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 Appendix G   Sample Case 

 The following relatively minor case is presented to show how the previous 
analysis questions can be used to fi nd problems in leadership skill and make 
recommendations for professional development and school improvement. 

 “What Not to Wear” 
 Ted Smith was in his fi rst year teaching 8th grade at Southwest Middle 
School. He had six years of previous teaching experience at another school 
with very good evaluations. He was popular with the students, but had little 
interaction with other teachers. He set high expectations and his students 
scored higher than the district average on various normed and criteria-ref-
erenced tests. He appeared to enjoy teaching at Southwest and never voiced 
complaints. 

 In January, four other 8th-grade teachers came to the principal’s offi ce 
with concerns about Mr. Smith’s dress. The principal, Mrs. White, was sur-
prised to see the teachers so upset and frustrated with the situation. They 
reported that they had observed Mr. Smith coming to school most days 
with jeans, T-shirts, and tennis shoes. They felt this was against policy that 
required “appropriate and professional dress.” They wanted to know why 
the principal had allowed this to continue. 

 Mrs. White said that she knew Mr. Smith did not dress as nicely as most 
others, but that he had appeared to dress neatly and had never received any 
complaints before. The teachers remarked that they had heard complaints 
from many others and that his dress was unprofessional and embarrassing. 
They felt he was a poor model for the students and should not be given a 
new contract unless his dress met the policy. One of the teachers reminded 
the principal that she had made many comments about following policy dur-
ing the year, but did not understand how Mr. Smith got away with not fol-
lowing policy. Mrs. White said she would meet with Mr. Smith at the end of 
the day to discuss the matter. 

 Before reviewing the analysis on the following pages, what would you do? 
 It should be noted that in giving this case to experienced administrators, 

many simply said to call in Mr. Smith and inform him that his dress must 
improve and meet written policy – case closed, on to the next one. Keep in 
mind that although this case appears to be more of a management issue than 
a leadership or instructional issue, if problems are found in decisions, com-
munication, groups working together, culture, etc., these are all necessary 
skills for increasing learning and, therefore, must be addressed. 
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 Consider whether the following analysis provides better information 
and leads to more appropriate actions than your initial reaction. The fol-
lowing analysis used the questions from each of skill areas provided in this 
section. Many of the areas of analysis overlap with others. For example, 
improper style, decision-making, or communication can cause confl ict and/
or decrease motivation – each area affects other areas. Thus, there is overlap 
in defi ning the problem and considering actions to take. The leader must 
summarize and prioritize data collected from the analysis and then plan 
appropriate action. 

 Trust 
  Aspects of the Problem Found 

 Little trust by the other teachers that the principal would take action 
 No evidence of trusting relationships among 8th-grade teachers  

  Actions to Be Taken 

 Follow through on the promise to meet with Mr. Smith and correct the 
problem 

 Ensure that all faculty understand the defi nition of professional dress 
and the role the principal will play if policy is not met 

 Set up meetings with the 8th-grade teachers for sharing of idea, con-
cerns, and goals. Allow teachers the opportunity of better know one 
another  

 Vision 
  Aspects of the Problem Found 

 No clear, shared vision on how the staff should dress 
 No shared understanding of the defi nition of “appropriate and 

professional” 
 Currently no plans to address professional dress 
 A sense of distrust by some teachers whether the principal enforces 

policy uniformly  

  Actions to Be Taken 

 Choose a participatory or collaborative strategy to gather information 
for consensus on appropriate and professional dress 

 Include an interpretation of the defi nition of appropriate dress in the 
Teacher Handbook 

 Meet with or survey staff for other concerns in policy that the principal 
should address 

 Follow up with the teachers to develop a higher degree of trust  
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 Decision-Making 
  Aspects of the Problem Found 

 No clear knowledge on the extent of the problem. Are other teachers 
concerned? Are there others besides Mr. Smith that are not meeting 
policy? 

 No information on how this affects learning 
 No generation of alternatives to deal with Mr. Smith 
 What decision model should be used? 
 How many should be involved?  

  Actions to Be Taken 

 Meet with members of diverse formal and informal groups to ascertain 
the extent and magnitude of the problem 

 Since staff has a high level of interest and expertise on dress and buy-in 
is needed, seek a consensus through collaboration 

 Since this affects all staff, include all staff in the collaboration 
 Provide adequate time for staff to reach consensus 
 Give students a voice in the effects on the culture of the school and their 

learning  

 Communication 
  Aspects of the Problem Found 

 The policy lacks needed detail and/or the leader has not clarifi ed the 
policy 

 The concern has bothered staff for many months and was not voiced 
before – Why? 

 What other concerns are present and not reported to the principal? 
 Lack of agreement/understanding of the policy between the principal 

and staff  

  Actions to Be Taken 

 Ensure adequate detail is provided with the policy 
 Communicate both orally and in writing the expectations for staff dress 
 Take steps to inform staff of your desire and expectation to receive 

concerns 
 Provide various avenues for soliciting concerns, e.g., meet with depart-

ments on a regular basis, take time to visit with staff and students 
before and after school, and promote an open-door policy 

 Assess the level of communication between yourself and staff and seek 
a better network  
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 Conflict 
  Aspects of the Problem Found 

 A misunderstanding of the role of the principal and teachers in address-
ing an issue policy 

 No clear expectation on how teachers should voice concerns 
 The teachers view the issue as embarrassing, not an opportunity for 

improvement 
 No steps taken to resolve confl ict between teachers  

  Actions to Be Taken 

 Clarify and communicate the role of the principal and teacher in issues 
of policy 

 Elaborate to staff your desire to hear concerns and address concerns for 
improvements to the school and each of its members 

 Provide staff development for confl ict resolution at the personal and 
department level 

 Gather as many alternatives as possible before making a decision 
 Model confl ict resolution for staff  

 Motivation 
  Aspects of the Problem Found 

 The needs of the 8th-grade teachers are not being met 
 Mr. Smith’s needs are not in line with the organizational needs 
 Mr. Smith does not appear to belong to any groups of faculty 
 Consider a mentor or buddy system for new teachers  

  Actions to Be Taken 

 Use the satisfi cing model and seek consensus to ensure needs are met 
and aligned with the organizations needs and expectations 

 Plan for all staff to be part of formal or informal groups  

 Group Processes 
  Aspects of the Problem Found 

 Is Mr. Smith in an informal group? If not, why? 
 Does Mr. Smith participate in the formal 8th-grade group? If not, why? 
 Does the 8th-grade faculty have professionalism as one of its goals? 
 The 8th-grade teachers have not developed trust and openness to dis-

cuss concerns 
 How often does the 8th-grade faculty meet? Are their meetings run 

effectively? 
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 Have the 8th-grade teachers been trained in leading and being a mem-
ber of a group?  

  Actions to Be Taken 

 Meet with Mr. Smith and discuss communication and collaboration 
with other 8th-grade teachers and staff 

 Provide training for the grade-level or department chair on leading 
meetings 

 Provide training for others to be effective group members and develop 
mutual trust  

 Leadership Style 
  Aspects of the Problem Found 

 Teachers are asking the principal to use a directive style with an expe-
rienced teacher  

  Actions to Be Taken 

 Begin with using a coaching or democratic leadership style with 
Mr. Smith and ascertain whether this is successful. If not, you may 
need to use directive until a more positive relationship is built. 

 Strive for additional referent (shared beliefs, values) power and/or 
expert power in communications, decisions, and group processes  

 Power 
  Aspects of the Problem Found 

 Teachers display a very little degree of power in resolving the issue 
with Mr. Smith  

  Actions to Be Taken 

 Meet with the 8th-grade teachers and reach consensus on expectations 
and the power to confront each other in grade-level meetings.  

 Culture/Climate 
  Aspects of the Problem Found 

 Lack of a culture of open communications 
 Lack a culture of professionalism in dress 
 At present, no time or resources given to this issue 
 Climate of frustration and ill feeling among some 8th-grade teachers 
 No assessments on climate are available or scheduled  
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  Actions to Be Taken 

 Meet with faculty and communicate the desire and necessity for open 
communication. 

 Meet and fi nd consensus on professional dress 
 Take extra time and effort in meeting the needs of the concerned 8th-

grade teachers 
 Plan periodic assessments of school climate and take measures to 

address any concerns  

 Change 
 Aspects of the Problem Found  

 

 

 Actions to Be Taken 

 

 

  No major change efforts planned  

 Evaluation 
  Aspects of the Problem Found 

 Adequate information on dress is not part of hiring or induction practices 
 Periodic assessments of climate, concerns, and needs not used  

  Actions to Be Taken 

 Review hiring information and ensure issues of professional dress are 
included 

 Develop and use assessments at the beginning, middle, and end of the 
year to include measurements on climate, communication, and any 
others issues deemed important to staff and students  

 As a manger, one might simply decide to tell Mr. Smith to dress accord-
ing to policy. As an instructional leader, however, one is very concerned with 
developing Mr. Smith since he appears to be an effective teacher. The leader 
would also be concerned with having the 8th-grade teachers work more effec-
tively together – a skill needed to improve instruction and increase learning. 
The leader would also focus on increasing his/her skill in any of the other 
areas that surface as needing improvement. Keeping the focus on changes to 
increase learning, improve the overall school, and develop self and others is 
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one difference between mangers and leaders. Your internship should focus on 
leading, not managing. Develop your skills and keep the proper focus. 

 Interns are expected to assess, monitor, and utilize ongoing refl ection and 
evaluation of their skill development. Although skill development is essen-
tial for success in school leadership, refl ection is also imperative for knowl-
edge, disposition, and the ethical beliefs that guide actions. Skill without 
knowledge, appropriate disposition, or ethical belief will do little to develop 
others and meet the learning and developmental needs of the students.    
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