6281   Home: (610) 376-5148  
    
 
This form will be placed in my records and a copy will be kept by the person named 
above. A copy will be given to me. 
 
Please Print:  
 
Name: __________________________________________________________________ 
 
Date:  __________________________________________________________________ 
 
Address: ________________________________________________________________ 
 
     ________________________________________________________________ 
 
Telephone:  ________________________________________ 
 
Participant’s Signature: _______________________________ 
 
 
_________________________________  ____________________________ 
Witness Signature      Date 
 
__________________________________  ____________________________ 
Witness Signature      Date 
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APPENDIX K 
ANNOUNCEMENT OF RESEARCH STUDY & SOLICITATION OF SUBJECTS 
 

 
        
       Educational Leadership 
       1301 Cecil B. Moore Avenue      phone 215-204-8061 
       2nd Floor Ritter Hall 003-00         fax 215-204-2743 
       Philadelphia, PA 19122 

 
 

Announcement of Research Study & Solicitation of Subjects 
 
A twenty-week research study will be conducted on this campus, during the 2011-12 
school year. This study will seek to explore the leadership practices of the high school 
principal along with school climate issues. This study will examine principal conduct as it 
relates to the  “ethic of care”, which is concerned with “building relations of care, 
concern, and mutual responsiveness to need on both the personal and wider societal 
levels.” Additionally, this study seeks to determine how organizational turbulence affects 
leadership style, and how principal leadership behavior assists in creating the school’s 
climate. Therefore, concepts such as “emotional intelligence” and “stewardship” are 
fundamental to the focus of the study. By definition, emotional intelligence is concerned 
with one’s ability to perceive emotions, to access and generate emotions so as to assist 
thought, to understand emotions and emotional knowledge, and to reflectively regulate 
emotions so to promote emotional and intellectual growth. The concept of stewardship is 
focused on being in service to others and having a responsibility to self, others, and the 
institution.  
 
 In order to fully investigate the areas of principal leadership behavior and school 
climate, school stakeholder participants are needed for interview purposes. All 
participants will be asked questions in a semi-structured interview format. Each interview 
will last approximately 60 to 90 minutes, with each participant being interviewed once.    
 
 The participants needed for this study are school stakeholders who are 
knowledgeable of both the principal’s leadership style and the school’s climate. 
Administrative staff, faculty members, parents, students, and community members are 
needed for this study’s purposes.  
 
 The researcher responsible for this study, Edward L. Myers, will be soliciting 
study participants on campus. Questions and/or concerns pertaining to this study can be 
directed to Edward Myers at 610-621-6281. 
 
 
 
 

 

!

 

 



 
 

                                                                                                                                 342                                                             
                                                                                                                                                                                                                                        
      
  

 
APPENDIX L 

CATEGORICAL DEFINITIONS OF THE SCHOOL PRINCIPAL’S  
CARE-BASED & NON-CARE LEADERSHIP PRACTICE 

 
Categorical Definitions (Care-Based): 
Accessible, Engaged, & Present: Attends activities within the school organization. 
Adaptable and Responsive: Is willing to listen to stakeholders and will alter views and 
actions. 
Approachable & Open: Easy to speak to about personal and professional concerns. 
Attentive, Respectful, & Supportive: Is considerate and courteous to others and shows 
compassion for stakeholders’ concerns. 
Celebratory & Gives Recognition: Pays tribute to personal and organizational 
successes.  
Charismatic: Attracts people through a naturally interesting personality. 
Confident w/ Conviction: Self-assured behavior with steadfast beliefs. 
Coaches & Elevates Others: Provides feedback that is aimed at professional 
improvement. 
Distributive/Empowering: Allocates responsibilities and allows for autonomous action. 
Composed: Exhibits poised mannerisms and behavior. 
Fair & Consistent: Demonstrates steady and impartial decision-making/behavior. 
Genuine: Matches speech with action while openly communicating true 
thoughts/feelings. 
Growth-Oriented: Seeks to advance the abilities of stakeholders and the organization. 
Humorous: Periodically interjects with amusing mannerisms and/or behavior. 
Intelligent/Competent: Demonstrates the intellectual abilities to perform the job at hand. 
Invested: Devotes time and energy to the interests of the organization. 
Keen Decision-Maker: Swiftly makes clear and proper decisions. 
Motivating: Inspires stakeholders to work toward organizational goals. 
Passionate/Dynamic: Demonstrates enthusiasm with vibrant behavior. 
Positive: Optimistic attitude, speech, and behavior. 
Process-Oriented: Comfortable with the progressive steps of organizational 
improvement. 
Relationship-Oriented: Builds and maintains strong connections with organizational 
stakeholders.  
Sets the Trend for High Standards: Shows ambition through lofty expectations and 
personal drive. 
Strategic: Proactively implements tactics for organizational improvement. 
Team-Oriented/Collaborative: Pools resources for the purpose of working as a team. 
Trustworthy: Consistent and dependable. 
Visionary: Possesses foresight and focuses action on advancing the organization.  
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Categorical Definitions (Non-Care): 
Controlling: Maintains command and power in organizational decision-making & 
activities. 
Fails to Listen: Does not pay attention to the interests, needs, or viewpoints of others. 
Guarded: Does not share thoughts or information at a level required for adequate 
understanding. 
Non-Caring for ‘Whole Student’: Does not engage in holistic educational leadership 
practice. 
Sterile: Eliminates and/or fails to engage in activity that embraces the tradition of the 
organization. 
Untrustworthy: Unreliable in decision-making and leadership conduct. 
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APPENDIX M 
FREQUENCY CHART FOR THE SCHOOL PRINCIPAL’S CARE-BASED  

& NON-CARE LEADERSHIP PRACTICES 
 
Care-Based Leadership Conduct (Total - 322 Data Points): 
Accessible, Engaging, & Present: 20 
Adaptable and Responsive: 14 
Approachable & Open: 19 
Attentive, Respectful, and Supportive: 21 
Celebratory & Gives Recognition: 21 
Charismatic: 6 
Confident w/ Conviction: 14 
Coaches & Elevates Others: 4 
Distributive/Empowering: 18 
Composed: 10 
Fair & Consistent: 9 
Genuine: 17 
Growth-Oriented: 11 
Humorous: 10 
Intelligent/Competent: 16 
Invested: 3 
Keen Decision-Maker: 7 
Motivating: 4 
Passionate/Dynamic: 8 
Positive: 9 
Process-Oriented: 6 
Relationship-Oriented: 16 
Sets the Trend for High Standards: 18 
Strategic: 6 
Team-Oriented/Collaborative: 13 
Trustworthy: 13 
Visionary: 9 
 
Non-Care Based Leadership Conduct (Total - 12 Data Points): 
Controlling: 3 
Fails to Listen: 2 
Guarded: 3  
Non-Caring (for whole child): 1 
Sterile: 2 
Untrustworthy: 1 
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APPENDIX N 
CATEGORICAL DATA POINTS PROVIDED PER STUDY PARTICIPANT 

 
Admin/Teacher1:  Positive, Coaches & Elevates others, Attentive, Visionary, Sets Trend 
for High Expectations, Intelligent/Competent, Distributive/Empowering, Humorous, 
Strategic, Confident w/ Conviction, Composed, Adaptable/Responsive, Growth-Oriented, 
Relationship-Oriented, Team-Oriented, Approachable/Open, Genuine, Trustworthy, 
Motivating, Celebratory/Gives Recognition 
 
Admin/Teacher2:  Intelligent, Accessible, Strategic, Keen Decision-Maker, Process-
Oriented, Distributive/Empowering, Celebratory/Recognition, Attentive, Genuine, 
Passionate, Sets Trend w/ High Standards, Relationship-Oriented, Motivating, Adaptable, 
Growth-Oriented, Team-oriented, Coaches & Elevates Others, Trustworthy, Humorous, 
Fair 
 
Admin/Teacher3:  Confident, Visionary, Strategic, Distributive, Growth-Oriented, 
Attentive, Team-Oriented, Relationship-Oriented, Positive, Adaptable, Invested, Coaches 
& Elevates Others, Genuine, Celebratory/Recognition, Process-Oriented 
 
Admin/Teacher4: Keen Decision-Maker, Attentive, Team-Oriented, Confident w/ 
Conviction, Growth-Oriented, Distributive/Empowering, Approachable, 
Celebratory/Recognition, Passionate, Trustworthy, Adaptable 
 
Admin/Teacher5:  Sets Trend w/ High Standards, Visionary, Adaptable, Confident w/ 
Conviction, Approachable, Trustworthy, Composed, Distributive/Empowering, 
Relationship-Oriented, Fair, Growth-Oriented 
 
Admin/Teacher6: Keen Decision-Maker, Attentive,  Adaptable, Approachable, Process-
Oriented, Growth-Oriented, Fair, Confident w/ Conviction, Celebratory, Composed, 
Strategic, Distributive/Empowering, Trustworthy, Intelligent/Competent, Team-Oriented 
 
Admin/Teacher7:  Sets the Trend for High Standards, Approachable, Attentive, 
Genuine, Relationship-Oriented, Passionate, Intelligent, Positive, Confident w/ 
Conviction, Team-Oriented, Trustworthy, Visionary, Accessible, Growth-Oriented, 
Distributive/Empowering, Motivating 
 
Admin/Teacher8: Attentive, Adaptable, Approachable, Humorous, 
Distributive/Empowering, Accessible, Sets the Trend w/ High Standards, 
Celebratory/Recognition, Strategic, Charismatic, Trustworthy 
 
Admin/Teacher9: Distributive, Approachable, Adaptable, Attentive, Humorous, 
Accessible, Celebratory, Fair, Strategic, Genuine 
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Admin/Teacher10: Positive, Accessible, Celebratory/Recognition, Invested, Intelligent, 
Attentive, Approachable, Distributive/Empowering, Keen Decision-Maker, Process-
Oriented, Trustworthy, Genuine, Relationship-Oriented, Team-Oriented  
 
Admin/Teacher11: Distributive/Empowering, Attentive, Passionate, Sets the Trend, 
Growth-Oriented, Intelligent, Genuine, Approachable, Humorous, Accessible, Keen 
Decision-Maker, Positive, Trustworthy, Team-Oriented, Relationship-Oriented 
 
Admin/Teacher12: Distributive/Empowering, Visionary, Intelligent, Attentive, 
Relationship-Oriented, Genuine, Fair, Composed, Team-Oriented, 
Celebratory/Recognition, Sets the Trend 
 
Parent/Community1: Accessible, Approachable, Attentive, Confident, Adaptable, 
Genuine, Team-Oriented, Distributive 
 
Parent/Community2:  Genuine, Adaptable, Sets the Trend, Attentive, 
Intelligent/Competent, Confident w/ Conviction, Celebratory/Recognition, Positive, 
Composed, Trustworthy, Growth-Oriented, Process-Oriented 
 
Parent/Community3: Charismatic, Confident, Composed, Accessible, Fair, Genuine, 
Keen Decision-Maker, Intelligent/Competent, Attentive, Team-Oriented, Distributive, 
Trustworthy, Celebratory/Recognition, Sets the Trend, Invested, Guarded, Fails to Listen 
(at times), Sterile 
 
Parent/Community4:  Accessible, Passionate, Attentive,  Growth-Oriented, Genuine, 
Visionary, Charismatic, Sets the Trend, Process-Oriented, Team-Oriented, Confident w/ 
Convictions, Approachable, Intelligent, Composed, Adaptable, Keen Decision-Making, 
Relationship-Oriented, Fair, Celebratory/Recognition 
 
Parent/Community5:  Attentive, Adaptable, Intelligent/Competent, Trustworthy, 
Distributive, Accessible, Celebratory/Recognition, Guarded 
 
Parent/Community6:  Genuine, Sets the Trend, Attentive, Intelligent/Competent, 
Confident w/ Conviction, Visionary, Sterile, Non-Caring (for whole child) 
 
Parent/Commnity7:  Approachable, Fair, Genuine, Adaptable, Sets the Trend, Attentive 
 
Parent/Community8: Growth-Oriented, Sets the Trend, Accessible, Approachable, 
Attentive, Relationship-Oriented, Passionate, Confident w/ Conviction, Controlling 
 
Parent/Community9:  Accessible, Fails to Listen, Guarded, Untrustworthy, Controlling 
 
Parent/Community10:  Intelligent/Competent, Composed, Fair, Trustworthy, 
Celebratory/Recognition, Approachable, Genuine, Confident w/ Conviction, Attentive, 
Accessible 
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Graduate1:  Passionate, Accessible, Humorous, Celebratory/Recognition, 
Intelligent/Competent, Approachable, Genuine 
 
Graduate2:  Distributive, Celebratory/Recognition, Relationship-Oriented, Humorous, 
Accessible, Approachable, Sets the Trend, Visionary, Attentive 
 
Graduate3:  Celebratory/Recognition, Passionate, Humorous, Accessible, Relationship-
Oriented, Controlling 
 
Graduate4:  Accessible, Confident w/ Conviction, Intelligent/Competent, Sets the 
Trend, Charismatic, Humorous, Motivating, Distributive/Empowering, Coaches & 
Elevates Others, Approachable, Celebratory/Recognition 
 
Graduate5: Accessible, Relationship-Oriented, Positive, Team-oriented, 
Celebratory/Recognition 
 
Graduate6: Genuine, Relationship-Oriented, Accessible, Humorous, Sets the Trend, 
Composed, Approachable, Intelligent/Competent, Distributive/Empowering, 
Celebratory/Recognition, Charismatic, Positive 
 
Graduate7:  Sets the Trend, Relationship-Oriented, Accessible, Adaptable, 
Approachable 
 
Graduate8:  Relationship-Oriented, Celebratory/Recognition, Sets the Trend, 
Charismatic, Composed, Positive, Visionary 
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APPENDIX O 
REQUEST FOR PROTOCOL REVIEW 

 
Institutional Review Board Subcommittee B   
 
Name of Researcher: Edward Myers 
 
Department/School: Department of Educational Leadership & Policy Studies, 
              College of Education 
 
Send Mail to: 1518 N. 15th Street, Reading, PA 19604 
 
Project Title: A Case Study of a Male School Principal’s Leadership Practices: 

            An Exploration of Emotion & The Ethic of Care 
 
Date of Protocol Submitted for Review: July 25, 2011 
 
Research Category: Dissertation Research 
 
Proposed Starting Date: August 26, 2011 
 
Estlimated Duration: 12-15 Months 
 
Study Location: A Southeastern Pennsylvania Public School 
 
Funding Agency: None 
 
Faculty Advisor’s Signature: __________________________________ 
 

Forward 3 copies of protocol to: 
Institutional Review Board Coordinator 

Temple University Research Administration 
Student Faculty Conference Center 
3340 North Broad Street – Suite 304 

Philadelphia, PA 19140 
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I.  Characteristics of Potential Subjects 
 

A. 1 primary, male subject will be needed for the study. 30 additional 
participants will be involved with the study’s semi-structured interviews. 
 

B. The primary subject will be a male public school principal, approximately 
30-60 years of age, who may fall into any ethnic group. Periphery 
participants will include a variety of school stakeholders (i.e. administrators, 
teachers, staff, parents, and community members – including some who have 
recently graduated from the high school). These individuals will be between 
18 and 65 years of age, may be male or female, and will have the potential of 
falling into any ethnic group and economic class. 

 
C. The subjects have no special considerations. 

 
D. Physical and mental health are in the normal ranges for all participants. 

 
E. Acccess to the primary subject will be gained through public records 

distributed by the Pennsylvania Department of Education, which maintains 
records of all public schools and their administrators. Subjects will be 
contacted by mail, email, and/or telephone and approached in person by the 
investigator. Periphery participants will be solicited through discussions with 
school personnel and through school community forums. 
 

F. The primary subject will be selected based on a) geographic proximity, b) his 
status as a male school principal, c) his philosophy of leadership, and d) his 
interest and his respective school’s interest in participating in the study.  
Subjects will be excluded if they do not fit these descriptors. School 
stakeholder participants will be selected based on their knowledge of the 
school principal’s leadership style and the school environment. 

 
G. The primary subject will be an administrator of a public school and will not 

need approval from any office above the school district. The principal of the 
high school, along with an administrative agent of the school district, will be 
notified in writing of the study’s parameters, will agree in writing to 
participate in the study, and will agree to allow the researcher to complete 
the components of the study on the school’s campus. 

 
H. The primary subject is not a child. Minors/school students will not be used 

for the purposes of this study. 
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II. EXPERIMENTAL OR RESEARCH PROCEDURE 
 

A. Recent research on school administration, and leadership behavior in 
general, has identified the importance of the “emotional intelligence” 
construct in generating effective leadership practice. Furthermore, various 
scholars and theorists have discussed the need for school leaders to be 
grounded in organizational stewardship and ethical leadership conduct. This 
study seeks to explore how a male school principal, who philosophically 
subscribes to a care-based form of leadership, is able to install this form of 
leadership practice within the school institution, which is a setting that often 
consists of turbulent conditions, and therefore requires a sound moral base, 
self-management skills, sufficient interpersonal skills, and a high leadership 
capacity. 

 
The research procedure is qualitative in nature and involves semi-structured 
interviews, observations, and document analysis. The primary subject will 
orally answer questions regarding his leadership behavior and school climate 
concerns. The responses will be examined to determine: 1) how the ethic of 
care manifests in the responses, and 2) to determine how the principal is able 
to manage turbulent organizational conditions during actual practice while 
adhering to his leadership philosophy. The questions, which are included in 
this proposal, are related to the subject’s leadership role as a principal of a 
public school. 
 
To ensure triangulation of the data, several groups of school stakeholders 
will also respond to questions regarding the leadership practices of the school 
principal who is involved with this study. Such stakeholders will include 
administrators, faculty, staff, parents, community members, and former 
students (who have recently graduated from high school). In addition, the 
primary subject (i.e. school principal) will be observed through 
nonparticipant observation during public events that are held within the 
school. The subject will share with the researcher example documents, in the 
form of letters, memorandums, and emails, which will allow for a better 
understanding of the subject’s leadership behavior. 

 
Data regarding the ethical considerations and the inclusion of “care” in the 
responses and practices of the male school principal will be gathered utilizing 
the research methodology as described. This data will be coded and 
categorized, then reported in case study format. This study is hypothesis 
generating, rather than hypothesis testing. Therefore, comparative analysis 
of the data will be used to generate the findings of the study.  

 
B. The subjects will not be deceived in any way. 
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C.  Appointments will be scheduled after school hours. Interviews will take place  
at the school site in the subject’s office, meeting places within the school  
building, or within a community building (as needed for community  
participants). Observations will be scheduled with the primary subject and  
some will occur during evening public events. Observations during school 
hours will involve normal school routines. Therefore, there should be no 
disruption of the subject’s daily routine as interviews and observations will 
be scheduled in a way that does not interfere with school operations and 
garners the subject’s approval. 

 
D.  There will be no compensation to the subjects. 
 
III. DATA CONFIDENTIALITY 
 
A. Raw data will be seen and heard by the researcher. Pseudonyms will be given  

to the primary subject, individuals in the school, and to the school and school 
district. Any specific names of people or places mentioned by the subjects in 
interview responses will be given fictitious names. Data will be stored in a 
locked filing cabinet, in the researcher’s home office. The researcher will 
retain sole access of the data. 

 
      IV. CONSENT PROCEDURES 
 

A. A copy of the consent forms are provided and attached. 
 

B.  Minors, mentally challenged persons, and persons with significant emotional  
disturbances will not be used for this study. Therefore, special consent form  
procedures will not be necessary. 

 
V. BENEFITS OF THE STUDY 
 
A. The male school principal will benefit as the findings of this study will add to 

the body of research on leadership attributes and practices of school 
administrators in public school systems. Additionally, the subject may gather 
significant insight regarding the perceptions and impact of his respective 
leadership style. 

 
B. Society will benefit from the findings of this study, as it will add to the body 

of research on the leadership practice of school administrators in the public 
school system. It will add knowledge to the growing body of research on 
emotional intelligence, as it relates to leadership conduct, while exposing 
possibilities for better understanding as to why male school principals are or 
are not able to install a care-based form of leadership in the turbulent school 
setting. 
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VI. Risk/Discomforts to Subjects 
 
A. This research project does not pose the potential for discomfort, 

inconvenience, or physical danger to the subjects. 
 

B.   There are no short term or long range risks to the subjects. 
 
 


