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Study Guide

This study guide is designed as an easy reference to the key ideas and themes in each chapter of the book as well as to explicitly link ideas to practical applications for leaders in school settings.  This guide offers the reader of Building Strong School Cultures materials to enhance understanding and to support group discussion and individual reflection about the ideas in the book.  

Chapter 8

Understanding your school’s culture is just a start.  Strong, vibrant cultures cannot be mandated, nor can they be sustained without concerted effort on the part of many people.  To strengthen school culture, you need to intensify leadership by involving both professionals and students in the work, and by creating new connections outside the school.  
Key Themes:

This final chapter reviews the important ideas from the previous chapters (summarized in the table on page 2) and suggests that balance—as suggested by the Yin Yang figure—is important for school leaders to address and maintain. 
Important ideas from prior chapters:  Intensified leadership suggests that broadening meaningful involvement—through job redesign, through distribution of the work, and through meaningful involvement in decision making—is necessary for schools to fully attend to the multitude of pressures that they face.  Furthermore, intensified leadership suggests that school leaders must deepen and be more selective about their own work, thinking through the way in which the larger goals are meshed with the smaller daily tasks that set the groundwork for leadership and management.  We have argued that the ability to develop professional community, organizational learning and trust is foundational for effective leadership and management.  Throughout we have contended that the knowledge and application of PCOLT skills provide the means with which you can confront problems and make decisions in schools.  PCOLT creates the conditions for and fosters attention to learning—across all members of the school community—as the central foci of the school organization’s work.  In this way, valued ends, outcomes and goals can be reached. 

	Key Themes by Chapter

	
	Chapter 2
	Chapter 3
	Chapter 4
	Chapter 5
	Chapter 6
	Chapter 7

	
	Principals as Cultural Change Agents


	Diagnosing Your School Culture
	Linking Leadership and School Culture


	Networks, Networking and Culture Change
	Partnerships with Districts


	Schools and Communities

	PCOLT is…
	Employed as a primary tool in cultural change efforts.
	Strengthened as insights into the school are developed.
	Supported by involving others in meaningful improvement efforts.
	Necessary to gain access to resources that support your “leadership for learning.”
	The basis for alliance and turning bureaucracy into teamwork. 
	About alliances that cement the social contract between schools and society.  

	Intensified Leadership  is…
	The adaptable and flexible practice of leadership and management –with others.
	Stimulated by deeper insights about how members relate, work and learn.
	Enhanced by deepening and being selective about school improvement work.
	Supported by your peer’s expertise and experience about school improvement. 
	Inclusive of others within the district who can aid in improvement efforts.
	Working with the local community to achieve improvement goals.

	School Culture is…
	Determined by your choices about who to work with, and how you work together.
	Revealed through inquiry into the nature and meaning of artifacts, values, and beliefs.
	Sustained by consistent focus on key goals and involving others in achieving them.
	Enhanced by creating external links with others working on similar issues.
	Joined at the hip to the district, guiding a school’s culture entails effective relationships with the larger organization. 
	Shaped by external relationships that can support professional practice.


Balance: When we think of balance, we tend to think of comparisons or contrasts.  Does one set of choices appear to be equal to that of another?  Does one option present itself as more suited for the situation than another? If I make choice A will it undermine or support choice B?  When balance is achieved it suggests that equilibrium, harmony and/or proportion have to be realized.  It is a noble and often unattainable goal.  Rarely are the choices you make on any given day perfectly balanced, instead you seek balance over time.  Maintaining balance is a serious leadership challenge because it often involves making choices between several desirable actions, or giving up a pattern that has worked well for you in the past.  

Balancing Internal and External Focus:  Accountability is a new pressure for today’s principals.  Your work needs to address two kinds of accountability—internal and external.  The formal external requirements for testing and increasing student achievement are most talked about, but principals know that tests alone cannot provide the levers needed to enhance school performance.  Most change in schools comes about because schools and teachers set for themselves, and feel rewarded by peers for their effort.  Cultures that provide motivation (we’re in this together!) and capacity building (professional development, coaching and mentoring) pay off. Where internal and external accountability are balanced, change is supported.   
Balancing Stability and Change: Educational change is an intricate web, and changing too much, too often, will likely cause as much damage as changing too little, too late.  People need a sense of stability; patterns and routines that allow them to trust the organizations they work in.  Too much change and uncertainty destroys the meaning and hope that we attach to today’s best efforts.  Every school also needs change.  In the best cases, changes are linked to a more meaningful purpose—they help you reinforce what the school stands for, where it is headed and who you want to become.  By focusing on what the school stands for and holding steadily to that—whether you call it vision and mission or goals and objectives—change becomes little more than adjusting the means needed to reach agreed upon goals.  Stability to what matters is maintained and changes fit more easily into the school’s evolving culture.  
Balancing Leadership and Management: As school leaders engage others in the important work of the school their ability to focus the collective energy on what matters increases.  However, it is not enough to simply “empower” people to go forth and lead.  As the meaningful involvement of others is built up within the school, those efforts need to be coordinated in ways that result in their intended outcomes.  This coordination task is one of management.  By skillfully managing the work of others, leadership goals can be realized and school cultures changed.   By focusing your attention on the ways in which management and leadership roles can be adapted to include others in the process, the school’s ability to address the pressing demands of educating students well are increased. 
Why are these ideas important?

Enhancing a school’s culture is a challenging task.   In the end we think it is worth it.   We argue that these ideas can help you to make your school a happier, healthier place. Happier means that all members of the school community realize they play an important role in the success of the school.  Healthier means that all members of the school community are engaged in their work and that translates into more learning.  Rather than working in isolation, people work together, which means that the school’s efforts are expanded rather than duplicated. The result is increased attention to what matters.

Questions, Discussion and Reflection Activities for Chapter 8
Individual Reflections

You may want to return to the inventories provided in chapters 1 and 2 before you reflect on these ideas.  You may also want to reevaluate your responses to the inventories at this time.

· If you have retaken the inventories, have any of your responses changed?  Why or why not?

· How balanced do you find your school leadership experience to be?

· Where are you most out of balance? Why do you think this is so?

· Have you found that being out of balance has either positive or negative effects on your leadership and /or school culture?  If so, what are these?  If not, why not?

· Are there changes in your leadership that have the potential to make you a happier healthier leader?  

· What would it take to implement and maintain those changes?

· Who might you enlist to help?

· What aspects of PCOLT would be strengthened if you were to do this?

· Are there changes in your leadership that have the potential to make your school a happier healthier place?  

· What would it take to implement and maintain those changes?

· Who might you enlist to help?

· What aspects of PCOLT would be strengthened if you were to do this?

Group Discussion: (Use your individual reflections to help guide group discussion)

· Identify a leader you admire (it helps to choose someone you know fairly well.)  Take a moment to list all the attributes you can think of that describe his or her leadership style.  

· Why do you admire this person?

· What aspects of cultural leadership, cultural management and PCOLT do they demonstrate? 

· What aspects of his or her leadership stand out as particularly impressive? 

· What about these aspects makes them impressive?

· How are these impressive aspects evidenced in his or her daily work?

· We have argued that balance matters because balanced leaders are better able to attend to the variety of tensions and concerns that exist within schools today. Would you say that your admired leader demonstrates balance?  

· If so, in what ways does he or she balance his or her efforts and attentions?

· How might you become more like this leader?

· What aspects of cultural leadership, cultural management and PCOLT might be involved?

· What are the new ideas and understandings you have taken from this book?  

· How will they change the ways in which you work?
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