
LEADERSHIP FOR SCHOOL CULTURAL CHANGE  

 

 

 

 

 

 

LEADERSHIP FOR SCHOOL CULTURE CHANGE THAT IMPACTS STUDENT 

ACHIEVEMENT 

by 

Brian K. Work 

 

 

 

 

 

A Paper 

Presented to the School of Education and Leadership 

In Partial Fulfillment of the Requirements 

For the Degree of Master of Education 

EEA650 Leadership Capstone Project  

September, 2022 

 

 

 





LEADERSHIP FOR SCHOOL CULTURAL CHANGE iii 

 

 Acknowledgements 

 This journey of completing a Master’s is not a solo undertaking. I have relied heavily on 

my community in order to finish this program, and I am in deep debt to those around me. There 

are many that have given me support, but the most influential has been my wife Deidre. She has 

stood beside me the entire time, and never let me doubt my ability to finish the race. She has 

provided administrative support, read my papers, discussed ideas, and been my greatest 

cheerleader. I can honestly say that I would not have come this far without her support.  

 I am also deeply grateful to my school administration. Katharyn Blades and Brianne 

Lindsay have shown unwavering support and have given generously of their resources and 

wisdom. Most importantly, they have shown me trust as I have explored leadership roles in the 

school. 

 I am also thankful for the excellent instructors that have taught my courses. The 

instructors all showed great insight and demonstrated real concern for me as an individual. The 

knowledge and wisdom that you imparted was enormously impactful. My understanding of 

leadership and the role I can play has deepened greatly.  

 I have learned that leadership is not a solo role; it requires a community of support in 

order to be successful. I have such a community, and I am humbled by that fact. If that is all I 

had learned, it would have been enough. 

 



LEADERSHIP FOR SCHOOL CULTURAL CHANGE iv 

Abstract  

 Student learning and achievement are the goals of educational institutions. Within the 

educational context, teachers have a significant impact on student learning. The culture of a 

particular school will socialize teachers into behaving according to the norms of that culture. If 

the culture features ineffective instructional strategies, the students will have poorer outcomes. 

School culture impacts all involved stakeholders. Educational leaders need to understand the 

power of culture, and how to shape that culture in a positive manner. 

 Culture resists change; top-down approaches generally will not work to change culture 

(Fullan, 2015). What is necessary to bring about change is an understanding of change 

management theory as it relates to the educational setting. Educational leaders need to be adept 

at bringing change to their organization, meaning they have to understand the forces of change at 

work in schools. Leaders will need to be resolute as they build trust and relationships as part of a 

culture around collaboration and distributed leadership. 

 There is a need for cultural change in schools. Teachers often work in isolation, which 

allows ineffective practices to continue. When the culture changes, the impacts are on the 

students and their achievement. Changing a culture is not an easy task, nor is there any magic 

bullet. However, it is vital work. The principal has the chance to have as much impact on the 

students as the individual teacher. If the leader can create a positive culture, that culture will 

socialize teachers in effective teaching methods, which in turn will have an impact on the entire 

school. 

Keywords: school culture, Change Management Theory, distributed leadership, educational 

leader, professional development, professional learning communities 
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 Leadership for School Culture Change that Impacts Student Achievement 

Chapter 1: Introduction  

Introduction  

 The main goal of every school should be student achievement. Muhammad and Cruz 

(2019) claimed, “Educators in a healthy school culture believe that all students can excel, and 

they willingly challenge and change their own practices to meet that end” (p. 14). There have 

been years of educational reform and research into improving outcomes for students. Waldron 

and McLeskey (2010) reported that “over the last 40 years, policymakers have called for school 

reform that improves the practices of teacher and other profession and increases student 

achievement.” (p. 58). Hargreaves and O’ Connor (2018) remarked that in the last 30 years, there 

have been many options for school improvement. These have included approaches such as 

professional learning communities, inquiry-based learning, problem-based learning, data teams, 

and more. The educational world is interested in improvement that leads to increased student 

achievement. 

It is critical to understand what has the most impact on student achievement. It has been 

well-documented that one of the most influential factors for student achievement is the 

classroom teacher (Johnson, 2012). Given that students depend highly on their teachers for their 

academic success, it follows that improving teacher skills will benefit students. Teachers should 

be committed to developing their pedagogical backgrounds in order to best suit their students’ 

needs; however, this is not always the reality in the school context. Schmoker (2006) reported in 

an observational study that encompassed 1500 classrooms that less than one percent of those 
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classrooms used high-yield strategies. There is thus a need to improve teacher efficacy in order 

to impact student achievement. 

The standards of excellent teaching imply that there are many less-than-effective teachers 

(Zayac et al., 2021). Teachers seem to face a steep learning curve in their first few years of 

teaching. For the first few years, their growth is exponential (Bennet & Rolheiser, 2001). 

However, teachers often plateau in their development, and over time, this plateauing leads to 

development of ineffective teaching patterns (Bennet & Rolheiser, 2001).   

 Many solutions have been proposed to solve the problem of ineffective teachers.  One of 

the more compelling areas of research has to do with school culture. Schools operate as systems 

of people that form distinct cultures. One aspect of culture is that it sets norms of behavior. The 

individual teacher operates within a culture that encourages them to behave in certain ways and 

discourages them from acting in other ways. The culture can determine whether an ineffective 

teacher will improve (Nehez & Blossing, 2022). School culture is a key factor in ensuring 

improved student outcomes (Gruenert, 2000). It is therefore critical that educational leaders 

understand the power of culture and are effective at shaping school cultures.   

Background 

 There is a need for cultural change in schools. One of the reasons for this is that schools 

resist change. Muhammad and Cruz (2019) argued that “Schools are not much different than 

they were in the late 19th century. Many of the staples that characterized education in the 19th 

century have gone unchallenged in the 20 and 21st centuries” (p. 14). Muhammad and Cruz 

identified that one thing that has not changed is that the teacher is the expert, and the students are 

passive recipients of knowledge. The authors explained why this was the case when they noted 

that the educational system has socialized its educators into having and upholding certain 
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expectations, and most schools are not designed to make fundamental changes. Dufour et al. 

(2008) concluded that “neither the ‘No Child Left Behind Act’, nor any of the nonstop reform 

effort of the past quarter century have resulted in the quality schools vital to the future of the 

nation” (p.  51). 

 One of the reasons that change fails to occur has to do with the nature of the change 

attempt. Fullan (2005) stated, “The history of education reform and innovation is replete with 

good ideas or policies that fail to get implemented… A missing ingredient in most failed cases is 

the appreciation and use of what we call change knowledge” (p. 54). Fullan went on to refer to 

change knowledge as understanding the forces that drive significant change. Fullan (2006) 

argued that unless change included questions of culture, it is bound to fail. Gruenert (2000) 

stated that “School culture is a key factor in determining whether improvement is possible” (p. 

14).  Gruenert (2005) also argued that “school culture and student achievement are not divergent 

issues for school leaders to consider” (p. 54). If student achievement is the goal, it appears that 

educational leaders need to focus on mechanisms of change, one of which is altering culture. 

Fullan (2002) referred to this by saying, “Transforming culture, changing what people in the 

organization value and how they work together to accomplish it, leads to deep lasting change” 

(p. 19). 

Statement of the Issue/Problem  

Every school has a unique culture that enforces its own norms of behavior (Gruenert & 

Whitaker, 2015). Socialization of these norms encourages teachers to act in certain ways. If the 

culture of the school encourages ineffective teaching, individual teachers will feel pressure to 

conform to that culture’s norms (Nehez & Blossing, 2022). School improvement without a basis 

in cultural change is doomed to fail or not have a significant impact (Fullan, 2006). Educational 
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leaders need to understand the power of culture and how to shape it to benefit students. When 

teachers work within an effective culture, student outcomes will improve (Kraft & Papay, 2015). 

 It is vital for educational leaders to understand how local culture contributes to the 

development of effective teachers. It is equally important to understand how to change existing 

school cultures. The role of the educational leader is to facilitate the best possible outcomes for 

the students. Cultures have been shaped over time and are difficult to change. An educational 

leader needs to be skilled in changing the dynamics of a school culture, as well as knowing 

effective methods for implementing change (Muhammad, 2009). 

 It is tempting to blame lack of improvement on lack of knowledge on the premise that if 

teachers knew better, they would do better. The solution would then be increased professional 

development. Fullan (2007) countered this premise by saying, “The notion that external ideas 

alone will result in changes in the classroom and school is deeply flawed as a theory of action” 

(p. 35). Knowledge alone will not bring about significant change. Nehez et al. (2022) observed 

that “School cultures and their adherent practices are identified as playing a decisive role in the 

degree of stability and change in school improvement attempts, in teacher’s professional learning 

and in teacher’s teaching patterns” (p. 311). The problem with educational change is that too 

often it does not impact school culture; however, changing school culture is not an easy task 

(Fullan, 2008). It is necessary to understand change management in order to bring about 

improved outcomes for students.   

Purpose of the Study  

 The purpose of this capstone will be to explore the nature of school cultures and the 

effects that leadership can have. It is necessary to understand the nature of culture before 

attempting change. This capstone paper will look at frameworks for educational leaders to help 
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them understand school culture, as well as how culture impacts student achievement and how to 

bring about positive change. It is imperative to be intentional in changing culture to impact 

teacher effectiveness. It takes a strong leader to shape and mold cultures (Naiker et al., 2016). 

The educational leader’s impact on student achievement is accomplished through the changing of 

school culture. Whitaker (2019) noted that “The effectiveness of the principal is the key 

determinant of the extent of learning that takes place in the school” (p. 14). This review aims to 

strengthen the effectiveness of the educational leader. 

Research Questions  

Educational leaders need to understand how to create effective school cultures. The focus 

of this capstone will be on the following questions: 

1. What is the impact of school culture on student achievement and teacher 

effectiveness? 

2. What strategies and principles are effective for changing school cultures? 

3. How do school-based leaders change cultures to have a positive impact on student 

achievement?    

Significance of the Study  

 The effects of teaching practices directly impact students (Whitaker, 2019); effective and 

ineffective teaching methods can impact students for years. The results of ineffective teaching 

can be measured by outcomes for up to three years (Muhammad, 2019). Research has shown that 

students with similar achievement levels can be separated by as much as 50 percentage points in 

three years due to the impact of ineffective teaching (Muhammad, 2009). The culture of a school 

determines whether teachers can improve their instructional strategies (Gruenert, 2005). School 

culture has the power to shape and direct instructional ability (Waldron & McLeskey, 2010). If 
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students are in a school with a culture that is biased towards ineffective practices, they will have 

poorer outcomes. This puts responsibility on educational leaders to shape a culture that allows 

for improved student outcomes. Muhammad (2009) stated, “dysfunctional school cultures create 

systems that maintain the educational gap” (p. 14). This lends urgency to the need to develop 

more effective cultures. Given that a culture shapes the norms and behaviors of a given group, an 

ineffective culture will promote ineffective teachers. Teachers in an ineffective culture continue 

in their practices because the culture encourages and reinforces their behavior. 

 Teachers have a responsibility to ensure that their classroom instruction is of the highest 

quality. Alberta Education stated in their Teacher Quality Standard (TQS) (2020) that one of the 

prerequisites for a teacher is that they engage in lifelong learning to improve their teaching. 

Teachers are expected to build capacity to support successful outcomes for all students. Without 

an effective culture, teachers will conform to the expectations of local norms. 

 Alberta Education also has high expectations for leaders. In the Leadership Quality 

Standard (LQS) (2020), school leaders were required to develop cultures that support the best 

outcomes for students. It is essential that educational leaders understand the dynamics of cultures 

and how to develop more positive communities. 

 The environment a teacher works in is essential to student success. If a school has 

ineffective teachers, the culture of the school has to change if the teachers are to change. Unless 

the culture of the school changes, the outcomes for the student will not change (Johnson, 2012). 

Cultures in a school have to support teacher growth and development, but cultures tend to persist 

and resist change without intervention (Johnson, 2012), so change has to be led by effective 

leaders. Muhammad and Cruz (2019) underlined the importance of educational leaders in 

shaping student outcomes: “We argue that an educational leader’s inability to create healthy 
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school culture is the primary reason school performance goes unchanged or declines and the 

achievement gap remains wide” (p. 14). 

 This issue has many implications for a wide range of stakeholders. The primary 

stakeholder is the student. Every student deserves the best education possible, and changing 

school culture will improve their outcomes (Eaker, 2020). The second group of stakeholders that 

is impacted are the teachers. Without effective teaching, the students will suffer achievement 

gaps. The third group of stakeholders is the educational leaders who have the responsibility of 

assessing and implementing cultural change. 

Scope of the Study  

 The scope of this Capstone study was to explore the nature of school culture and how 

educational leaders can effectively implement more effective cultures. This included the impact 

of culture on the educational setting to include students, teachers, and educational leaders. The 

Capstone also reviewed change management theory as it applies to local school settings. 

Strategies needed in order to change culture was also researched.  

Summary 
 
 The area of review is school culture and its impact on student achievement. It is 

necessary to understand how culture impacts an educational setting. It is also important for 

educational leaders to know how to change a local school environment. If a school has a culture 

that socializes teachers towards ineffective instructional practices, the students will not have 

positive outcomes (Muhammad, 2019). In order to change a culture, a leader must be familiar 

with change management theories (Fullan, 2005). The changing of a culture is not as simple as 

mandating a change; systemic change needs to occur. There are many stakeholders impacted by 

this study, but the most important is the student. Zahed-Babelan et al. (2019) summed this up by 
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saying, “Leaders must shape a culture in which every teacher can make a difference, and every 

child can learn and in which there is a passion for, and commitment to promoting the best” (p. 

138). 

Outline of the Remainder of the Paper  

In the following sections, this Capstone considered school culture with respect to change 

management theories. The literature review looked at a description of school culture and its 

impact on teachers, at the need for cultural change, and at various change management principles 

as applied in a school context. These included areas such as being a resolute leader, building 

trust, the importance of relationships, collaboration, and the need for distributed leadership. The 

last section will look at some practical strategies to impact culture. These will include 

professional development, being intentional, and applying positive pressure. The third chapter 

makes recommendations and implications. 
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Chapter 2: Literature Review 

Introduction  

 The literature review focused on aspects of school culture that have the potential to 

impact student achievement. School culture will be examined for its impact on individual 

teaching practices. Effective leadership principles with a focus on change management theory, 

and school culture was reviewed through this theoretical lens. The literature review looked at 

principles of change management that specifically apply to changing a school’s culture in order 

to improve student outcomes. There was a focus on the need to change school culture, using 

change management theory, in order to improve student achievement. 

Definitions of Terms  

 Change Management: A comprehensive approach to transforming an organizations’ 

culture (Stobierski, 2020). 

 Distributed Leadership: Leaders formally and informally sharing leadership roles 

within an organization (Eaker, 2020).  

Educational Leader: Formal or informal leadership role within the school. Can refer to 

school administrators or to teachers as leaders (Muhammad & Cruz, 2019). 

Professional Development (PD): Professional development (PD) was defined by Brown 

& Militello as “A comprehensive, sustained, and intensive approach to improving the 

effectiveness of teachers and principals in raising student achievement” (2016, p. 714). 

Professional Learning Communities (PLC): DuFour et al. (2008) defined PLC as: 

Educators committed to working collaboratively in ongoing process of collective inquiry and 

action research to achieve better results for the students they serve. 
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School Culture: The observed patterns of behavior of teachers as they interact in the 

learning environment, and the norms that have evolved in schools as they relate to acceptable 

behavior (Gruenert, 2005).  

Literature Review 

Background 

 The primary goal of academic institutions should be student achievement (Dufour et al., 

2008). Research has shown that a teacher’s effectiveness has one of the largest impacts on 

individual students, as noted by Whitaker (2019): “The effectiveness of the teacher is the key 

determinant of the extent of leaning that takes place in the classroom.” Within any given school, 

there will be a range of effectiveness in teaching skills (Kraft & Papay, 2014). This indicates that 

a focus needs to be placed on improving those teachers with less effective teaching skills. The 

difficulty is that not all teachers develop at the same rates nor to the desired levels (Kraft & 

Papay, 2014). One of the reasons that some teachers improve faster than others is the nature of 

the school culture. Kraft and Papay (2014) reported that teachers who work in more supportive 

environments become more effective at raising student achievement than those who work in less 

supportive environments. The culture of a school plays a large part in determining the potential 

effectiveness of a teacher. 

 It might be argued that what is needed for teacher improvement is better professional 

development for instructional strategies. Fullan (2007) disputed the idea that simple education 

would be enough to raise teacher effectiveness, remarking on professional development by 

saying, “These activities are not useless, but they can never be powerful enough, specific enough 

or sustained enough to alter the culture of the classroom and school.”  
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Educational reformers have worked for decades to shape the educational setting with 

current research (Hargreaves & O’Connor, 2018).  Educational philosopher John Dewey called 

for reform to teaching methods in the early 1900s. Dewey and Hinchey (2018) stated: 

 …education ought to give students opportunities to discover information and ideas by  

 their own effort in a teacher-structured environment, and to put knowledge to functional  

 use by defining and solving problems and determining the validity and worth of ideas and 

theories. (p. 66) 

Dewey’s solution was to move from a traditional style of teaching that saw the teacher as the 

deliverer of knowledge to a model where the students themselves created knowledge. Over a 

hundred years later, many teachers still view their role as the deliverer of knowledge 

(Muhammad & Cruz, 2009). School districts have attempted change by mandating professional 

learning communities, writing programs, mathematical programs, and many others (Dufour et 

al., 2008). Marzano et al. (1995) stated that “one of the constants within education is that 

someone is always trying to change it. Many of these programs are well thought out, well-

articulated, yet most are short lived” (p. 116). Research indicates that to improve teacher 

effectiveness, educational reformers need to focus on the contexts in which the teacher works 

(Papay & Kraft, 2017). In order for individuals to improve, the culture of the school has to 

change, as noted by Gruenert (2000): “School culture is a key factor in determining whether 

improvement is possible” (p. 14). 

Description of School Culture 

 Every organization develops a unique culture over time (Gruenert, 2000). This culture 

can be described as the personality of the group. The culture in an individual school develops 

common norms or expectations for behavior (Gruenert, 2000). These norms develop methods of 
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rewards and punishments for the individual group member. Over time, these norms train people 

to act in certain ways. Nehez and Blossing (2022) stated, “culture can be understood as 

assumptions and values that a group have incorporated and base their actions on” (p. 311). 

Culture is the group personality of the staff. It gives permission for teachers to act in certain 

ways and not in others (Gruenert & Whitaker, 2017). School culture is a powerful force that 

impacts all who interact with it. If the culture is ineffective, it will constrain teachers’ 

effectiveness with their students (Papay & Kraft, 2014). Culture provides the context in which 

the educational process takes place. Changing school culture is the key factor in improving 

student outcomes by enabling teachers to become more effective (Gruenert, 2000). Grissom et al. 

(2021) reported that “An emerging body of research documents that the contexts in which 

teachers work profoundly shape their job decision and effectiveness” (p. 22). 

Effect of Teachers 

 It is critical to build an environment in which effective teaching practices can occur 

(Johnson, 2012). If the culture influences teachers towards ineffective practices, there is an 

impact is on student achievement (Whitaker, 2019), which impact is felt for years. Sanders and 

Rivers (1996) reported that differences in student achievement could be as much as 50 

percentage points three years after having an ineffective teacher. They also reported that the 

effects of teachers on student achievement are additive and cumulative. Each encounter with an 

ineffective teacher adds to a decline in student achievement. Muhammad (2009) reported that:  

 The residual effects of both very effective and ineffective teachers are measurable two 

years later, regardless of the effectiveness of teachers in later grades. Students who have  

three effective teachers or ineffective teachers in a row have vastly different achievement  

levels. (p. 55) 
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Students who have ineffective teachers are significantly impacted. Stronge et al. (2007) reported 

that students who encounter a less effective teacher in lower grades had lower achievement gains 

in reading and mathematics (2007).  Schmoker (2018) also reported that students who have an 

effective teacher gain a great academic benefit. When a student had a high-performing teacher, 

they had higher academic outcomes than their peers for several years. Schmoker (2018) reported 

that the most effective teachers ensure that their students learn almost twice as much material as 

ineffective teachers. It is therefore imperative to ensure that teachers are highly effective. 

It is important to understand the reason behind teacher ineffectiveness. One reason could 

be experience. Kraft and Papay reported that inexperienced teachers show more ineffective traits. 

However, it is often the inexperienced teacher who makes rapid gains in their effectiveness 

(Kraft & Papay, 2014). What is notable is the rate of improvement. Bennet and Rolheiser 

reported that there is a steep curve in a teacher’s effectiveness in the first three years of teaching 

(2001). As teachers learn how to be more effective, they are also socialized by their environment 

(Walls et al., 2002). This indicates that improvement in instructional ability is possible.  

However, Kraft and Papay (2014) reported that the gains teacher make early in their 

careers is tempered, and improvement becomes modest. Fullan (2007) warned against teachers 

plateauing in stating, “Student learning depends on every teacher learning all the time.” What is 

it that stops teachers from continuously improving? One reason is that teachers teach in ways 

that they were taught. Gruenert and Whitaker (2019) reported that beliefs about teaching were 

well-formed before an individual becomes a teacher and they have socialized into a manner of 

teaching. Student who become teachers have had thousands of hours of instruction before they 

enter the profession that shapes their instructional practices. These informal assumptions about 

the nature of education prove to be more impactful than formal training. If the new teacher is not 
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placed in a strong environment, they will be socialized to ineffectiveness (Walls et al., 2002). 

This describes the nature of culture in educational settings. Culture is developed over time and 

socializes its members into teaching in certain ways (Eaker, 2020). Teachers start their careers 

socialized into a certain form of teaching, and the culture of their school can reinforce these 

practices (Eaker, 2020). The culture of the school is the decisive factor in whether improvement 

can occur (Nehez & Blossing, 2022). 

Need for Cultural Change 

 In order to impact teachers and students, the culture of an academic institution needs to 

change (Fullan et al., 2005). Gruenert (2000) stated, “If things don’t change it is because the 

existing culture did not allow it. Understanding what culture is and what it does allows leaders to 

orchestrate real change” (p. 15). Changing culture is not an easy task. Nehez and Blossing (2022) 

stated that “cultures seemed to be difficult for school leaders to transform” (p. 315). One of the 

features of a culture is that it socializes teachers to behave in certain ways (Gruenert & Whitaker, 

2017). Cultures can be resistant to change and prove difficult for leaders to transform (Nehez & 

Blossing, 2022). 

 This resistance explains why cultural change cannot be mandated or accomplished 

through coercion (Muhammad, 2009). Johnson (2012) described a school where the 

administrators fired all of the teachers and rehired only the effective teachers. This was done to 

boost student achievement and had the goal of changing the school culture. However, within a 

year, it became clear that these personnel changes did not lead to significant improvements. 

Johnson (2012) concluded that “Changing the people without changing the context in which they 

work is not likely to substantially improve the school” (p. 111). Fullan (2015) concluded that 
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standard-based reform that does not take cultural change into account will not work. It is not 

enough to legislate or demand change; what is needed is change in the culture (Fullan, 2000). 

 Unfortunately, improving a school climate is difficult (Fullan, 2005). Educating teachers 

or attempting to restructure an environment seems to make little difference in outcomes (Fullan, 

(2000). What is needed for true change to occur is application of change management theory 

(Fullan et al., 2005). Change management theory is a comprehensive approach to dealing with 

organizational change (Stobierski, 2020). It acknowledges the difficulty of true change and looks 

beyond mandates or simple fixes. Levin and Fullan (2008) stated: “sustained improvement in 

student outcomes requires a sustained effort to change school and classroom practices, not just 

structures such as governance and accountability” (p. 291). 

The heart of achieving true change is found in changing the cultures of educational 

settings (Gruenert, 2000). This takes a broader and longer-term approach than simply mandating 

improvement or working with individual teachers. It is necessary for educational leaders to 

understand how to bring significant change to their organizations (Fullan, 2005). When the 

culture changes, the individual teachers will also change. Fullan et al. (2005) claimed: 

 The history of educational reform and innovation is replete with good ideas or policies 

 that fail to get implemented or that are successful in one situation but not in another. A  

 missing ingredient in most failed cases is appreciation and use of what we call change  

knowledge: understanding and insight about the process of change and the key drivers 

that make for successful change in practice. The presence of change knowledge does not  

guarantee success, but its absence ensures failure. (p. 54) 
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The rest of this section is devoted to identifying key changes for educational leaders to 

implement from a change management theory perspective. These are the things a leader needs to 

know or focus on in order to bring systemic change to school culture. 

Change Management Applied to School Culture. 

Leadership. 

 Leadership is essential to changing school culture (Whitaker, 2019). The impact of a 

leader in an educational setting is critical. Much research has been devoted to the idea that school 

leadership is a crucial component of educational reform (Khalifa et al., 2016). While the teacher 

may have the strongest impact on learning in an individual classroom, the school leader is the 

key factor to the amount of learning that can happen in the school (Whitaker, 2019). Grissom et 

al. (2021) reported that “the impact of having an effective principal on student leadership is 

nearly as large as having a similarly effective teacher” (p. 13). The impact of the leader is not 

directly related to the students, but rather on the effect it has on the teachers. The effectiveness of 

a leader is more important than the effectiveness of a classroom teacher because the leader will 

shape and mold teachers (Grissom et al., 2020). Powerful leaders have the ability to change 

school culture in order to improve teacher effectiveness (Eaker, 2020). This style of leadership 

benefits student achievement. Successful school leadership puts student learning at the center of 

everything the school does (Shannon & Bylsma, 2009). The research calls for strong leaders who 

are able to change the culture of the school in order to benefit student achievement.  

 Effective leadership in changing a school culture is key to student achievement (Grissom 

et al., 2020). Leadership that attempts to change culture is difficult work (Nehez & Blossing, 

2022). Effective leadership has the potential to change educational cultures, resulting in 

increased teacher effectiveness (Fiore, 2000). Fiore (2000) reported that “As recent research has 
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shown the principal is the means of access to creating and sustaining positive school cultures” (p. 

11). People’s behavior is not permanent, it can be changed if you alter the culture (Fullan, 2011). 

This implies that instructional practices can be changed through changing culture. An effective 

leader will change behavior by making it easy to realize the effective strategies (Fullan, 2011). It 

is not enough for the leader to be an effective administrator or to bring in programs or 

professional development (Fullan, 2007).  

It might be tempting to think that mandating change or restructuring will improve student 

outcomes. However, Eaker (2020) noted that “Leaders attempting to improve their district or 

school by focusing exclusively on structural change rather than cultural change will be 

disappointed in the fruits of their labor” (p. 14). According to these researchers, an effective 

leader needs to embody change management principles. Structural changes may be necessary, 

but unless they are accompanied by meaningful cultural change, they will not have an impact on 

student outcomes (Eaker, 2020). 

Vision 

 Gruenert and Whitaker (2017) stated, “Many school leaders will espouse their mission 

and vision as the driving forces in their schools. We argue that it is more about the culture of the 

school, and this culture will interpret the mission and vision despite the efforts of any 

committee” (p. 179). Vision is important to effectively implementing change management 

theories (Fullan, 2005).  An educational leader needs to have a clear vision of what the future 

will look like, and this vision has to be clearly communicated to the stakeholders (Gruenert & 

Whitaker, 2017). Vision is critical; however, it needs to be supported by cultural change (Wilson, 

2008). Fullan et al. (2005) defined vision as engaging people’s moral purposes. Moral purpose in 

educational change is about improving society through improving educational systems and thus 
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the learning of all citizens (Fullan et al., 2005). This statement elevates the purpose of vision. In 

education, moral purpose is focused on student achievement (Fullan et al., 2005).  

 A moral purpose as a vision has the potential to unite a school in purpose (Eaker, 2020). 

Muhammad (2005) identified common elements of an effective purpose. Schools that had 

adopted a common purpose developed a common vocabulary around the goal. Staff members 

were engaged in problem-solving around the common goal, and were skilled in that vision and 

goal. When staff have a common language, are allowed to problem-solve, and their capacity 

meets demand, they will have high buy-in to the vision (Muhammad, 2005). The moral purpose 

provides the motivation for effective change to occur (Eaker, 2020). 

Resolute Leaders 

 Culture generally works to inhibit change (Nehez & Blossing, 2022). School culture can 

be difficult to change and is not an easy task. Gruenert (2000) remarked that changing a school 

culture could take as long as five to seven years, meaning that an educational leader will need to 

have determination and resolution in order to bring about meaningful change (Eaker, 2020). 

Administrators have myriad duties to fulfill, and it is easy to focus on immediate matters and 

lose sight of the critical task of changing school culture. Changing culture is a demanding task 

and requires leaders who are driven by resolute purpose (Fullan, 2011). Effective leaders are 

driven by a deep purpose to bring about change, not simply being good managers (Eaker, 2020). 

Leaders who want to bring about change need a deep sense of purpose and an unrelenting drive 

to complete the task (Fullan, 2011). This resolution has the impact of mobilizing others in the 

educational setting. As others see this long-term determination, they will be motivated to change 

(Fullan, 2011). 
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Nehez & Blossing (2022) reported that “Cultures seem difficult for school leaders to 

transform. Existing cultures can restrict principal’s improvement efforts” (p. 320). Culture is set 

up to discourage change (Gruenert, 2000). One of the reasons for this is that people working 

together tend to build a group-think mentality, which enforces norms of behavior within the 

group context (Gruenert & Whitaker, 2017). In order to continue in the face of opposition, the 

educational leader needs to be resolute and have a moral purpose. The moral purpose is the 

motivation that allows an educator to continue the work they are doing (Fullan, 2006).  

   This moral purpose is centered on the need to improve student outcomes in the belief that 

things must change in order to improve. This moral purpose allows the leader to have a correct 

focus of what needs to change, which Eaker (2020) stated as, “For educational institutions, the 

primary focus of an effective culture must be linked to enhancing the learning of both students 

and adults” (p. 14). Waters et al. (2004) identified that moral purpose is linked to second-order 

change. First-order change is superficial change such as restructuring and does not impact culture 

(Waters et al., 2004). Second-order change creates a fundamental difference in an organization 

by changing the culture (Waters et al., 2004). Without a clear purpose and resolution, second-

order change is not likely to occur (Waters et al., 2004). Change management theory starts with a 

resolute leader who has a clear moral purpose (Fullan et al., 2005).  

 The educational leader has the most impact on developing the culture of the school. Fiore 

(2000) stated, “The principal is the means of access to creating sustaining positive school 

cultures” (p. 11). Educational leaders need to understand their role in changing a school culture 

in order to improve student outcomes. Zahed-Babelan et al. (2019) concluded, “There is a causal 

relationship between the role of the leader and organizational learning. Leaders use culture to 

shape employee engagement and effectiveness” (p. 141). 
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Relationships 

 A key tenet of change management is that change occurs through relationships. Fullan 

(2002) remarked on this by saying, “The single factor common to successful change is that 

relationships improve. If relationships improve schools get better.” Fullan (2002) reported that 

focusing on relationships can’t be just about boosting achievement in the short term; it is a way 

of improving outcomes for years to come. The effective leader knows the type of relationship 

they need to build with their staff (Muhammad & Cruz, 2019). One of the key relationship skills 

is trust-building (Crow, 2021) because change happens within people, not organizations 

(Gruenert & Whitaker, 2017). In order for individuals to participate in the change management 

process, they will need to trust the leaders (Crow, 2021). Trust builds well-established 

relationships that connect teachers to the change process (Fullan, 2002). 

 One might think that in order to develop relationships and trust, a leader has to be 

charismatic. However, Fullan (2011) stated, “What should strike you is not the charismatic 

brilliance of leaders but their careful entry, listening and engaging in fact finding and join 

problem solving” (p. 64). Fullan described the type of relationship needed in change 

management. According to Fullan (2011) leaders need to start relationships carefully, become 

attentive listeners, and work collaboratively to solve problems. This approach to leadership 

allows the staff to feel that they are part of the process and develops trust.  

One factor of professional relationships is the balance between collegiality and 

professionalism (Muhamad & Cruz, 2019). In order for trust to be established, the teachers must 

feel confident that administrative duties are being accomplished (Muhammad & Cruz, 2019). 

Hargreaves and O’Connor (2018) reported that leaders need to invest in building relationships 

and maintain professional rigor at the same time. This aspect of building relationships can be 
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considered task-focused leadership that allows clarity, predictability, and clear expectations 

(Muhammad & Cruz, 2019), and this aspect of administration needs to be balanced with 

relational skills (Muhammad, 2019).  

Collaboration 

 Gruenert (2000) noted the importance of collaboration by stating, “Collaborative cultures 

seem to be the best setting for student achievement, thus affirming the literature on collaborative 

school cultures.” Collaboration is important because no one individual has the range of skills and 

knowledge that will solve every classroom problem (Grissom et al. 2021).  Hargreaves and 

O’Connor (2018) argued that leadership tasks can fall into two broad groups: solidarity and 

solidity. Solidarity is the work of building relationships and attending to the group dynamics of a 

staff (Hargreaves & O’Connor, 2018). Eaker (2020) reported that focusing on collaborations is 

the most important way leaders can impact student achievement. However, simply building a 

congenial atmosphere will not have an impact on student outcomes (Hargreaves & O’Connor, 

2018). An effective change management leader also needs to focus on solidity. Solidity, 

according to Hargreaves and O’Conner (2018), is using precise methods to structure and guide 

collaboration among the staff. It is not enough to build relationships; these relationships must 

guide change (Fullan, 2006). Collaboration has the potential to both change school culture and 

increase student achievement, as Waldron and McLeskey (2010) reported:  

Research has revealed that a collaborative culture or community leads to higher 

levels of trust and respect among colleagues, improved professional satisfaction, 

improved instructional practices, better outcomes for all students and school 

change that is maintained over time. (p. 63) 
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This creates urgency for schools to create collaborative cultures. Change management 

calls for the use of collaboration in shaping organizations (Fullan, 2006). The power of 

collaboration, when exercised properly, requires sustained attention from many different 

individuals (Levin & Fullan, 2008). Collaboration promotes mutual interaction across all levels 

around the same goal, which creates the possibility of creating cultural change (Levin & Fullan, 

2008). 

Schools already tend to operate as communities (Fiore, 2000). Embedded in the school 

culture is the idea of groups of people working together (Fiore, 2000). Even if this is only seen 

inside the classroom, where the teacher builds community with a group of students, the notion of 

community is familiar to teachers (Fiore, 2000). Collaboration between teachers is extremely 

important, as noted by Liu et al. (2021): “There is evidence that professional collaboration 

among teachers likely increases teacher self-efficacy and job satisfaction” (p. 433). 

Collaboration, when conducted properly, has the potential to provide teachers with an 

environment that supports change (Fullan, 2006). Teachers learning from each other improves 

both teaching practice and the school culture. Teachers who worked in a collaborative 

atmosphere are much more likely to stay in their school and in the profession (Johnson, 2012). 

 The structure of a collaboration is critical to its success (Gruenert, 2000). Teachers 

cannot be forced to collaborate (Gruenert, 2000). Leaders cannot simply mandate collaboration 

or impose a collaboration process that is overtly controlled by the leader (Grissom et al., 2021). 

Grissom et al. (2021) noted that “Collaboration is a key element of productive school climate. It 

must be voluntary, co-equal and working toward a common goal” (p. 66). 

 Collaboration needs to focus on instructional practice, as noted by Gruenert (2000): “The 

strength of collaboration comes from time structured for teachers to have meaningful discussions 
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about improving their practice to share their expertise” (p. 14). The starting point of effective 

collaboration is that it is structured and focused on improvement (Papay & Kraft, 2014). The 

change leader provides the structure and focus that allows teachers to collaborate meaningfully. 

Teachers need guidance and support in creating effective collaboration structures (Papay & 

Kraft, 2014). 

 Fullan (2011) identified four core elements of a collaborative culture. The first is focus. 

Leaders need to set a small number of core goals for the school to work on (Fullan, 2011). The 

second element is forming a guiding coalition, which is a form of distributed leadership that 

allows teachers to take ownership (Fullan, 2011). The third element is building institutional 

capacity. Collaboration around a central goal will need to be supported by instructional 

leadership (Fullan, 2011). This building capacity can take the form of professional development 

or providing appropriate resources. The fourth principle is that of building individual capacity 

(Fullan, 2011). Once the organization is working towards a common goal, it will be necessary to 

identify which individual staff members need additional support. Fullan (2011) stated that “the 

goal of having a collaborative culture is not that employees will do the work for a resolute leader, 

but rather that they become collectively engaged in work that is also meaningful to them” (p. 94). 

 This type of collaboration involves teachers working together and observing one 

another’s practices (Fullan, 2007). Teachers often find themselves without the time to observe 

teaching practices and engage in meaningful pedagogical discussions, which Fullan (2007) 

identified as the practice of privatization. The educational leader needs to provide a structure 

where the teachers can plan, observe, and discuss their teaching practices together (Zahed-

Babelan et al., 2019). This type of collaboration helps shape a culture that impacts student 

achievement. Gruenert (2000) identified components of successful collaboration in saying, “The 
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strength of collaboration comes from time structured for teachers to have meaningful discussions 

about improving their practice and sharing their expertise” (p. 14). 

 Professional learning communities (PLC) are a type of structure that employs 

collaboration to increase student outcomes (Dufour et al., 2008). When constructed properly, a 

professional learning community is “educators committed to working collaboratively in ongoing 

process of collective inquiry and action research to achieve better results for the students they 

serve” (DuFour et al., 2008, p. 14). PLC can give a structure for teachers to effectively 

collaborate. However, DuFour et al. (2008) argued that schools adopt a PLC model but do not 

adopt the practices that characterize effective PLC. DuFour et al. (2008) went on to state, 

“collaboration does not lead to improved results unless people are focused on the right issues” (p. 

15). In order for PLC or other collaborative practices to have an impact on student achievement, 

the culture needs to be changed (Nehez & Blossing, 2022)  

 Implementing a culture of collaboration is important, as it will break down a system that 

encourages isolation. Schmoker (2006) noted, “Isolation ensures that highly unprofessional 

practices are tolerated and thus proliferate” (p. 24). One aspect of change management is that 

professionals work in teams. Fullan (2007) referred to the need to create communities of teachers 

as deprivatization, calling for systemic changes to the notion of teacher privacy and the ability to 

work behind closed doors. Privacy refers to the idea that teachers can work in isolation (Fullan, 

2007). On the other hand, collaboration forces teachers to observe others, participate in debate 

about the quality of their instruction, and form common understandings of student achievement 

(Schmoker, 2006). The change leader needs to bring about a culture of collaboration in order to 

defuse a culture of privacy. Johnson (2012) identified that strategies based on individual 

teachers’ needs rather than the school culture do little to improve school outcomes. 
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The challenge for the leader will be to find the time for teachers to collaborate and 

observe each other (Muhammad & Cruz, 2018). This presents a challenge to the educational 

leader, as teachers frequently have very tight schedules and little flexibility for collaboration 

(Reeves, 2020). The change leader must take the lead to ensure that collaboration happens 

(Reeves, 2020). This requires commitment on the part of the leader to find ways of ensuring 

collaboration without adding to a teacher’s workload (Muhammad & Cruz, 2018).  

Distributed Leadership 

 Another key factor in change management is that of distributed leadership (Eaker, 2020). 

Distributed leadership refers to the development of “teacher leaders”, whereby principals share 

their leadership responsibilities with teachers (Fullan, 2002). This is accomplished by allowing 

teachers to share in the decision-making process. Teacher leaders take on roles in the school and 

assist in instructional leadership (Waldron & McLeskey, 2010), which is critical to change 

management theory (Grissom et al., 2021). Fullan (2002) claimed “An organization cannot 

flourish, at least not for long, on the actions of the top leader alone” (p. 20). Organizations that 

want to succeed need to have leaders at many levels. A principal’s success in changing culture 

will consist of creating leaders within the school culture (Grissom et al., 2021). 

Distributed leadership has an impact on student achievement (Naiker et al., 2016).  

Waldron and McLeskey (2010) noted why distributed leadership was important:   

            When leadership is distributed it is assumed that teachers and other school personnel will  

             take leadership roles and share in decision making regarding changes in instructional  

             practices…This form of leadership and decision making leads to increased teacher trust  

 and buy in for change initiatives as well as increased student achievement. (p. 63) 
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Schools that embrace an expansive form of teacher leadership see student outcomes 

improve because this allows teachers to take responsibility for student outcomes (Naiker et al., 

2016). This creates more of an impetus for change than mandating change. Distributed 

leadership also acknowledges that no single individual has the broad range of skills and 

knowledge needed to change a school (Waldron & McLeskey, 2010). It allows for true 

collaboration to occur as people with various strengths work together (Waldron & McLesky, 

2010). Eaker (2020) remarked that “Collective leadership has a stronger influence on student 

achievement than individual leadership, primarily through the influence on teachers’ motivation” 

(p. 14). 

 Whitaker (1995) noted that every school has teachers that are widely respected by the rest 

of the school. Identifying these people and giving them formal leadership roles within the school 

is an effective way to influence internal change (Gruenert & Whitaker, 2017). Effective 

principals gather input from their teacher leaders before making decisions for the school, which 

leads to teacher leaders feeling a sense of ownership over changes occurring within a school 

(Naiker, et al., 2016). If these informal leaders have a sense of ownership, they will use their 

influence within the school to promote new ideas Gruenert, & Whitaker, 2017). 

 The principal plays a critical role in effective school improvement (Zahed-Babelan, 

2019); however, principals will not be able to impact real change while teachers are operating in 

isolation (Shannon & Bylsma, 2007). Strong learning communities are more likely to develop 

when principals are able to share control and leadership (Shannon & Bylsma, 2007). The 

educational leader’s role in changing culture is to nurture teacher leaders, provide focus and 

direction, and focus on instructional leadership (Shannon & Bylsma, 2007). In doing so, the 

leader will enable many other leaders to take on the established vision.  
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Strategies to Achieving Cultural Change 

 It is clear that changing school culture is the key to changing student outcomes, as noted 

by Nehez and Blossing (2021): “The culture of the local school is a decisive factor in school 

improvement” (p. 321). As previously discussed, change management principles such as being a 

resolute leader, building relationships, focusing on collaboration, and distributed leadership are 

key to developing a new culture. The following section discusses some practical strategies to 

implement changes in school culture. 

Professional Development 

 Professional development (PD) was defined by Brown & Militello (2016) as “A 

comprehensive, sustained, and intensive approach to improving the effectiveness of teachers and 

principals in raising student achievement” (p. 709).  PD is a critical element in changing a school 

culture (Muhammad & Cruz, 2019). When leaders articulate a vision and expectations for 

change, they need to ensure that the staff has the skills needed to perform in the new culture. 

Muhammad and Cruz (2019) stated, “Not knowing how to perform a task while simultaneously 

being held accountable for doing so makes the followers feel frustrated and anxious” (p. 64). 

Educational leaders should not assume that people within a school have the ability to make 

desired changes without providing the how (Eaker, 2020).  

 Grissom et al. (2021) identified the need for effective PD in order to change a culture 

(2021); however, not all PD is an effective in changing a culture (Fullan, 2007). Many teachers 

and principals view PD as something that is done to them, rather than an ongoing process of 

growth (Brown & Militello, 2016). When PD is seen in this light, it can lead to resistance to 

change and lack of growth. PD has to move from the traditional model of knowledge delivery to 
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one of knowledge-building (Muhammad & Cruz, 2019).  This idea of PD is one that Fullan et al. 

(2005) identified as capacity-building.  

 Capacity-building is defined by Fullan and Levin (2008) as “any strategy that increases 

the collective effectiveness of a group to raise the bar and close the gap of student learning” (p. 

209). Capacity-building develops an entire staff’s knowledge and skills, not just those of 

individual teachers (Fullan et al., 2005). As the collective staffs’ capacities are raised, their 

motivation to participate in change initiatives increases (Eaker, 2020). For change management, 

capacity-building is not about the transmission of knowledge, but rather creating opportunities 

for knowledge-building (Levin & Fullan, 2008). Transmitting knowledge can be one component 

of successful PD. However, if that knowledge is not applied to building group capacity, its 

impact will not be seen on student outcomes (Levin & Fullan, 2008). One method of capacity-

building is seen by implementing PD through teacher teams and collaboration (Eaker, 2020). 

 For knowledge to build group capacity, the knowledge has to be created within the group 

context. Fullan (2006) encouraged leaders to participate in deliberative doing, which refers to the 

opportunity to learn in the context of a local school. The problem with traditional PD is that there 

is little opportunity for teachers to learn the concepts in the settings in which they actually work 

(Eaker, 2020). PD needs to include teachers practicing concepts in their classroom while being 

observed by their colleagues (Fullan, 2006). Cultures do not change from information being 

shared; rather, they change by deliberately practicing new concepts in context (Levin & Fullan, 

2008). Gruenert and Whitaker (2018) claimed that the best PD comes from another teacher. The 

best source of learning is practice in context because this has the potential to change the culture 

of a school (Levin & Fullan, 2008). PD has to be connected to intentional practice. Fullan (2007) 
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reported on the need for learning in context by stating, “Student learning depends on every 

teacher learning all the time” (p. 35).  

Being Intentional 

 Intentional practice is the key factor in any learning method for change management 

leaders (Fullan, 2011). Effective leaders cause people to put theory into practice, as this leads to 

new ways of thinking (Gruenert & Whitaker, 2018). When teachers connect learning with 

results, they will be much more likely to use the knowledge given (Fullan, 2011). Practicing new 

knowledge in context needs to be directed by change leaders who give structure and goals to the 

experience (Johnson, 2012).  As teachers practice new skills, they can see their effectiveness, 

which leads to greater capacity and willingness to change (Fullan, 2011). 

 Change leaders also need to be intentional with respect to staff (Gruenert & Whitaker, 

2017). In any given school, there will be a range of effectiveness among the staff (Johnson, 

2012). According to Gruenert & Whitaker (2017), in an ineffective school culture, effective 

teachers will participate in a culture of isolation. A change leader needs to identify these 

effective teachers intentionally and build what Gruenert and Whitaker (2017) call “islands of 

effective teachers” (p. 24). The authors stated that a principal should know who the effective and 

ineffective teachers are (2017). Then, the principal needs to work with these islands of effective 

teachers as an intentional strategy to change the culture (Gruenert & Whitaker, 2017). The 

impact is to build distributed leadership focused on effectiveness. The intention is to use 

effective teachers to create change within the organization (Gruenert & Whitaker, 2017). 

Positive Pressure 

 Culture relies on peer pressure, which is the force used to maintain the status quo 

(Gruenert & Whitaker, 2019). Culture will resist change and uses peer pressure to enforce norms 
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and behaviors (Gruenert & Whitaker, 2017). An effective change management leader will use 

positive peer pressure to change culture, as noted by Fullan (2006): “Positive pressure is pressure 

that motivates, that is palpably fair and reasonable and does come accompanied by resources for 

capacity building” (p. 9). This pressure is not necessarily about telling people what to do; it is 

about creating a new culture. This is accomplished by modelling the actions of effective teachers 

(Gruenert & Whitaker, 2017), which then starts to set new norms within the culture. The path to 

a new culture is found in intentionally identifying effectiveness, praising it, and using the 

effective ones to shape a new culture (Gruenert & Whitaker, 2017).   

Summary  

 The literature is clear on the impact of school culture on student achievement. School 

culture determines the level of instructional effectiveness within a local school (Eaker, 202). The 

culture influences teacher effectiveness by pressuring its members to conform to group norms of 

behavior, which impact how teaching is performed (Gruenert & Whitaker, 2019). The impact of 

a teacher on student learning is significant. If the culture of the school does not support effective 

instructional practices, student achievement will never reach its full potential (Muhammad & 

Cruz, 2019). There is a deep need for cultural change to occur within local schools in order to 

impact student learning. Mandated programs and hierarchical leadership will not change the 

culture (Hargreaves & Dennis, 2020). For student achievement to improve, it is necessary to 

change the culture of a school. 

 In order to bring about systemic change in an organization, it is necessary to understand 

the forces of change (Fullan et al., 2005). This understanding is often called change management 

theory and can be applied to educational settings. Leadership is a key principle in effective 

change in school settings. The leadership of a school has a large impact on the outcomes for the 



LEADERSHIP FOR SCHOOL CULTURAL CHANGE 31 

students (Zahed-Babelan, 2019). This is because the leader impacts the teachers, who in turn 

impact the students. If there is effective leadership, a principal can make significant changes to 

student outcomes by focusing on instructional leadership (Zahed-Babelan, 2019). 

 This type of leadership is not easy, and a leader will have to be resolute to bring about 

change (Fullan, 2011). Change can take some time to occur, and it will take patience and 

determination to succeed. An effective change leader also knows that they have to build trust and 

relationships.  

 Change does not occur because of programs or PD brought into the school setting (Eaker, 

2020). Real change happens through teachers learning and collaborating in teams. Teachers need 

to break the cycle of isolation and examine their practices in well-designed teacher teams 

(Schmoker, 2006). Leaders need to give structure and guidance to teacher collaboration. Change 

management leaders also need to be dedicated to the notion of distributed leadership (Eaker, 

2020). Leaders need to cultivate “teacher leaders” and allow them control in the school setting. 

This allows ownership and buy-in with any change taking place. 

 There are some general strategies to ensure cultural change. The first is that of effective 

PD, which has to be linked to the practice of classroom teaching (Eaker, 2020). The most 

learning that occurs happens when teachers are doing and examining their practice with 

colleagues. Change management leaders also need to be intentional about the change they are 

attempting to achieve (Fullan et al., 2005). Finally, change management leaders need to exert 

positive peer pressure, as culture is built around the forces of peer pressure, and in order to 

change the culture, it is necessary to understand and apply this pressure (Gruenert & Whitaker, 

2017). When attempting change, it is important to identify effective teachers and use them to 

build systems of positive pressure. 
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Chapter 3: Summary, Recommendations and Conclusions  

Summary of Findings 

 Chapter Two reviewed research on the links between school culture and student 

achievement. The research indicates that the two most influential factors on a student’s 

achievement are the classroom teacher and the school leadership (Khalifa et al., 2016). 

Individual teachers vary in their effectiveness in the classroom, and improving the effectiveness 

of teachers will impact the outcomes of students (Johnson, 2012). Chapter Two identified that 

the impact of leadership on student outcomes is significant (Hargreaves & Dennis, 2020). The 

impact of the school leader is most profound when leadership changes the culture of the school 

(Eaker, 2020). The literature review identified that the culture of the school is the force that 

socializes teachers into certain teaching practices (Nehez & Blossing, 2022).  Fullan (2002) 

stated, “We need leaders who can create a fundamental transformation in the learning cultures of 

schools” (p. 18). It is not enough to attempt to change individual teachers; what is needed is a 

cultural change. The research findings identified that undertaking a cultural change involves 

understanding change management principles and cannot be based on mere restructuring (Eaker, 

2020). Educational leaders need to focus on change management principles in order to transform 

cultures that will improve student outcomes (Fullan et al., 2005). Chapter Two identified one 

change management principle that is effective in cultural change as collaborative teams 

(Hargreaves & Dennis, 2020). Collaboration counters the culture of isolation by allowing 

teachers to observe and evaluate teaching in practice (Schmoker, 2006).  

 Chapter Three focused on the implications of the research and several recommendations 

for effective change management in educational settings.  
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Implications  

Students 

 Students’ outcomes are impacted by the effectiveness of their teachers (Johnson, 2012). 

In order to have all students succeed at their highest levels, teachers need to be as effective as 

possible (Grissom et al., 2021). The culture of a local school has an impact on whether all 

students can succeed, as noted by Muhammad (2009): “Dysfunctional school cultures create 

systems that maintain the achievement gap” (p. 14). Perhaps the largest impact of ineffective 

teaching is in the area of disadvantaged students. Muhammad (2009) identified students of race 

and students who live in poverty are far more likely not to graduate, concluding that “The youth 

who need education the most to provide a catalyst for creating positive change in their lives are 

those who persistently achieve at the lowest levels in our schools” (p. 7). Johnson (2012) noted 

that teachers are the most important factor in student outcomes, and that disadvantaged students 

are especially dependent on their teachers for positive outcomes.  

Nehez and Blossing (2022) identified school culture as being a key reason that change 

does not happen. Schools need to establish a culture where it is expected that every child can and 

will excel (Zahed-Babelan, 2019). Educational institutions need to have as their main goal that 

the learning of all students is paramount (Eaker, 2020). This focus will depend on the 

implementation of a culture that supports this goal. Cultures form the basis for how teachers 

think and act in school. Schools need a culture that allows all students to succeed. 

 

 

Teachers 
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 Crow (2012) remarked, “I believe that teachers teach the best they know how” (p. 17). 

Kraft and Papay (2014) noted significant differences in teacher effectiveness. Teachers make the 

most gains in their effectiveness early in their careers, which is associated with experience (Kraft 

& Papay, 2014). However, as teachers continue in their careers, it is the culture of the school that 

determines how much more improvement will occur (Kraft & Papay, 2014). Nehez and Blossing 

(2022) stated “School cultures and their adherent practices are identified as playing a decisive 

role in the degree of stability and change in school improvement attempts” (p. 316). 

 One reason that culture plays such an important role in the effectiveness of teachers is 

that cultures work hard to maintain the status quo (Gruenert & Whitaker, 2019). Without the 

proper culture, teachers will be socialized into ineffective teaching practices (Gruenert, 2000). 

Cultures can restrain effective teachers in their attempts to be effective in their classrooms (Kraft 

& Papay, 2017).  

Leaders 

 School leaders have a significant impact on the outcomes of students, according to 

Whitaker (2019) when he stated, “The effectiveness of the principal is the key determinant of the 

extent of learning that takes place in the school” (p. 24). Grissom et al. (2021) noted that “the 

impact of having an effective principal on student achievement is nearly as large as the effect of 

having a similarly effective teacher” (p. 13). The effectiveness of the leader depends on the 

culture they shape within the school (Khalifa, 2016). The school leader is the means of creating 

cultures that socialize effective teaching practices (Naiker et al., 2016).  

 In order to implement a new culture, leaders will need to know change management 

theory (Fullan et al., 2005). This is sufficiently crucial that Fullan et al. (2005) stated, “The 

presence of change knowledge does not guarantee success, but its absence ensures failure” (p. 
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54).  The process of change is difficult, and change management allows for a comprehensive 

approach to culture change (Fullan et al., 2005). One implication of the research is that creating 

and maintaining an effective school culture should be the highest priority for leaders (Eaker, 

2020). 

 In order to attempt change, leaders have the option of either reculturing or restructuring 

(Grissom et al., 2021). Restructuring refers to changing structures such as policies, procedures, 

and programs (Eaker, 2020). Leaders need to be adept at reculturing, or creating atmospheres 

conducive to effective practices (Nehez & Blossing, 2022). One implication for educational 

leaders is that they need to drive the change process (Dufour et al., 2008). Many change 

initiatives have failed due to the principal lacking the needed reculturing skills (Dufour et al.). 

Recommendations  

Collaboration 

 The first recommendation is that educational leaders need to focus on cultures of 

collaboration. Gruenert (2000) stated, “Collaborative cultures seem to be the best setting for 

student achievement” (p. 15). One of the reasons that collaboration is critical is that it allows 

teachers the opportunity to observe and share teaching practices (Liu et al., 2021). Teachers 

working and planning together allows for enhanced instructional practices. The research 

highlights this by stating that collaboration allows for data-sharing and complex problem-solving 

(Grissom et al., 2021). One of the powerful drives of collaboration is that it allows teachers to 

receive professional feedback and learn from each other in practice (Kraft & Papay, 2017). 

Collaboration is an element of change management theory and reinforces cultural change 

(Fullan, 2011). Working together powerfully impacts change; however, it is not just enough to 

have collaborative time. Collaboration has to be structured in such a way that teachers are 
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focusing on analyzing their professional practice in order to improve student results (Dufour et 

al., 2008). 

 One structure that emphasizes collaboration as an improvement tool is PLC, as noted by 

Dufour et al. (2008): “Professional learning communities offer an infrastructure to create the 

supportive cultures and conditions necessary for achieving significant gains in teaching and 

learning” (p. 16). Professional learning communities have much potential to impact educational 

cultures. However, Fullan (2006) argued against the use of PLC as a simple measure of 

restructuring. Simply initiating a PLC program without attending to change management theory 

will not bring about the desired results. Fullan (2006) cautioned that schools must use change 

knowledge when implementing PLC or any change initiative. 

 One of the main benefits of collaboration, however implemented, is that it works to 

remove isolation from the teaching practice. Muhammad (2009) reported that teachers are much 

more effective when they are not isolated. Teachers often work without the opportunity to watch 

other’s practice and have that practice evaluated by peers. Fullan (2007) refers to the need to 

remove isolation as de-privatization. Eaker (2020) reported that teachers need to be open to 

collaboration in order to be most effective. Collaboration combats ineffective teaching by 

compelling teachers to observe teaching practices and reflect on the quality of their instruction 

(Schmoker, 2006). 

Distributed Leadership 

 The second recommendation to come from the research is that leaders need to implement 

distributed leadership in order to impact cultural change. Grissom et al. (2021) reported “We 

have found that distributed leadership is indispensable in school change efforts” (p. 66). 

Distributed leadership acknowledges that no single person, including the leader, has the skills or 
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knowledge necessary to effect school change (Grissom et al., 2021). Collective leadership allows 

teachers to take on leadership roles and share in the decision-making process, which encourages 

cultural change (Grissom et al., 2021). This style of leadership is critical to change management, 

as it allows for many participants to be involved in the process. Waldron and McLeskey (2010) 

identified distributed leadership as being crucial to developing change. Distributed leadership is 

important because it leads to increased trust and motivation to engage in cultural change 

(Waldron & McLeskey, 2010). Trust and motivation can have powerful impacts on 

organizational culture and lead to increased student achievement (Waldron & McLeskey, 2010).  

 Fullan et al. (2005) identified collective leadership as one of the powerful drivers of 

change management when they stated, “Leadership, to be effective, must be spread throughout 

the organization” (p. 57). Utilizing change management to effect cultural change is dependent 

upon developing distributed leadership (Fullan et al., 2005). Change management takes a long-

term approach that acknowledges that development of leaders is key to the future of any 

organization. Fullan et al. (2005) claimed “The main mark of a school principal at the end of his 

or her tenure is not just that individual’s impact on student achievement, but rather how many 

leaders are left behind who can go even further” (p. 57). 

 Dufour et al. (2008) noted that principals are essential to change efforts when they stated, 

“No reform effort, however worth, survives a principal’s indifference or opposition” (p. 302). 

However, this does not mean that teachers cannot play a role in innovating distributed leadership. 

Dufour et al. (2008) encouraged any educator who is interested in school improvement to take 

responsibility for leadership. In fact, there is a deep need for educators to be leaders within a 

culture. Dufour et al. (2008) noted that many educators are quick to assign responsibility for 

change to others. Leadership is not just an official role that belongs to one or two people within a 
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school. Muhammad and Cruz (2019) argued that many educators falsely believe that leadership 

belongs to administration, calling for all to engage in leadership when they stated, “It is not 

exclusive to school and district administrators but for any adults, especially teachers, seeking to 

change adult behaviors to increase schools’ and districts’ productivity” (p. 117). 

Effective Professional Development 

 A final recommendation centers on the need for implementing PD that is effective. 

Grissom et al. (2021) reported that one way principals can change a school culture is through 

proper PD. Schools can fall into the trap of assuming that traditional PD will solve current 

problems. Fullan (2005) highlighted the detriments of ineffective professional development by 

stating, “The notion that external ideas alone will result in changes in the classroom and school is 

deeply flawed as a theory of action” (p. 58). Fullan (2005) continued to note that traditional 

forms of PD, including those that meet the highest standards of adult learning, are not powerful 

enough to change instruction or culture. What is needed is for teachers to learn by practicing new 

knowledge in their classrooms. Fullan (2005) called for teachers to learn in context when he 

stated, “The problem is that there is almost no opportunity for teachers to engage in continuous 

and sustained learning about their practice in the settings in which they actually work” (p. 58). 

Dufour et al. (2008) acknowledged that most organizations place an emphasis on training rather 

than doing, arguing that “the single most powerful strategy for eliminating the knowing-doing 

gap and developing deeper understanding is to learn by doing (p. 414). PD that is not 

immediately put into professional context will not have the desired impact. For this reason, Eaker 

(2020) called for effective PD to be embedded in classroom practice. 

 Fullan (2011) argued that the best manner of learning is by deliberative practice, as this 

experience engages and reshapes the brain. This type of learning is done in the context 
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collaborative context. Schmoker (2006) identified traditional PD with reinforcing the culture of 

isolation. When PD is presented without any implementation in team-based efforts, the result is 

to encourage teachers to continue in isolation (Schmoker, 2006). Learning in isolation does not 

allow for true evaluation of practice. Eaker (2020) identified teacher collaboration as an effective 

model of PD. Not all models of PD are based on the traditional delivery of knowledge, as some 

countries have eliminated traditional PD in favor of in-context learning (Schmoker, 2006). Forms 

of PD that are based on teachers in a team refining their lessons in collaborative practice have 

greater impact on student learning (Schmoker, 2006). 

 Fullan et al. (2005) claimed that “Successful change involves learning during 

implementation. One of the most powerful drivers of change involves learning from peers” (p. 

56). Learning with others reinforces instructional practices. This type of PD aligns with the 

implementation of PLC (Dufour et al., 2008). In a PLC model, teachers are responsible for their 

own learning and engage in collaborative collective inquiry (Dufour et al., 2008). This style of 

PD is dependent on leadership that provides a clear vision and commitment to improvement 

(Dufour et al., 2008).    

Conclusions  

 Bruce Cockburn, a Canadian songwriter and performer, wrote a song with the lyric, “The 

trouble with normal is it only gets worse” (Cockburn, 1983). While Cockburn was referencing 

social issues, the lyrics can also apply to the education world. Muhammad and Cruz (2019) 

claimed that if things remain as they are, fewer students will receive the education to be prepared 

for life. The implication is that schools and education systems need to improve to meet the needs 

of students better. This is not a new challenge, as over a hundred years ago, John Dewey called 

for reforms to the way education was conducted. Dewey called for educators to move from a 



LEADERSHIP FOR SCHOOL CULTURAL CHANGE 40 

traditional model of teaching to note that encourages teaching as an inquiry mindset (Dewey & 

Hinchey, 2018). Dewey’s call was based on the belief that all students can learn at high levels, a 

claim that is also at the heart of PLC (Dufour et al., 2008). 

 The trouble with change is that it is exceedingly difficult to implement (Nehez & 

Blossing, 2022). One of the reasons that change is hard to achieve has to do with the nature of 

culture (Gruenert & Whitaker, 2017). The culture of a school creates norms that dictate how 

teachers operate (Gruenert, 2000). Cultural change is needed because focusing on individuals 

does little to improve student outcomes (Johnson, 2020). What is needed is a change in culture to 

ensure that the culture supports effective teaching practices. 

 In order to impact cultural change, leaders need to become more focused on changing 

cultures, which can be achieved through implementing change management principles (Fullan et 

al., 2005). Leaders have the choice of restricting schools by mandating programs or attempting to 

re-culture a school (Eaker, 2020). Re-culturing a school will involve change management 

practices such as collaboration and distributed leadership (Eaker, 2020). Collaboration is a 

powerful change management principle that allows teachers to learn in context (Fullan, 2011). 

Learning in context allows teachers to evaluate their practices and improve their instructional 

abilities, thus impacting student outcomes (Eaker, 2020). One powerful model for creating 

cultural change in the area of collaboration is in the implementation of PLC (Eaker, 2020).  

 Students deserve the best education that educators can deliver. This is even more crucial 

for students who come to our institutions from disadvantaged situations (Muhammad, 2009). In 

order to create equity for all students, schools need cultures that promote the most effective 

teaching practices. This will require leaders who are able to effect cultural change to impact 

student achievement (Khalifa et al., 2016). The key to cultural change is effective leadership or, 
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as Muhammad and Cruz (2019) stated, “How leaders decide to act and interact with others will 

ultimately determine whether their organizations continuously improve or fail” (p. 126). 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



LEADERSHIP FOR SCHOOL CULTURAL CHANGE 42 

References 

Alberta Education. (2020, October 1). Teacher quality standard. Alberta Education. Retrieved  

from: https://open.alberta.ca/dataset/14d92858-fec0-449b-a9ad-

52c05000b4de/resource/afc2aa25-ea83-4d23-a105-d1d45af9ffad/download/edc-teaching-

quality-standard-english-2020.pdf 

Alberta Education. (2020, October 1). Leadership quality standard. Alberta Education. Retrieved  

from: https://open.alberta.ca/publications/leadership-quality-standard-2020 

Bennett, B. & Rolheiser, C. (2001). Beyond Monet: The artful science of instructional 

 integration. Bookation, Inc. 

Brown, C., & Militello, M. (2016). Principal’s perceptions of effective professional development 

 in schools. Journal of Educational Administration, 54(6), 703-726. 

 https://doi.org/10.1108/JEA-09-2014-0109 

Cockburn, B. (1983). The trouble with normal [Song]. On The trouble with normal. True North. 

Crow, T. (2012). Q&A with Anthony Muhammad: Leadership through learning. Journal of Staff 

Development, 33(6), 16-18. https://www.proquest.come/scholarly-journals/q-with-

anthony-muhammad-leadership-through/docview/1328488823/se-2 

Dewey, J., & Hinchey, P. (2018). Democracy and education: An introduction to the philosophy 

 of education. Myers Education Press. 

Dufour, R., Dufour, R., & Eaker, R. (2008). Revisiting professional learning communities at 

 work. Solution Tree. 

Eaker, R. E. (2020). Professional learning communities at work and high reliability schools: 

Cultures of continuous learning (R. E. Eaker, Ed.). Solution Tree Press. 

Eaker, R. E. (2020). A summing up: Teaching and learning in effective schools and PLCs at 

https://open.alberta.ca/dataset/14d92858-fec0-449b-a9ad-52c05000b4de/resource/afc2aa25-ea83-4d23-a105-d1d45af9ffad/download/edc-teaching-quality-standard-english-2020.pdf
https://open.alberta.ca/dataset/14d92858-fec0-449b-a9ad-52c05000b4de/resource/afc2aa25-ea83-4d23-a105-d1d45af9ffad/download/edc-teaching-quality-standard-english-2020.pdf
https://open.alberta.ca/dataset/14d92858-fec0-449b-a9ad-52c05000b4de/resource/afc2aa25-ea83-4d23-a105-d1d45af9ffad/download/edc-teaching-quality-standard-english-2020.pdf
https://open.alberta.ca/publications/leadership-quality-standard-2020
https://doi.org/10.1108/JEA-09-2014-0109
https://www.proquest.come/scholarly-journals/q-with-anthony-muhammad-leadership-through/docview/1328488823/se-2
https://www.proquest.come/scholarly-journals/q-with-anthony-muhammad-leadership-through/docview/1328488823/se-2


LEADERSHIP FOR SCHOOL CULTURAL CHANGE 43 

 work. Solution Tree Press 

Fiore, D. (2000). Positive school cultures: The importance of visible leaders. Contemporary 

Education, 71(2), 11. https://www.proquest.com/scholarly-journals/positive-school-

cultures-importance-visible/docview/233032214/se-2 

Fullan, M. (2000). The three stories of education reform. Phi Delta Kappan, 81(8), 581-584.  

https://www.proquest.com/scholarly-journals/three-stories-education-

reform/docview/218532637/se-2 

Fullan, M. (2002). The change leader. Educational Leadership. 59(8).  

https://web.p.ebscohost.com/ehost/pdfviewer/pdfviewer?vid=0&sid=d020706b-6bd8-

4ec6-841c-53cc87d46087%40redis 

Fullan, M., Cuttress, C., & Kilcher, A. (2005). 8 forces for leaders of change. Journal 

of Staff Development, 26(4), 54-58, 64. https://www.proquest.com/scholarly-journals/8-

forces-leaders-change/docview/211518218/se-2 

Fullan, M. (2006). Change Theory: A force for school improvement. Centre for Strategic 

 Education.http://michaelfullan.ca/wp-content/uploads/2016/06/13396072630.pdf 

Fullan, M. (2007). Change the terms for teacher learning. Journal of Staff Development, 28(3), 

35-36, 71. https://www.proquest.com/scholarly-journals/change-terms-teacher-

learning/docview/211509055/se-2 

Fullan, M. (2015). Leadership from the middle: A system strategy. Education Canada, 55(4).  

Fullan, M. (2011). Change Leader: Learning to do what matters most. Jossey-Bass. 

Grissom, J., Egalite, A., & Lindsay, C. (2021). How principals affect students and schools: A 

systematic synthesis of two decades of research. The Wallace Foundation. 

http://www.wallacefoundation.org/principalsynthesis. 

https://www.proquest.com/scholarly-journals/positive-school-cultures-importance-visible/docview/233032214/se-2
https://www.proquest.com/scholarly-journals/positive-school-cultures-importance-visible/docview/233032214/se-2
https://www.proquest.com/scholarly-journals/three-stories-education-reform/docview/218532637/se-2
https://www.proquest.com/scholarly-journals/three-stories-education-reform/docview/218532637/se-2
https://web.p.ebscohost.com/ehost/pdfviewer/pdfviewer?vid=0&sid=d020706b-6bd8-4ec6-841c-53cc87d46087%40redis
https://web.p.ebscohost.com/ehost/pdfviewer/pdfviewer?vid=0&sid=d020706b-6bd8-4ec6-841c-53cc87d46087%40redis
https://www.proquest.com/scholarly-journals/8-forces-leaders-change/docview/211518218/se-2
https://www.proquest.com/scholarly-journals/8-forces-leaders-change/docview/211518218/se-2
http://michaelfullan.ca/wp-content/uploads/2016/06/13396072630.pdf
https://www.proquest.com/scholarly-journals/change-terms-teacher-learning/docview/211509055/se-2
https://www.proquest.com/scholarly-journals/change-terms-teacher-learning/docview/211509055/se-2
http://www.wallacefoundation.org/principalsynthesis


LEADERSHIP FOR SCHOOL CULTURAL CHANGE 44 

Gruenert, S. (2000). Shaping a new school culture. Contemporary Education, 71(2), 14.  

https://www.proquest.com/scholarly-journals/shaping-new-school-

culture/docview/2333042768/se-2 

Gruenert, S. (2005). Correlations of collaborative school cultures with student achievement.  

National Association of Secondary School Principals. NASSP Bulletin, 89(645), 43-55. 

https://www.proquest.com/scholarly-journals/correlations-collaborative-school-cultures-

with/docview/216015928/se-2 

Gruenert, S., & Whitaker, T. (2017). School culture recharged. Association for Supervision and  

 Curriculum Development. 

Gruenert, S., & Whitaker, T. (2019). Committing to the culture: How leaders can create and 

 sustain positive schools. ASCD. 

Hargreaves, A., & Dennis, S. (2020). Leading from the middle: Its nature, origins and  

importance. Journal of Professional Capital and Community, 5(1), 92-114. 

https://doi.org/10.1108/JPCC-06-2019-0013 

Hargreaves, A., & O’Connor, M. (2018). Solidarity with solidity: The case for collaborative  

professionalism. Phi Delta Kappan 100(1), 20-24. 

https://doi.org/10.1177/0031721718797116 

Johnson, S. (2012). Having it both ways: Building the capacity of individual teachers and their 

schools. Harvard Educational Review, 82(1), 107-122. 

https://www.proquest.com/scholarly-journals/having-both-ways-building-capacity-

individual/docview/963358756/se-2 

Khalifa, M., Gooden, M., & Davis, J. (2016). Culturally responsive school leadership: A  

https://www.proquest.com/scholarly-journals/shaping-new-school-culture/docview/2333042768/se-2
https://www.proquest.com/scholarly-journals/shaping-new-school-culture/docview/2333042768/se-2
https://www.proquest.com/scholarly-journals/correlations-collaborative-school-cultures-with/docview/216015928/se-2
https://www.proquest.com/scholarly-journals/correlations-collaborative-school-cultures-with/docview/216015928/se-2
https://doi.org/10.1177/0031721718797116
https://www.proquest.com/scholarly-journals/having-both-ways-building-capacity-individual/docview/963358756/se-2
https://www.proquest.com/scholarly-journals/having-both-ways-building-capacity-individual/docview/963358756/se-2


LEADERSHIP FOR SCHOOL CULTURAL CHANGE 45 

synthesis of the literature. Review of Educational Research, 86(4), 1272-1311. 

https://doi.org/10/3102/0034654316630383 

Kraft, M., & Papay, J. (2014). Can professional environments in schools promote teacher  

development? Explaining heterogeneity in returns to teaching experience. Educational 

Evaluation and Policy Analysis, 36(4), 476-500. 

https://doi.org/10.3102/0162373713519496 

Levin, B., & Fullan, M. (2008). Learning about system renewal. Educational Management 

Administration & Leadership, 36(2), 289–303. 

https://doi.org/10.1177/1741143207087778 

Liu, Y., Bellibaş, M., & Gümüş, S. (2021). The effect of instructional leadership and distributed 

leadership on teacher self-efficacy and job satisfaction: Mediating roles of supportive 

school culture and teacher collaboration. Educational Management Administration & 

Leadership, 49(3), 430–453. https://doi.org/10.1177/1741143220910438 

Marzano, R., Zaffron, S., Zraik, L., & Robbins, S. (1995). A new paradigm for educational  

change. Education, 116(2). 

https://web.s.ebscohost.com/ehost/pdfviewer/pdfviewer?vid=0&sid=d0e16b5a-87cc-

4e4b-a84d-4063d88e27f0%40redis 

Muhammad, A. (2009). Transforming school culture. Solution Tree Press. 

Muhammad, A., & Cruz, L. (2019). Time for Change. Solution Tree Press. 

Naicker, I., Grant, C., & Pillay, S. (2016). Schools performing against the odds: Enablements 

and constraints to school leadership practice. South African Journal of Education. 36(4), 

132-142. https://doi.org/10.15700/saje.v36n4a1321 

Nehez, J., & Blossing, U. (2022). Practices in different school cultures and principals' 

https://doi.org/10/3102/0034654316630383
https://doi.org/10.3102/0162373713519496
https://doi.org/10.1177/1741143207087778
https://doi.org/10.1177/1741143220910438
https://web.s.ebscohost.com/ehost/pdfviewer/pdfviewer?vid=0&sid=d0e16b5a-87cc-4e4b-a84d-4063d88e27f0%40redis
https://web.s.ebscohost.com/ehost/pdfviewer/pdfviewer?vid=0&sid=d0e16b5a-87cc-4e4b-a84d-4063d88e27f0%40redis
https://doi.org/10.15700/saje.v36n4a1321


LEADERSHIP FOR SCHOOL CULTURAL CHANGE 46 

improvement work. International Journal of Leadership in Education, 25(2), 310-330. 

https://doi.org/10.1080/13603124.2020.1759828 

Papay, J., & Kraft, M. (2017. Teaching in context: How social aspects of school and school  

 systems shape teachers’ development and effectiveness. Harvard Education Press. 

Reeves, D. (2020). The learning leader: How to focus school improvement for better results  

 (2nd Ed.). Association for Supervision and Curriculum Development. 

Schmoker, M. (2006). Results now: How we can achieve unprecedented improvements in  

 teaching and learning. Association for Supervision and Curriculum Development. 

Schmoker, M. (2018). Focus: Elevating the essentials to radically improve student learning  

 (2nd Ed.). Association for Supervision and Curriculum Development. 

Shannon, S, & Bylsma, P. (2007). The nine characteristics of high performing schools: A 

research-based resource for schools and districts to assist with improving student 

learning (2nd Ed.). Washington Office of Superintendent of Public Instruction. 

https://www.researchgate.net/publication/234614436_Nine_Characteristics_of_High-

Performing_Schools_A_Research-

Based_Resource_for_Schools_and_Districts_to_Assist_with_Improving_Student_Learni

ng_Second_Edition 

Stobierski, T. (2020, January 21). Organizational change management: What it is and why it’s 

important. Harvard Business School. https://online.hbs.edu/blog/post/organizational-

change-management 

Stronge, J., Ward, T., Tucker, P., & Hindman, J. (2007). What is the relationship between  

teacher quality and student achievement? An exploratory study. Journal of Personnel 

Evaluation in Education, 20(3-4), 165-184. https://doi.org/10.1007/s11092-008-9053-z 

https://doi.org/10.1080/13603124.2020.1759828
https://www.researchgate.net/publication/234614436_Nine_Characteristics_of_High-Performing_Schools_A_Research-Based_Resource_for_Schools_and_Districts_to_Assist_with_Improving_Student_Learning_Second_Edition
https://www.researchgate.net/publication/234614436_Nine_Characteristics_of_High-Performing_Schools_A_Research-Based_Resource_for_Schools_and_Districts_to_Assist_with_Improving_Student_Learning_Second_Edition
https://www.researchgate.net/publication/234614436_Nine_Characteristics_of_High-Performing_Schools_A_Research-Based_Resource_for_Schools_and_Districts_to_Assist_with_Improving_Student_Learning_Second_Edition
https://www.researchgate.net/publication/234614436_Nine_Characteristics_of_High-Performing_Schools_A_Research-Based_Resource_for_Schools_and_Districts_to_Assist_with_Improving_Student_Learning_Second_Edition
https://online.hbs.edu/blog/post/organizational-change-management
https://online.hbs.edu/blog/post/organizational-change-management
https://doi.org/10.1007/s11092-008-9053-z


LEADERSHIP FOR SCHOOL CULTURAL CHANGE 47 

Waldron, N., & McLeskey, J. (2010). Establishing a collaborative school culture through  

 comprehensive school reform. Journal of Educational and Psychological Consultation.,  

 20(1), 58–74. https://doi.org/10.1080/10474410903535364 

Walls, R., Nardi, A., von Minden, A., & Hoffman, N. (2002). The characteristics of effective and 

ineffective teachers. Teacher Education Quarterly, 29(1), 39. 

https://www.proquest.com/scholarly-journals/characteristics-effective-ineffective-

teachers/docview/222853667/se-2 

Waters, T., Marzano, R. & McNulty, B. (2004). Leadership that sparks learning. Educational 

Leadership, 61(7). 

https://www.researchgate.net/pulications/234562070_Leadership_That_Sparks_Learning 

Whitaker, T. (2019). It’s always leadership. Australian Educational Leader, 41(4), 14-16. 

 https://doi.org/10.3316/ielapa.989155616563730 

Whitaker, T. (1995). Accomplishing change in schools: The importance of informal teacher 

leaders. The Clearing House, 68(6), 356-357. 

https://doi.org/10.1080/00098655.1995.9957270 

Zahed-Babelan, A., Koulaei, G., Moeinikia, M., & Sharif, A. R. (2019). Instructional leadership 

effects on teachers' work engagement: Roles of school culture, empowerment, and job 

characteristics. CEPS Journal: Center for Educational Policy Studies Journal, 9(3), 137-

156. https://doi.org/10.26529/cepsj.181 

Zayac, R., Poole, B., Gray, C., Sargent, M., Paulk, A., & Haynes, E. (2021). No disrespect: 

Student and faculty perceptions of the qualities of ineffective teachers. Teaching of 

Psychology, 48(1). 44-62. https://doi.org/10.1177/0098628320959978   

 

https://doi.org/10.1080/10474410903535364
https://www.proquest.com/scholarly-journals/characteristics-effective-ineffective-teachers/docview/222853667/se-2
https://www.proquest.com/scholarly-journals/characteristics-effective-ineffective-teachers/docview/222853667/se-2
https://www.researchgate.net/pulications/234562070_Leadership_That_Sparks_Learning
https://doi.org/10.3316/ielapa.989155616563730
https://doi.org/10.26529/cepsj.181
https://doi.org/10.1177/0098628320959978


LEADERSHIP FOR SCHOOL CULTURAL CHANGE 48 

 


	Acknowledgements
	Abstract
	Table of Contents
	Chapter 1: Introduction
	Introduction
	Background
	Statement of the Issue/Problem
	Purpose of the Study
	Research Questions
	Significance of the Study
	Scope of the Study
	Outline of the Remainder of the Paper

	Chapter 2: Literature Review
	Introduction
	Definitions of Terms
	Literature Review
	Background
	Description of School Culture
	Effect of Teachers

	Need for Cultural Change
	Change Management Applied to School Culture.
	Leadership.
	Vision
	Resolute Leaders
	Relationships
	Collaboration
	Distributed Leadership

	Strategies to Achieving Cultural Change
	Professional Development
	Being Intentional
	Positive Pressure

	Summary

	Chapter 3: Summary, Recommendations and Conclusions
	Summary of Findings
	Implications
	Students
	Teachers
	Leaders

	Recommendations
	Collaboration
	Distributed Leadership
	Effective Professional Development

	Conclusions

	References

