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Abstract 

There are few studies that examine the area of collaborative leadership through 

the viewpoints of counselors, assistant principals, and campus principals as members of 

the high school campus leadership team.  These relationships have become increasingly 

important with the influence of state testing accountability and the pressures to improve 

student achievement.  Through a distributive leadership lens, the perceptions of the 

relationships among the campus principal, assistant principals, and counselors were 

examined to better understand how each of these individuals contributed to the campus 

leadership team.  This qualitative single case study of the leadership team at a large 

comprehensive high school in Texas provided necessary research on organizational 

relationships at the high school level that could be strengthened to significantly improve 

student outcomes.  Two focus groups interviews and an individual interview were 

conducted to obtain the data needed to adequately explore the nature of the relationships.  

Key findings of this study have indicated that successful relationships among high school 

counselors, assistant principals, and campus principals must involve focused 

collaboration, knowledge of roles and responsibilities, communication, shared vision, 

mutual respect, and the distributed leadership mindset.  The perceptions of the principal, 

assistant principals, and the counselors shape the role of the counselor on the leadership 

team and influence the collaboration among these professionals.   
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Chapter 1  
Introduction 

School counselors and principals are significant change agents in schools today 

and they each perform pivotal roles that influence student achievement.  The relationship 

between professional school counselors and campus principals has become increasingly 

important with the influence of state testing accountability and the pressures to improve 

student achievement (Miltello & Janson, 2007; Janson, Stone, & Clark, 2009).  However, 

many school leaders are recognizing that despite the increasing emphasis on standardized 

test scores, students cannot receive a truly comprehensive education if the social and 

emotional aspects of school life are not considered (Cohen, Shapiro, & Fisher, 2006).  

Educators, such as school counselors, have the opportunity to explore different 

approaches to enhancing academic achievement by using their skills and training to 

improve school and classroom climate (Brown & Trusty, 2005).  Research suggests that 

by using school climate as a framework, counselors can build a bridge between the 

educational and mental health needs of students and work more collaboratively with 

principals on the high school campus leadership team to help make a positive impact on 

the overall success of the school (Kaplan, 1994; Cohen & Hamilton, 2009).    

The American School Counselor Association (2003), in its executive summary, 

designates that school counselors are specifically trained in childhood and adolescent 

development, and they have the ability to take a leadership role in affecting systemic 

change within schools.  Dufour and Marzano (2011) argue that anyone stepping into the 

world of education “has both an opportunity and obligation to be a leader” (p. 1).  

Principals and counselors have different responsibilities and roles on the campus 
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leadership team; however, if these relationships could be strengthened, it could lead to 

more holistic educational outcomes for students.  Successful relationships between school 

counselors and principals must involve focused collaboration, knowledge of roles and 

responsibilities, ongoing crucial conversations, emphasis on specific outcomes, and 

distributed leadership.  If these relationships were bolstered, the result would be a more 

effective delivery of services and a greater likelihood that the school’s improvement 

goals would be achieved (Dahir, Burnham, Stone, & Cobb, 2010; Dahir & Stone, 2011; 

Janson & Militello, 2009). 

The role of the school counselor has evolved since the beginning of the profession 

in the early 1900s, and the role of the principal has expanded since the 1940s (Amatea & 

Clark, 2005).  The perceptions of principals and counselors can impact the level of 

collaboration among professionals on a campus leadership team.  Research indicates that 

a successful working alliance comes from an understanding of each of these roles 

(Dollarhide, Smith, & Lemberger, 2007).  Both principals and counselors are present to 

help students achieve success, but the means by which this is accomplished will look 

differently because of the educational paradigms from which they operate (Shoffner & 

Williamson, 2000).   

Furthermore, leadership models, such as distributed leadership and situational 

leadership, have emerged due to the growing demands placed on campus principals. It 

has become necessary to include other leaders on campus such as assistant principals and 

counselors to accomplish the mission of the school and district (Glanz, 1994; Goethe, 

2010).  Both principals and counselors have unique skill sets that contribute to the 

effectiveness of the campus leadership team and impact overall student success despite 
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being trained in different educational models (Shoffner & Williamson, 2000).  Riddile 

(2009) states: 

 A close working relationship between the principal and the counselor ensures that 

there is alignment between the stated desires for student academic success and 

actual practice.  Working as a team, counselors and principals can ensure that the 

school is responsive to student, parent, and teacher needs and that the school has 

the capacity to link students’ current academic preparation to their future goals. 

(p.7) 

Background of the Problem 

A shared vision among school campus leaders and the commitment to achieve 

that vision by working together as a team can be a powerful force on a school campus.  In 

the American School Counselor Association (ASCA) National Model: A Framework for 

School Counseling (2003), guidelines are presented for a comprehensive school guidance 

and counseling program.  The model requires counselors to address not only the 

social/emotional, career, and academic needs of students, but it also specifically 

addresses the need for counselors to assume a more collaborative leadership role on 

campus.  Although ASCA is a professional organization which endeavors to shape the 

role of the counselor on the national level, research indicates that the campus principal 

often determines the role of the counselor on a local level (Pérusse, Goodnough, & 

Donegan, 2004).  Principals’ perceptions and level of support regarding the school 

guidance program can have a distinct impact on the professional identity of the school 

counselor as well as the effect that counselors can have on student achievement (Amatea 

& Clark, 2005).   
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In 2009, the College Board, the American School Counseling Association, and the 

National Association of Secondary School Principals collaborated to study how an 

effective principal – counselor relationship can lead to success for all students on campus.  

The survey included results pertaining to the following areas:   

1. Most important elements and biggest barriers to a successful principal-counselor 

relationship 

2. Perceptions of respondents’ own principal-counselor relationship 

3. Views on counselors’ activities and improving student outcomes 

4. Biggest challenges for student equity 

5. Roles of the principal and counselor in education reform efforts 

The major findings of the study revealed that communication, mutual respect, and 

understanding were most mentioned by both principals and counselors as being 

important.  Principals and counselors also agreed that the most significant task for 

counselors is to promote student personal growth and social development.  The study also 

determined that the collaborative efforts of principal – counselor teams yield far better 

results for students than if they each try to work independently (The College Board’s 

National Office of Counselor Advocacy, American School Counselor Association, & 

National Association of Secondary School Principals, 2009).   

Statement of the Problem 

A substantial amount of research indicates that the perceptions of the principals 

can influence the roles and responsibilities of school counselors (Jansen, 2009).  In a 

2010 study of the counselors and principals in Chicago Public Schools, Lapan and 

Harrington asserted that the task of improving schools and increasing student 



5 

 

achievement requires full collaboration of school leaders.  Lapan and Harrington (2010) 

stated: 

A strong working relationship between principals and school counselors has been 

identified as one of the essential elements needed for the successful 

transformation of the school counseling profession.  Unfortunately, principals and 

counselors frequently disagree on what roles and responsibilities counselors 

should carry out.  Often overburdened with their own difficult work demands, 

principals may assign counselors clerical and administrative tasks that need to be 

done in the building.  In taking counselors’ time away from the professional 

duties they were trained to perform, principals strongly shape the role of the 

counselors in their schools. (p.71-72) 

 Lapan and Harrington’s (2010) study explored the relationships and perceptions 

of principals and counselors and determined that principals’ perceptions influence the 

roles and responsibilities of the counselors on campus.  The study examined the factors 

that may inhibit or facilitate collaboration among these professionals and their role 

definition as members of the campus leadership team.  The view of the building principal 

on a campus can have a considerable effect on the degree to which the counselors and the 

assistant principals collaborate and communicate as members of the leadership team.  

Many educators view the roles of the assistant principal and counselor as independent of 

each other with limited interaction; however, equipped with the knowledge and 

understanding of each of their roles, the assistant principals and counselors could aim to 

have a more constructive and meaningful relationship that could potentially have an 
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impact on school improvement, school climate, the effectiveness of the campus 

leadership team, and overall student achievement.   

Purpose of the Study 

The purpose of this study was to examine the area of collaborative leadership 

through the viewpoints of the counselors, assistant principals, and the campus principal to 

better understand how each of these individuals contributes to the high school leadership 

team.  It provided insight into the perceptions these individuals have regarding their roles 

on the leadership team and the means by which they communicate and collaborate on a 

daily basis.  This study also aimed to examine the effect of leadership style of the campus 

principal on the role of role of the counselor as well as the level of collaboration between 

counselors and assistant principals on the leadership team.  It provided much needed 

research on an organizational relationship at the high school level that has been 

overlooked and could be improved to greatly increase student achievement.  Counselor 

leadership, the principalship, and the perceptions of campus principals and counselors are 

important aspects of education that have been explored; however, there are very few 

studies that have examined the area of collaborative leadership through the perspectives 

of counselors, assistant principals, and the campus principal as members of the high 

school campus leadership team.  Assistant principals and counselors in particular tend to 

have most of the interaction on the leadership team because the building principal 

delegates many of the daily responsibilities to the assistant principals.  If this specific 

partnership could be strengthened it could have a positive impact on school climate, the 

effectiveness of the leadership team, and the overall success of the school.  Leuwerke 

(2009) recommended that further inquiry is needed to closely examine the relationships 
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between counselors and principals and stated, “qualitative investigation of the practices 

and communication patterns among outstanding professional school counselors and 

principals may provide insight into the characteristics and behaviors that foster a strong 

working relationship” (p. 267). 

The findings of this research could be utilized to improve the level of 

collaboration among these professionals on the campus leadership team, to develop 

counselors as significant members of the campus leadership team, and to improve district 

professional development and university training programs in educational leadership and 

counselor education.  The results of study have contributed to the body of knowledge that 

will inform future principals of how their perceptions and knowledge of a comprehensive 

guidance program may influence the collaboration between counselors and assistant 

principals on the leadership team.  The findings will also help principals identify potential 

areas that may need to be addressed in building an effective campus leadership team and  

facilitate their understanding of the how the effectiveness of the leadership team 

contributes to a healthy school climate.   

Research Questions 

Through qualitative single case study methodology, which included semi-

structured interviews and focus group interviews, this study was guided by the following 

questions: 

1. What do principals, counselors, and assistant principals perceive as the role of the 

counselor on the high school campus leadership team? 

2. Do differences exist among the perceptions of the role of the counselor on a high 

school leadership team? 



8 

 

3. What factors are perceived to have an effect on collaboration between the high 

school counselors and assistant principals at the campus level? 

4. What is the perceived effect of the campus principal on the relationships between 

the high school counselors and assistant principals at the campus level? 

Definition of Terms 

The following terms are used in the paper and may be considered educational 

jargon.  These terms are defined so that individuals outside of the field of education can 

understand the present study (Creswell, 2009). 

 Alpha:  This term refers to the organization on a campus in which the case load of 

the assistant principals and/or counselors is divided by the letters of the alphabet. 

 American School Counseling Association’s (ASCA) National Model:  The 

American School Counseling Association’s National Model serves as a 

framework to guide states, districts and individual schools in designing, 

developing, implementing and evaluating a comprehensive, developmental and 

systematic school counseling program. The ASCA National Model consists of 

four interrelated components: foundation, delivery system, management systems 

and accountability.  The model calls for counselors to exhibit the qualities of 

leadership, advocacy and collaboration so that school counselors play a role in 

systemic change (ASCA, 2005). 

 Assistant Principal:  A professional directly under the supervision of the building 

or campus principal.  He or she has principal certification in the state of Texas.  

 Campus or Building Principal:  An individual who has earned his or her mid-

management certification in the state of Texas, directly supervises assistant 
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principals and counselors on campus, and reports directly to an associate 

superintendent of the district.    

 Campus Leadership Team:  For the purposes of this study, this term is used to 

describe the principal, assistant principals, and counselors on a high school 

campus.   

 Comprehensive School Guidance Program/Comprehensive School Counseling 

Program/Comprehensive Guidance Program: A program implemented on a school 

campus that is incorporated as part of the total educational program.  It is meant to 

help “every student acquire the skills, knowledge and attitudes in the areas of 

academic, career and personal/social development that promote academic 

achievement and meet developmental needs” (ASCA, 2003, p. 150). 

 Counselor or School Counselor.  This term is used to describe a licensed 

professional school counselor in the state of Texas.  

 Grade Level:  This term refers to the organization on a campus in which the case 

load of the assistant principals and/or counselors is divided by the grade levels on 

campus. 

 Principals:  This term includes both assistant principals and the campus principal 

unless otherwise specified.  This term will be used to refer to both roles 

collectively. 

Limitations 

There were a few notable limitations of this study. One of which is that it was 

conducted in one high school in a large, suburban school district in Texas.  It was a 

purposeful sample, and it consisted of a small sample size.  
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Due to the complexity and variety of educational situations and the small number 

of assistant principals, counselors, and campus principals who participated in the 

individual interviews and focus group interviews, this research study may not be used as 

a generalization of the best practices to improve the effectiveness of the campus 

leadership team at all high schools. 

 



 

 

 

Chapter 2  
Literature Review 

There is a substantial amount of literature on the perceptions of campus principals 

and counselors; however, there is limited research on the relationships among campus 

principals, assistant principals, and counselors.  For the purpose of this study, it is an 

assumption that most campus principals have initially fulfilled the role of the assistant 

principal, and the perceptions presented in Chapter Two concerning building principals 

may be generalized to include those of assistant principals as well.  Studies related to 

school improvement, school culture and climate, relationships, leadership theories, the 

changing role of the school counselor, the perceptions of principals and counselors, and 

the role of the assistant principal will be explored in this chapter.   

School Improvement 

In the midst of challenging economic and academic times, it is important for 

schools to reconsider the distribution of resources and to maximize the efforts of every 

staff member to help students achieve more demanding academic expectations (Dahir et 

al., 2010).  School reform begins with a collaborative culture and an effective leadership 

team.  The team consists of the principal as well as other leaders on campus, including 

teacher leaders, assistant principals, and counselors, who all play a critical role in school 

improvement efforts (Waldron & McLesky, 2010).  School improvement efforts are 

needed in the areas of academic achievement and behavioral concerns to affect an overall 

increase in capacity of the school.  School capacity is defined as “the infrastructure and 

resources available within a school to address student needs” and it includes “concrete 
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and tangible elements such as finances, personnel, and scheduling as well as intangible 

elements such as school climate and vision” (Waldron & McLesky, 2010, p. 69).    

In building the capacity of a school, it is important for school leaders to make 

changes that support the development of a collaborative and inclusive school culture; 

these adjustments can generate new possibilities for interaction.  Building time within the 

school schedule for professionals to collaborate is a modification that can lead to positive 

outcomes for students.  When schools develop a collaborative culture, educators are not 

always able to find new time; however, they discover new ways to utilize their time and 

direct their attention to accomplishing the most important tasks at hand.  Learning 

communities that are based on trust and collaborative problem solving empower teachers 

and students alike to take risks and increase the school capacity (Waldron & McLesky, 

2010).  

Furthermore, schools with healthy learning communities and a collaborative 

culture have an increased need for leadership to be shared among the members of the 

leadership team.  The campus principal plays a critical role in “ensuring that leadership is 

distributed across a range of school personnel as well as the role of school leaders in 

supporting the development and maintenance of a collaborative culture” (Waldron & 

McLesky, 2010, p. 65).  Lambert (2002) asserted that schools need to build leadership 

capacity instead of looking to only the building principal to produce sustainable school 

improvement.  All of the leaders on a school campus “must look within themselves to 

ensure that they have the necessary skills, attitudes, and mind-sets to lead improvement” 

(Nori, 2011, p. 66).  A collaborative school culture and a strong leadership team can have 

a profound and lasting impact on school improvement (Nori, 2011).    
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Public schools serve a broad range of students and the students within the walls of 

these schools have a diverse range of needs.  Counselors play a critical role in meeting 

the academic, career, and social/personal development needs of students (Brinson, 

Rivera, & Windle, 2004).  As school systems become more complex and varied, 

professional school counselors must be prepared to step into a leadership role in 

educational reform (Curry, 2009).  The pressure of high stakes accountability has reached 

our principals, teachers, and counselors and has forced each of these professionals to 

examine what they are doing to help increase student achievement.  Although scores in 

the classroom are measured by Adequate Yearly Progress (AYP) set forth by the No 

Child Left Behind Act (U.S. Department of Education, 2001), school counselors are 

expected to contribute to fundamental school improvement efforts as well.  The primary 

mission of modern education is to prepare current students to be productive workers and 

lifelong learners who can successfully contribute to society (The Partnership for 21st 

century skills, 2006).  To accomplish this goal, it is critical that professional counselors 

align school counseling national standards with state academic standards so that 

counselors can contribute to successful school improvement (Dahir et al., 2010).   In 

2004, the ASCA, in its publication titled, National Standards for Students, stated:  

Educational reform movements of the late 20th and early 21st centuries, such as 

standards-based education and the No Child Left Behind legislation, focused on 

raising teacher quality and academic achievement.  Unfortunately, these efforts 

ignored the emotional, physical, social and economic barriers that can inhibit  

student success.  This is where school counselors make a difference.  School 

counselors are actively committed to eliminating these obstacles and to helping 
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students understand that the choices they make now will affect their educational 

and career options in the future. (p. 3) 

School counselors must be able to connect their work with students to the goal of 

school improvement and this can be achieved by aligning the comprehensive school 

guidance program with the campus improvement plan (Waldron & Mcleskey, 2010).  

School improvement plans often focus on new instructional strategies or curriculum; 

however, the effort needed to reach all students cognitively and affectively is more 

complex than merely changing a set of courses (McNulty & Quaglia, 2007).  

Comprehensive school guidance programs should be implemented to address both the 

cognitive and affective needs of students.  These programs should have clear, measurable 

goals in the domains of academic development, career development, and social/emotional 

development in order to provide a solid foundation for the success of all students (ASCA, 

2003).   

Principals can influence whether school counselors have the opportunity to 

perform the roles and responsibilities set forth by the comprehensive school guidance 

program advocated by the ASCA (Chata & Loesch, 2007).  When there is collaboration 

and agreement among the counselors and the campus principal, the counselors can 

significantly contribute to school improvement efforts by helping students obtain the 

necessary academic, career, and social/emotional development needed to be successful in 

the 21st century (Dahir et al., 2010; Brown & Trusty, 2005).   

School Culture and Climate 

Educational reform efforts have focused on teacher education, curriculum 

development, and leadership strategies; however, it is the school culture that provides an 
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opportunity to foster the growth and development of both students and teachers (Elbot & 

Fulton, 2008).  Even though the construct of organizational culture has been studied for 

many years by social scientists, it is a difficult concept to define because it multifaceted 

and encompasses three distinct layers which include artifacts and symbols, values, and 

basic assumptions.  The term “organizational culture” has been utilized to describe how 

corporations and other groups differ from each other in terms of their daily operations 

(Gonder & Hymes, 1994).  Deal and Peterson (1999) described school culture in these 

terms:  

Culture and ethos have been used to capture the essence of a school’s heart and 

soul, but culture provides a more accurate and correct way to help school leaders 

understand the school’s unwritten rules and tradition, norms, and expectations that 

seem to permeate everything: the way people act, how they dress, what they talk 

about or avoid talking about, whether they seek out colleagues for help or don’t 

and how teachers feel about their work and students (pgs. 2-3). 

Sergiovanni (1999) asserted that school culture includes “values, symbols, beliefs, 

and shared meanings of parents, students, teachers, and others conceived as a group or 

community.  Culture governs what is of worth for this group and how members should 

think, feel, or behave” (p.11).  Sergiovanni (1999) also believed that schools have either a 

“strong or weak, functional or dysfunctional culture” (p.12) and those strong, functional 

cultures are developed by effective school leadership and collective membership in the 

culture itself.  This kind of healthy school culture enables schools move in a common 

direction, it establishes norms and identifies goals, and it provides significance and 
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meaning for all stakeholders.  Sergiovanni (1999) further suggested that weak and 

dysfunctional cultures are characterized by a lack of enthusiasm and success.   

Freiberg (1999) described school climate as the unique traits and qualities of a 

school that make the students and staff want to go there every day.  Although it does 

include safety and the physical environment, the scope of school climate goes far beyond 

the walls of the school.  Sergiovanni and Starrat (1993) reinforced this definition of 

school climate as they shared that school climate is, “the enduring characteristics that 

describe the psychological character of a particular school, distinguish it from other 

schools, and influence the behavior of teachers, and students, and is the psychological 

‘feel’ that teachers and students have for school” (p. 82). 

The National School Climate Center, Center for Social and Emotional Education, 

and National Center for Learning and Citizenship at Education Commission of the States 

(2008) referred to school climate as “the character of school life. It is based on patterns of 

school life experiences and reflects norms, goals, values, interpersonal relationships, 

teaching, learning and leadership practices, and organizational structures (p.5). 

Similarly, as the construct of school culture included three layers, Gonder and 

Hymes (1994) suggested that climate encompasses four areas which include the 

academic, social, physical, and affective dimensions.  The instructional norms, beliefs, 

and practices of a school include having high expectations, monitoring student progress, 

and a providing a safe and orderly climate; these comprise the academic dimension, while 

the social dimension is impacted by the several types of communication among 

stakeholders in a school, including interactions between students and teachers, 

communication among students, and the opportunity for students to have a voice in the 
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decision making process on campus.  The material and physical aspects of a school 

define the physical dimension and the affective dimension refers to the attitudes and 

feelings shared by students and staff in the school (Gonder & Hymes, 1994). 

There is a complex relationship between the culture of the school and 

instructional outcomes; an effective leader understands this interaction and continued 

change can be more readily achieved (MacNeil, Prater, & Busch, 2009).  School climate 

and culture are often seen as interconnecting concepts.  A distinction in the literature is 

offered; school climate is seen from a psychological perspective and is comprised of 

behaviors and perceptions and school culture is viewed from an anthropological 

perspective and is comprised of the values or norms of the school (Hoy, Tarter, & 

Kottcamp, 1991).  Many theorists agree that there is a small conceptual distance between 

school climate and culture; Schein (1996) asserted that an organization’s climate is a 

manifestation of its culture.  In making an empirical decision between the two concepts, 

climate has fewer distractions and is the favored construct when measuring the 

organizational health of a school; however, both the culture and climate of a school have 

been demonstrated to influence student achievement (Hoy et al., 1991; MacNeil et al., 

2009). 

Additionally, Freiberg (1999) claimed that there here have been numerous 

approaches to the study of school climate and examined schools as “factories” versus 

“families” utilizing research methodology known as meta-analysis to aggregate the data 

from many different studies.   As a result of this meta-analysis, student and teacher 

stories and perceptions were compared to other studies on various types of instruction.  A 

database was created that included 11,000 statistical findings from which it was 
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determined that “climate had nearly as much impact in learning as the student aptitude 

categories” (Freiberg, 1999, p.37).   

Furthermore, MacNeil et al. (2009) asserted that successful school principals 

recognize that school climate and culture can have a direct impact on student learning and 

stated that  “organizational theorists have long reported that paying attention to culture is 

the single most important action that a leader can perform” (p.73).  Leithwood, Louis, 

Anderson, and Wahlstrom (2004) posited that school principals are direct influences on 

school culture and climate.  MacNeil et al. (2009) defined effective leadership as the 

ability to understand, measure, and shape the culture of the school and suggested that 

principals who are involved in promoting and sustaining a healthy school culture which 

fosters learning can effectively enhance student achievement.  Leithwood et al. (2004) 

suggested that principals positively impact student achievement by focusing on the 

mission and vision of the school, school culture, participation of teachers in decision 

making, and relationships with parents and the community.  Hallinger and Heck (1996) 

further reinforced this notion by indicating that effective principals concentrate on 

shaping healthy climates by focusing on school policies, academic expectations, the 

mission of the school, student learning, instructional time, and the practice of teaching.  

In addition, McNulty and Quaglia (2007) suggested that the work of the leadership team 

must entail establishing the right school climate to “grow the minds of students and to 

enrich the involvement and innovation of school leaders and staff” (p.22).   

In a study by Dollaride, Smith, and Lemberger (2007) that examined the critical 

incidents that impacted the relationships between principals and counselors, it was 

determined that principals value school counselors who are communicative, systemic in 
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their work, student-focused, and able to take on leadership roles in the school.  The data 

in this study suggested that the counselor-principal relationship has extensive influence 

on the systems that impact school climate.  Counselors can encourage the individual 

student behaviors that lead to positive school climate while principals can work to 

establish a safe and orderly learning environment for all students.  Counselors look at the 

causes and issues that lead to negative behavior; principals look at the overall effects 

(Kaplan 1995; Dollaride et al., 2007).  Principals and counselors can work together to 

positively impact the climate of the school. 

Moreover, school counselors should continue to explore different approaches to 

enhancing academic achievement such as improving school and classroom climate 

(Brown & Trusty, 2005).  Counselors can create a connection between educational and 

mental health needs of students by using school climate as a framework (Cohen & 

Hamilton, 2009).  School climate and educational outcomes should be incorporated into 

an effective comprehensive school guidance program.  Freiberg (1999) affirmed that 

school leaders have always been concerned with cognitive outcomes; students should go 

to school to learn.  Still, educational leaders should have affective goals for their students 

and should help foster healthy self-concepts and positive attitudes.  Both cognitive and 

affective outcomes are seen as components of school climate and affective outcomes can 

positively influence cognitive outcomes.   

Hernandez and Seem (2004) suggested that while the entire school is accountable 

for creating and nurturing a healthy school climate, “school counselors’ knowledge of 

counseling, classroom guidance consultation and coordination services position them to 

be effective catalysts and advocates for systemic change within their school” (p.258).  
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With the implementation of a comprehensive guidance program, school counselors can 

establish prevention, intervention, and mentoring programs, identify student behavior 

problems, conduct group counseling sessions, and foster empathy and respect among the 

staff and students on campus (Hernandez & Seem, 2004).  Research has indicated that 

comprehensive school counseling programs impact school climate (Gysbers, Hughey, 

Starr, & Lapan, 1992; Kaplan 1995).  Exploring the connection between more completely 

implemented school counseling programs and student perceptions of a more positive 

school climate within their school, Lapan, Gysbers, and Sun (1997) learned that students 

in schools with more fully implemented school counseling programs reported having 

more favorable school experiences, believed that the school had satisfactorily prepared 

them for the future, thought their classmates behaved better in school, and felt a sense of 

belonging and security.  

Furthermore, Nims (2000) asserted that a comprehensive developmental school 

counseling program in every school at every educational level is a necessary component 

of any initiative directed at school safety and improvement.  School counselors can work 

to assure that a comprehensive guidance program reaches all students (Leone, Mayer, 

Malmgren, & Meisel, 2000) and to provide the critical leadership need in measuring 

school climate (Hernandez & Seem, 2004). 

Ultimately, school counselors can supervise and coordinate the efforts of the 

school to positively impact campus climate, provide leadership in the evaluation of such 

efforts, and play a key role in communicating with students, teachers, staff, 

administration, parents, and the community regarding the implications of a healthy school 

climate.  The school counselor's leadership role in the establishment and maintenance of 
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a positive school climate can assist all students in meeting their personal and academic 

goals (Hernandez & Seem, 2004). 

Relationships 

Freiberg (1999) declared that adults and children alike have a desire to connect 

with others and feel valued.  The “social system” of a school is a significant factor in 

determining the school’s climate; it is described as the “relationships and interactions 

between students and relationships and interactions between teachers and their students” 

(Freiberg, 1999, p. 34).  It is important for school districts to focus on instructional 

strategies; however building positive relationships with students and faculty and among 

the leadership team can greatly affect student achievement as well.  

The International Center for Leadership in Education (ICLE) created the “Rigor 

and Relevance Framework” in the early 1990’s as a tool for teachers to analyze 

curriculum and plan assessment and instruction.  In later years, educational leaders 

advocated adding a third “R” to the framework for Relationships.  Schools learned that 

rigor and relevance develop most logically when they are cultivated on the firm 

foundation of a positive relationship (McNulty & Quaglia, 2007).  The ICLE examined 

some of the most successful schools in the country and determined that “in these schools, 

relationships among the students and staff are deliberately nurtured and are a key reason 

for student success” (McNulty & Quaglia, 2007, p.22).   

In the corporate world, the most highly distinguished companies offer more than 

financial stability to employees; they also provide an agreeable and appealing atmosphere 

and a caring environment.  McNulty and Quaglia (2007) assert that the same holds true 

for schools as they attempt to close the achievement gap; school leaders must nurture a 
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compassionate environment in which all staff members feel connected to the goals, 

mission, and values of the organization.  The quality of the relationships among the 

leadership team, staff, and students can have a tremendous impact on the overall success 

of the school.  McNulty and Quaglia (2007) stated: 

We must not underestimate the sheer power of relationships in making our 

schools more effective.  Do the students consider school to be a good place to be? 

Do they have a sense of belonging?  Do they feel at least a few adults are 

interested in their success and well-being?  Do they feel safe?  Do they feel 

recognized as individuals? (p. 23) 

Establishing trust and fostering communication among the staff and the leaders on 

a campus is key in terms of building professional relationships and a cohesive leadership 

team that can meet the needs of 21
st
 century learners.  Sergiovanni (2005b) asserted that 

once trust is “embedded in the culture of the school, trust works to liberate people to be 

their best, to give others their best, and to take risks” (p.90).  Fairholm (1994; 1997) 

stated that trust is necessary to develop positive relationships and create organizational 

cultures of respect.  Trust can actually enhance productivity through cooperation instead 

of competitiveness because it allows individuals to focus on productivity instead of 

defensiveness and protection.  Professional relationships that are centered on trust allow 

individuals to openly share information and perceptions that enhance the collective 

decision making process (Fairholm, 1994; 1997).   

School counselors are trained to help students with personal and social needs and 

counselors may model meaningful relationships with students to teach them about 

valuable interpersonal skills.  For counselors, confidentiality is perceived as absolutely 
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necessary for building and maintaining trust and developing a positive counselor-student 

relationship.  The relationship between the counselor and student is a critical piece in the 

development of the student as an individual and this relationship contributes to a 

collective healthy school climate as well (Kaplan, 1995; Shoffner & Williamson, 2000). 

Leadership 

Sustained school improvement is only possible with a strong leadership team and 

the charge of fulfilling this role lies with the professionals who are responsible for the 

daily operations on campus (Nori, 2011).  Leithwood, Harris, and Hopkins (2008) have 

affirmed through case study research, quantitative studies of overall leader effects, 

quantitative studies on the specific leadership practices, and mixed methods research on 

the effects of leadership on student engagement that leadership is in contention with 

instruction regarding its effect on student achievement.  School leadership affects 

practically everyone and everything on a campus and has a significant effect on the 

quality of an organization and student achievement (Leithwood et al., 2008). 

According to Leithwood et al. (2008), there are four core categories of practices 

for leadership: 

1. Building vision and setting directions.  This category of practices includes the 

strategies that a leader may utilize to motivate colleagues and establish a 

shared purpose as the basic motivation for the work of leadership. 

2. Understanding and developing people.  Practices in this category make a 

substantial contribution to leader’s ability to motivate others; however, this 

leadership practice goes beyond motivation to developing the knowledge and 

skills that teachers need to accomplish the goals of the school and “the 
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commitment, capacity, and resilience to persist in applying the knowledge and 

skills” (Leithwood et al., 2008, p.30).  School leaders should provide 

individualized care and attention, foster scholarly thought, and model 

appropriate beliefs and behaviors (Leithwood et al., 2008).   

3. Redesigning the organization. The specific practices in this category are 

concerned with establishing work conditions that allow the teachers to make 

the most of their motivations, commitments, and capacities.  Detailed 

practices include “building collaborative cultures, restructuring the 

organization, building productive relations with parents and the community, 

and connecting the school to its wider environment” (Leithwood et al., 2008, 

p.30).   

4. Managing the instructional practices and curriculum.  Practices in this 

category consist of creating productive working environments for teachers, 

fostering stability, and strengthening the school’s structure.  Specific practices 

are recruitment, providing instructional support, monitoring school activities, 

and shielding staff against interruptions from their work.   

These core practices provide a powerful source of guidance for practicing leaders, as well 

as a framework to continue leadership development (Leithwood et al., 2008). 

Furthermore, Leithwood et al. (2008) asserted that there is little evidence to 

support the fact that a school leader must have an enormous amount of curriculum 

knowledge in order to affect student performance.  It is more important for an effective 

leader to influence the staff in other ways, such as influencing motivation, commitment, 

and working conditions (Leithwood et al., 2008).  Good leaders will inspire staff by being 
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supportive and open rather than by demonstrating their knowledge in the instructors’ 

content areas.  In turn, these capacities, motivations, and beliefs will have a positive 

impact on student learning.  Studies have indicated that teachers’ emotions have a strong 

effect on their practices and the leadership practices have a strong effect on those 

emotions (Leithwood et al., 2008).   

As seen in Figure 2-1 below, when teachers feel supported by the leadership team 

regarding capacity, motivation, commitment, and working conditions this leads to 

practices that can positively affect student outcomes (Leithwood et al., 2008). 

Figure 2-1  

The Effects of School Leadership on Teacher Capacity, Motivation, Commitment, and 

Beliefs  

 

 

 

 

 

 

 

 

(adapted from Leithwood et al., 2008, p.33) 
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districts realized that principals could no longer be the sole leader at the campus level 

(Goethe, 2008).  In contrast to the interpretation that leadership is an individual 

obligation; the distributed leadership perspective offers a counterview in which the 

responsibility of school leadership is placed on multiple leaders (Janson, et al., 2009). 

 Distributed leadership. The distributed leadership framework is a perspective 

that calls for leadership to be stretched over multiple leaders as opposed to a single leader 

and was developed partially in response to the growing responsibilities of the campus 

principal (Lambert, 2002; Spillane, 2006).  The role of the principal has expanded to 

include a myriad of significant responsibilities that are far more than one administrator 

can effectively handle (Lambert, 2002; Spillane, 2006).  Yukl (1999) spoke of the 

“heroics of leadership” in which fascinating leaders and their chivalrous acts were at the 

center of the stage and everyone else served as a minor influence.  Spillane (2006) called 

for a different approach to leadership in education that includes other leaders on campus.  

The distributed leadership practice is a leadership framework that shifts focus from one 

leader to a team of leaders.  The distributed perspective suggests that the practice is 

constructed in the interactions between leaders, followers, and their situations and 

concentrates primarily on the leadership practice as opposed to just the leaders 

themselves (Spillane, 2006).  The practice of distributed leadership recognizes the 

importance of the principal as the campus leader, but asserts that “leadership does not end 

with the principal’s office” (Spillane, 2006, p.5).   

When leadership is distributed among a team of leaders, their combined strengths 

and abilities are more effectively utilized (Janson et al., 2009).  Schools that have a 

collaborative culture call for a different kind of leadership and decision making process 
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and campus principals are called upon to “support the development of distributed 

leadership by being explicit regarding their willingness to share leadership 

responsibilities with others and by empowering others to share in decision making 

regarding substantive issues” (McLesky & Waldron, 2010, p. 66).   

Consequently, educational reform initiatives (Education Trust, 1997) have 

suggested that school counselors have the capacity to influence student achievement and 

systemic change; however, this contemporary view of the counselor role is dependent on 

the willingness of school principal to empower counselors to function collectively as 

leaders and for counselors themselves to assume leadership roles in schools (Dollarhide 

et al., 2007; Janson, Militello, Kosine, 2008).  Dollaride et al. (2007) asserted that it is the 

responsibility of the counselors on campus to demonstrate their leadership ability by 

interacting and handling situations with their principals in a productive manner.    

During the past 20 years, scholarly conversation regarding the importance of 

school counselors as functioning members of the leadership team in schools has grown 

(Gyspers, 2001; Janson et al., 2009).  School counselors are in a unique position to be 

school leaders because they have access to numerous forms of data on campus.  They are 

at the center of information flow and have been trained to effectively utilize and 

communicate data by collaborating and consulting with other leaders which, in turn, 

affects the success of students (Stone & Clark, 2001). 

Regardless of their distinctive position, a substantial number of counselors do not 

yet serve as leaders in their schools (Baker, 2001; Stone & Clark, 2001) and research has 

indicated that there are barriers to the actualization of the leadership role (Amatea & 

Clark, 2005; Shoffner & Williamson, 2000).  Some of the obstacles to assuming the 
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leadership role include role confusion among counselors, limitations placed on 

counselors as a result of a conflicted relationship with their principal, and lack of training 

in leadership strategies (Stone & Clark, 2001).  In a Q-methodology study of the views of 

high school counselors on leadership behaviors, Janson et al. (2008) demonstrated that 

counselors act as leaders in diverse ways that reflect their unique strengths and that the 

school context greatly impacts how counselors lead.  

Sergiovanni (2004) described leadership as a “shared responsibility” and the 

collaboration and shared decision making involved in this responsibility helps schools 

build their “organizational competence” by making them more efficient as well as 

recognizing that it is the “sum of everything everybody knows and uses that leads to 

increased learning” (p. 49).  Members of the school community should come together as 

they use their shared values to make decisions about what is right for students 

(Sergiovanni, 2004).  The distributed or shared leadership framework can assist school 

counselors to view themselves as established educational leaders by recognizing how 

they are already contributing as distributed leaders.  The specific areas in which 

counselors can contribute to the collaborative leadership efforts include staff 

development, classroom or group guidance, and college/career advising (Janson et al., 

2009). 

Sergiovanni (2005a) stated that leaders’ behaviors influence movement on the 

part of other members of the school community.  He cited Bryk and Schneider’s 

suggestion that principals “played key roles in developing trust” (Sergiovanni, 2005a, p. 

119).  They suggested: 
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Principals establish both respect and personal regard when they acknowledge the 

vulnerabilities of others, actively listen to their concerns, and eschew arbitrary 

actions.  Effective principals couple these behaviors with a compelling school 

vision and behavior that clearly seeks to advance the vision.  This consistency 

between words and actions affirms their personal integrity.  Then, if the principal 

competently manages basic day-to-day school affairs, an overall ethos conducive 

to the formation of trust will emerge. (Bryk & Schneider, 2002, p. 43) 

Sergiovanni (2005a) emphasized the importance of leaders behaviors stating that 

“by paying attention to personal integrity and other dimensions of trust, linking this trust 

to purposes, providing competent management support, and emphasizing capacity 

building, conditions for change are created and people feel more willing to give change a 

try” (p. 119).   

Servant leadership. Sergiovanni (2007) acknowledged that there are many forms 

of leadership and that each leadership style has its place in education.  Substantial doses 

of command and instructional leadership are required at times, but if these are the 

overriding strategies used at a particular school, then they can breed an environment of 

dependency among teachers and other leaders on campus (Sergiovanni, 2007).  

Sergiovanni (2007) suggested that teachers and other leaders may solely rely on others to 

direct them and may not take the initiative to accomplish tasks in a creative and 

autonomous manner.  Command leaders are now being challenged to see schools as 

“communities of learners” and to strive to become a “leader of leaders” (Sergiovanni, 

2007, p. 51) as opposed to assigning, directing, monitoring, and evaluating every 

procedure on campus.   
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The concept of servant leadership is a leadership paradigm that was first 

introduced by Robert Greenleaf and for him, “the great leader is a servant first” 

(Sergiovanni, 2007, p. 50).  According to Sergiovanni (2007), the practice of servant 

leadership is comprised of purposing, empowerment, and leadership by outrage.  

Sergiovanni (2007) cited Vail (1984) who defines purposing as “that continuous stream 

of actions by an organization’s formal leadership which has the effect of inducing clarity, 

consensus and commitment regarding the organization’s basic purposes” (p. 91).  

Sergiovanni (2007) further summarized this concept by stating that “the purpose of 

purposing is to build within a school a center of shared values that transforms it from a 

mere organization into a covenantal community” (p. 54). 

Additionally, Sergiovanni (2007) declared that the concept of empowerment gains 

its full strength from being connected to purposing.  He stated that: 

Everyone is free to do what makes sense, as long as people’s decisions embody 

the values shared by the school community.  When empowerment is understood 

in this light, the emphasis shifts away from the discretion needed to function and 

toward one’s responsibility to the community. (p. 54) 

 Lastly, Sergiovanni (2007) explained that when empowerment is abused or when 

purposes are ignored, not only is it is the leader’s responsibility to be outraged, but it is 

also the responsibility of the school community to show outrage when standards fall.  

Leadership by outrage, and the practice of fostering outrage in others, challenge the 

conventional wisdom that leaders should be devoid of emotion and destined to always 

hide what they truly think or feel (Sergiovanni, 2007).  
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The Changing Role of the School Counselor 

The school counseling profession has evolved since the early 1900’s.  Frank 

Parsons, in 1908, developed the field of vocational guidance because he believed that 

individuals should have reliable information about the various occupations available to 

them.  The role of the vocational counselor was to provide this information and then 

guide individuals to understand and utilize it so that they could make informed choices 

regarding their employment.  This vocational guidance movement made its way into a 

few urban school districts and some universities began offering training courses in the 

area; however, in the first quarter of the twentieth century the influence of vocational 

guidance on school guidance was minimal (Gyspers, 2001; Lambie & Williamson, 2004).   

In the 1950’s, legislation that subsidized vocational education and teacher training 

was introduced along with the National Defense Education Act and because of an 

increase in the number of school counselors, the American School Counselor Association 

was formed.  Later, the Elementary and Secondary Education Act of 1965 facilitated the 

creation of school counseling programs and positions for school counselors (Baker, 2001; 

Gyspers, 2001).  In the 1960’s, Carl Rogers had a significant influence on the field of 

counseling with his emphasis on the counseling relationship, which he called “client-

centered” therapy and school counselors then began to receive more mental health 

training and clinical techniques (Lambie & Williamson, 2004).  However, during the 

latter part of the twentieth century, and still in many cases today, university training 

programs vary in their emphasis on educational services versus mental health services 

(Lambie & Williamson, 2004).  
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In 1970, Hart and Prince studied the training and preparation of counselors versus 

the job demands of the profession.  They surveyed secondary school principals and 

counselors in the state of Utah and determined that principals and counselors disagreed 

on the issues of clerical duties, social/emotional work with students, and confidentiality.  

The principals believed that clerical duties such as performing schedule changes, 

registration, attendance checking, and filling in as a substitute teacher were appropriate 

tasks for counselors.  Perusse et al. (2004) conducted similar research 30 years later and 

discovered that most principals continue to believe that it is the responsibility of the 

counselor to conduct registration and scheduling of all students as well as to administer 

tests and maintain student records.  These studies have indicated the need for professional 

organizations to be clear about what tasks are appropriate for counselors (Perusse et al., 

2004).  Coy (1999) further suggested: 

The school counselor has the skills and knowledge for providing counseling, 

coordination, guidance and referrals within the framework of the educational 

system.  To ask these individuals to use their skills and knowledge to simply 

make schedule changes and test is a misuse of their education. (p.7) 

  In 1997, The Transforming School Counseling Initiative (Education Trust, 1997) 

and the National Standards for School Counseling Programs (Campbell & Dahir, 1997) 

demanded the transformation of the role of the counselor and began to promote a new 

vision of counseling. This action was in response to the omission of the school counselor 

from the reform movement in education and the standards were created to inform school 

counselors and school administrators about comprehensive school counseling programs 

(Dahir & Stone, 2003; Perusse et al., 2004).  In 2003, the American School Counselor 
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Association published The ASCA National Model: A Framework for Comprehensive 

School Counseling Programs.  The intent was to encourage school counselors to develop 

and implement comprehensive guidance programs and to align the role of the counselor 

with the school’s overall mission by endorsing academic achievement, career planning 

and social/emotional development.  Table 2 – 1 provides a brief summary of the 

counselor’s role in supporting the academic, career, and social/emotional needs of 

students. 

Table 2-1  

Brief Summary of Counselor's Role in ASCA National Standards 

Domain Brief Summary of ASCA National Standards 

Academic  Counselors will ensure that students acquire the attitudes, 

knowledge, and skills that contribute to effective learning in school 

and across the lifespan.   

 Counselors will ensure that students complete school with the 

academic preparation that is essential in choosing from a wide range 

of post-secondary options, including college.   

 Counselor will ensure that students understand the relationship 

between academics to work, home, and community life. 

 

Career  Counselors will ensure that students have the skills to investigate the 

world of work in relation to knowledge of self and to make 

informed career choices.   

 Counselors will ensure that students know how to employ strategies 

to achieve future career goals with success and satisfaction.   

 Counselors will ensure that students understand the relationship 

between personal qualities, education, training, and the world of 

work. 

 

Personal/Social  Counselors will ensure that students acquire the attitudes, 

knowledge, and interpersonal skills to help them understand and 

respect self and others.   

 Counselors will ensure that student have the skills necessary to 

make good decisions, set goals, and take necessary action to achieve 

goals.   

 Counselors will ensure that students have the safety and survival 

skills needed to function in a global society. 

Source: (ASCA, 2005). 
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  Traditionally, school counselors have spent much of their time responding to the 

individual needs of a small proportion of students and often the role of the counselor has 

been defined by reactive tasks rather than specific roles (Dahir et al., 2010).  The roles 

and responsibilities of school counselors vary depending upon the grade levels with 

which they work.  Boyer (1988) described the high school counselor as such: 

Today, in most high schools, counselors are not only expected to advise students 

about college, they are also asked to police for drugs, keep records of dropouts, 

reduce teen pregnancy, check traffic in the halls, smooth out the tempers of irate 

parents, and give aid and comfort to battered and neglected children.  School 

counselors are expected to do what our communities, our homes, and our 

churches have not been able to accomplish, and if they cannot, we condemn them 

for failing to fulfill our high-minded expectations. (p.3) 

The ASCA National Model provides guidelines for a comprehensive counseling program 

that directs counselors to deliver services to every student and calls for the transformation 

of the school counselor role.  The recommended student to counselor ratio is 250:1.  The 

ASCA National Model now requires counselors to have skills in the areas of leadership, 

advocacy, collaboration, and systemic change (ASCA, 2005).  Table 2 – 2 summarizes 

the skills that characterize a transformed school counselor. 
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Table 2-2  

Skills of the Transformed School Counselor 

Skill Description 

Counseling A combination of individual and group counseling services will 

increase the total number of student-counselor interactions and help 

ensure that no child is left behind. 

Leadership School counselors are invested in creating a welcoming learning 

community where all students can achieve academic, career, 

personal/social success.  They initiate collaboration around the 

school counseling program and organize its implementation. 

Advocacy School counselors are advocates from students.  They work 

diligently for systemic change that eliminates practices that inhibit 

or stratify student opportunities. 

Collaboration School counselors use their collaboration and group process skills 

to work with all members of the school community.  They must 

collaborate closely with teachers and administrators to promote the 

comprehensive guidance program. 

Source: (ASCA, 2005) 

 

Along with the school reform movement, the role of the school counselor has 

undergone a transformation and continues to do so well into the current century.  

However, in spite of this more progressive definition of the role of school counselors and 

partnerships with such associations as the National Association of Secondary School 

Principals (NASSP), many school administrators continue to see school counseling as a 

support service without a clear purpose (Dahir et al., 2010).   

Some principals consider school counseling as a supplementary organizational 

function in which counselors just offer individual counseling to students as they deem 

appropriate (Dahir et al., 2010).  Principals need to understand that the role of the 

counselor is not only limited to responsive or reactive services, but it has progressed to a 
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new paradigm which includes comprehensive services that enable counselors to reach all 

students (Dahir et al., 2010). 

The Perceptions of the Principal and Counselor 

Campus principals are indisputably school leaders, and their unique views and 

prior involvement with school counselors can greatly influence how the counseling and 

guidance program is implemented on their campuses.  Leuwerke (2009) suggested that 

the principal-counselor relationship is influenced by “the tremendous number of 

mandates and school reform initiatives focusing on accountability, student achievement, 

and equity” (p.264).  Principals face challenges every day concerning budgets, 

instructional policies, managerial regulations, and complex legal issues, all while 

attempting balance the daily emergencies that occur on campus (Leuwerke, 2009). 

A division of The College Board (NOSCA) collaborated with ASCA and NASSP 

(2009) to study professional relationships between counselors and principals.  This study 

examined roles, perspectives, and challenges in educational reform (NOSCA, et al., 

2009).  It indicated that principals and counselors agreed on priorities that involved 

services and outcomes for students; however, there was a discrepancy between what 

principals and counselors reported as “important” and what they stated as “present” in 

each of their schools (NOSCA et al., 2009).  The data revealed a difference in the views 

of principals and counselors around tasks described as primarily administrative or 

clerical.  For instance, doing clerical tasks such as record keeping and having testing 

responsibilities were important to principals, yet they were not described as a priority for 

counselors (NOSCA et al., 2009).  “When asked what one thing they would change that 

would lead to an improved principal-counselor relationship within their own schools, 
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both principals and counselors most frequently mentioned communication followed by 

respect and understanding” (NOSCA et al., 2009, p. 12). 

Furthermore, Armstrong, MacDonald, and Stillo (2010) assert that principals 

often do not have clear understanding of the roles and responsibilities of the counselor 

and this occurrence creates tension in the relationship.  Armstrong et al. (2010) created 

survey items that were intended to examine and assess counselor-principal relationships 

at the elementary and secondary levels regarding relationship quality, campus leadership, 

and training satisfaction.  They determined that secondary school counselors’ perceptions 

were the most negative as they perceived their principals as “less supportive, dependable, 

trustworthy, and predictable than the other groups” (p. 27) and that secondary school 

counselors were “less satisfied with their role and aspects of their training than the other 

groups” (p. 27).   

Another difficult issue for principals and counselors is the confidentiality in the 

counseling relationship.  Ethical standards from the ASCA can be unclear to school 

counselors because they are supposed to keep student disclosures confidential (with 

limitations) but are also expected to alert principals or assistant principals of the acts of 

students that may be potentially disruptive to the learning environment.  Many of the 

participants in the study by Armstrong et al. (2010) revealed that their preparation 

programs did not train them to work together and understand the boundaries of 

confidentiality in this relationship (Armstrong et al., 2010). 

Although principals and counselors have different paradigms for their 

professional practice and each experience different professional preparation, their roles 

can be seen as two sides of the same coin.  Both professionals exist to help students 
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succeed and despite having different philosophical backgrounds which may affect their 

views on issues such as confidentiality, discipline, and student achievement, the potential 

for conflict may actually occur in how these professionals see their goals (Shoffner & 

Williamson, 2000; NOSCA et al., 2009).  Some principals do understand appropriate 

tasks and responsibilities of counselors (Chata & Loesch, 2007).  However, much of the 

research conducted to this point concludes that principals are often unaware of what roles 

are appropriate for counselors (Amatea & Clark, 2005; Janson et al., 2008).  In a 

qualitative study of 26 principals by Amatea and Clark (2005) it was determined that 

most of the principals regarded the counselor’s role as a consultant or service provider 

while only a quarter of the participants viewed the counselor as part of the administrative 

team.   

In the study by Dollaride et al. (2007), it was revealed that intermediate level 

principals tend to view counselors as administrators and high school principals tend to 

value the role of the counselor in supporting students’ social and emotional needs; 

however, high school principals also believe tasks such as scheduling, registration, and 

testing are also appropriate (Dollarhide et al., 2007).  

   Leuwerke (2009) revealed some of the clerical or administrative roles that 

principals perceive as acceptable for counselors to have on campus include developing 

master schedules, updating student records, administering and proctoring tests, 

coordinating special services, having discipline duties, and supervising the lunch room.  

The results of this study determined that exposure to different types of information about 

professional school counseling, including information about the ASCA National Model, 
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influenced principals’ perceptions of how counselors should spend their time (Leuwerke, 

2009).   

Omitting school counselors from inclusion in the decision making process 

surrounding critical issues in schools perhaps limits school counselor leadership more 

than the assignment of responsibilities that are believed to be inappropriate for school 

counseling (Stone & Clark, 2001; Janson et al., 2009).  There are several factors that are 

regarded as barriers to counselor leadership.  Counselor training programs often do not 

address specific leadership strategies for counselor and even when they do provide direct 

leadership training, there remains a lack of awareness on the part of other school 

administrators, such as principals and assistant principals (Janson et al., 2009). 

Presently, various educational professionals receive separate training in their 

university preparation programs and consequently, have limited opportunities to learn 

about the roles, responsibilities, and perspectives of each other (Shoffner & Williamson, 

2000).  Perusse, Haas, Lally, and Mische (2009) suggested that principal preparation 

programs do not effectively inform their students of the positive results that can be 

attained by including school counselors in school reform and improvement efforts.  

Research has also indicated that pre-service principals are actually open to direct 

instruction regarding the role of school counseling in their administrative preparation 

classes (Shoffner & Williamson, 2000; Perusse et al., 2009).  Additionally, Amatea & 

Clark (2005) concluded that it would be beneficial for “colleges of education to initiate 

course, seminars and field experiences in which graduate students in counseling, 

educational leadership, and teaching are enrolled together so they can learn what each has 

to offer and how to work as a team” (p.25). 
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A study by Dollarhide et al. (2007), which used structured phenomenological 

interview methodology, revealed detailed characteristics of positive relationships 

between school counselors and principals. The purpose of this study was to survey 

principals who are recognized to be supportive of school counseling to determine the 

critical experiences they identified as significant and meaningful in the development of 

their appreciation of school counseling.  In this study, Dollaride et al. (2007) theorized 

that principals might have encountered critical incidents during a variety of past 

interactions with school counselors.  These contacts may have been direct or indirect with 

a counselor during the principal’s own K-12 education, they may have had a class or 

lecture about school counseling during their undergraduate or graduate education, or they 

may have had direct or indirect interaction with a counselor as a professional.  The 

literature does not offer descriptions of prior experiences that may influence the 

perceptions of campus principals, therefore, Dollaride et al. (2007) stated, “all prior 

contacts should be considered critical” (p. 362).  

The study determined that for principals who have been acknowledged as 

displaying exceptional support for school counselors there is no evidence that the K-12 

contact or graduate training determined a principal’s support.  Participants recounted a 

broad variety of experiences, but the most critical incidents that seemed to have had the 

most impact on the principal’s support for school counseling appeared to have resulted 

from the relationships that the school counselor had built with the principal and the 

school community (Dollaride et al., 2007). 

Dollaride et al. (2007) suggested that one of the most meaningful findings of this 

study developed from the descriptions of the critical incidents that were responsible for 
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their appreciation of school counseling.  The experiences that principals regarded as 

influential were those in which they recognized the work of the counselor “in terms of 

impact on parents, students, administration, and the entire school” (p. 366). 

 Additionally, it was discovered that “principals value counselors who are able to 

solve problems, advocate on behalf of students, and can affect change in the 

school…principals appreciate counselors who see the big picture…see students 

holistically…work for systemic change in the school climate…and work with all partners 

in the educational process” (p. 366).  Dollaride et al. (2007) further declared that the 

reflections about those previous interactions, present viewpoints on the value of school 

counseling, and the future advice for counselors could assist both professions in 

understanding how principals have used critical incidents to form their perceptions of the 

role of school counselors.   

These findings suggest a paradigm shift in the way each profession views 

principal-counselor relationships and an avenue in which counselors can potentially 

create the critical incidents for principals that may change their perceptions about school 

counseling. The critical incidents and previous experiences of campus principals showed 

that there is a wide range of roles that they feel are acceptable for counselors to have; 

however, the principals in this study highlighted the systemic work of the counselors they 

had encountered and favored the areas of leadership, collaboration, advocacy, and 

systemic change which is aligned with the ASCA National Model (Dollaride et al., 2007) 

 The dialogue concerning the role identity of school counselors has continued, and 

principals, school counselors, counselor educators, and national associations often have 

differing views of what the school counselor’s role should be (Kaplan, 1995; Perusse et 
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al., 2004; Leuwerke, 2009; Dahir et al., 2010).  The College Board, NASSP, and ASCA 

have agreed that the success of a school counseling program, at the campus level, is 

heavily dependent upon the support and involvement of the building principal (NOSCA 

et al., 2009).   

A study conducted by Dahir et al. (2010) revealed and confirmed many years of 

research that there are differences in campus counseling programs for counselors at 

different levels and variations in the importance placed on the different aspects of a 

counseling program.  The discussion further revealed that principals and counselors can 

take advantage of the opportunity to depart from outdated designs and look to expand the 

impact of academic, career, and social-emotional development from elementary to the 

high school level to better prepare our students for the 21
st
 century world (Dahir et al., 

2010).  The data from the study also indicated the necessity to strengthen the 

relationships between school counselors and principals and revealed that there is a lack of 

collaboration around setting specific goals for the counseling program, the interpretation 

of counseling and non-counseling duties, and coordination to improve student 

performance.   Principals and counselors can collaborate more purposefully to establish 

priorities in the school counseling program that are aligned with school improvement 

goals that could, in turn, lead to improved student achievement (Dahir et al., 2010). 

In a 2005 study, Zalaquett learned that elementary principals surveyed shared that 

counselors should spend more time in ASCA endorsed activities such as individual and 

small group counseling, classroom guidance, consulting, crisis counseling, coordinating 

community services, and academic and career advising.  Zalaquett (2005) described the 

roles of principals and school counselors as “natural partners who should complement 
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one another in task of serving students and form a partnership based on knowledge, trust, 

and positive regard for what each professional does” (p. 456).     

On the other hand, a previously mentioned study that involved both elementary 

and secondary principal by Perusse et al. (2004) indicated that more than 80% of the high 

school principals in the study identified administrative tasks such as registration, 

scheduling, and testing as appropriate for counselors.  These findings reinforce the notion 

that there is a difference in principals’ expectations and perceived needs at different 

educational levels. 

Janson et al. (2008) used Q-sort methodology to analyze how school counselors 

and principals view their relationship.  A total of 177 opinion statements were gathered 

from 99 school counselors and 78 school principals.  These statements were synthesized 

into 45 statements and sorted by 22 school counselors and 17 principals.  Working 

Alliance, Impediments to Alliance, Shared Leadership, and Purposeful Collaboration 

were the four factors that emerged from the data analysis as the most significant in terms 

of how principals and counselors view their working relationships.  

Further research has indicated that principals and school counselors operate from 

different paradigms, but they have more similar visions than it seems at first glance.  

They both have rigorous training programs, internship experiences, and most have a 

foundation in education as a classroom teacher (Dahir et al., 2010).  School principals 

and counselors can partner to establish specific opportunities to interact more regularly 

with each other and with other professionals on campus.  As Dahir et al. (2010) states: 

Most important to the conversation is that principals and school counselors see 

each other’s work as focused, intentional, integral to school improvement and 
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supportive of every student’s right to quality education.  Collaborative success is 

grounded in the assurance that the beliefs and priorities of principals and school 

counselors are focused on a common goal, which is passion for improving student 

outcomes. (p. 299) 

School counselors and principals must collaborate to ensure the success of every 

student and provide the resources and opportunities that students need to graduate from 

high school and become productive citizens in the 21st century world.  They must reach 

agreement upon programming priorities, strategies to implement these programs, and 

organization of the comprehensive school counseling program in order to positively 

affect the outcomes of students.  

As a result of a study which examined the discrepancies in principals perceptions 

regarding school counselors’ roles and the amount of time devoted to the delivery of the 

school counseling program, Leuwerke (2009) suggested that the principal-counselor 

relationship is reinforced by a distinctive definition of the counselor’s roles, building of 

trust and effective communication strategies, and an active effort to sustain the 

relationship.  Each high school campus will have unique student needs, therefore it is 

necessary for principals and counselors to communicate and collaborate regarding the 

specific needs for the students on their campus.   

The Role of the Assistant Principal 

Research has suggested that the role of the assistant principal developed to relieve 

the ever growing burdens of campus principals (Glanz, 1994).  In 1991, The National 

Association of Secondary School Principals (NASSP) published a report titled 

“Restructuring the Role of the Assistant Principal.”  The report called for changing 
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assistant principals from a “traditional organizational manager role into an instructional 

leadership position in the school of the ‘90s” (p. 1).  The report described the assigned, 

expected, and assumed roles of assistant principals and it proposed that the value of 

assistant principals can be improved if they are actively involved in the school 

administrative decision-making team, if their responsibilities for student discipline, 

attendance, and activities can be shared, if they are more involved in teacher evaluation 

and supervision, and if they actively participate in instructional leadership (NASSP, 

1991). 

Standards set forth by reform movements such as No Child Left Behind have 

increased accountability and have placed additional pressure on schools and 

administrators.  Modern school leadership now requires that individuals have more 

knowledge than ever before and school leaders must have the skills to operate in many 

different areas of education (Fullan, 2000; Marzano, 2003).  

As previously discussed in the context of the counselor-principal relationship, the 

campus principal almost exclusively determines the duties and responsibilities of the 

assistant principal (Golanda, 1991).  Therefore, as research suggests, much like the role 

of the counselor, the roles and responsibilities of the assistant principal are significantly 

affected by the experience of the building principal.  Hausman, Nebeker, McCreary, and 

Donaldson (2002) reported that the literature demonstrates an increase in the importance 

of the role of the assistant principal.  Early studies relating to the assistant principalship 

were conducted in 1923 by the Department of Elementary School Principal’s Committee 

on Educational Progress.  The National Association of Elementary School Principals 

conducted the first national study of assistant principals by surveying 1,270 assistant 
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principals, and describing the characteristics of this group.  Although the duties and 

responsibilities were not clearly nor extensively defined, this study specified that 

classroom teaching, administration, and supervision were major responsibilities and 

duties of the assistant principal (Madden, 2008).  Glanz (1994) cited the importance of 

the assistant principal in the school system regarding curriculum, staff development, and 

instructional leadership.  

A 1992 study of 164 New York City assistant principals revealed how actual 

duties ranked and the order is as follows: student discipline, lunch duty, school 

scheduling, ordering text-books, parental conferences, assemblies, administrative duties, 

articulation, evaluation of teachers, student attendance, emergency arrangements, 

instructional media services, counseling students, school clubs, assisting PTA, 

formulating goals, staff development, faculty meetings, teacher training, instructional 

leadership, public relations, curriculum development, innovation and research, school 

budgeting, and teacher selection (Madden, 2008).  In a more recent study, Simpson 

(2000) asserted that student discipline, student activities, and student attendance are still 

viewed as the three major duties of assistant principals.    

Furthermore, Celikten (2001) suggested that it is difficult to define the roles and 

responsibilities of assistant principals because of the vast differences in school settings 

and affirmed that the instructional leadership role of assistant principals tends to vary by 

campus.  Celikten (2001) reported that assistant principals tend to describe their duties as 

discipline, attendance, supervision of student activities, and other tasks that are delegated 

by the campus principal.  Assistant principals are not only instructional leaders involved 

in the observation and evaluation of teachers, but they must also be visible on the campus 
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and in the community; they must solve problems, communicate a vision, efficiently 

utilize school resources, provide staff development, develop the master schedule, and 

promote a positive school climate (Celikten, 2001). 

Hausman et al. (2002) further described, in a study of data from 125 assistant 

principals in Maine, that there are gender differences regarding the assistant principals’ 

time spent on certain tasks.  The study revealed that females spent more time on 

instructional leadership, professional development, personnel management, and public 

relations as compared to males, therefore the female assistant principals were perceived 

as more visible and involved in tasks associated with programs than the male assistant 

principals.  

A study by Mertz (2000) revealed that the daily applied responsibilities of 

assistant principals included discipline, dances, athletics, parking, lockers, drama 

productions and other school events, open houses, new teacher support, intern 

supervision, graduation, liaison to other organizations or agencies, cafeteria duty, hallway 

monitoring, state reporting records, special projects and attending meetings outside of the 

school.  Mertz (2000) further expounded that of all the duties assigned to assistant 

principals, the time spent on discipline consumed a significant portion of their working 

hours.   

Austin and Brown (1970) conducted a normative study of secondary assistant 

principals which consisted of information gathered from 1,127 assistant principals and 

1,207 principals from all fifty states.  The researchers divided the roles and 

responsibilities of an assistant principal into six general categories which included school 

management, staffing or personnel, community relations, student activities, curriculum 
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and instruction, and student issues.  The survey asked assistant principals to share the 

most significant administrative tasks that they perform.  The most common answers that 

assistant principals reported in the survey are as follows: Discipline (83%), student 

attendance issues (76%), master schedule (72%), concerns related to school policies 

(69%), curriculum development (67%), teacher evaluations (64%), being involved in new 

teacher orientation and guidance (62%), and dealing with school opening and closing 

(55%).  This study reinforced the view that assistant principals are more heavily involved 

in management tasks, such as attendance and discipline or master schedule, than they are 

involved in curriculum development, instructional practices, or leadership roles.  In fact, 

only slightly more than half of the assistant principals surveyed reported actually having 

experiences in those areas.  Koru (1993) further validated that the assistant principal’s job 

involves being a crisis manager, custodian, and visionary.  In his study, Koru determined 

that assistant principals have limited opportunities to gain experience in the area of 

instructional leadership and this does not sufficiently prepare them for the role of the 

campus principal. 

Weller and Weller (2002) suggested in their survey of 100 active assistant 

principals from rural, suburban, and urban schools, that the order of the skills and 

knowledge needed to be an effective assistant principal is as follows: people skills,  

communication skills, knowledge of leadership theory, techniques for improving 

curriculum and instruction, ability to work in teams, capacity to work with the 

community and its leaders, knowing the politics and networks within the schools, 

capability to conduct effective meetings, time management skills, flexibility, diplomatic 
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skills, patience and empathy, common sense, and the ability to maintain a good rapport 

and working relationships with colleagues.   

Furthermore, Kaplan and Owings (1999) suggested that school principals practice 

a distributive leadership approach and include assistant principals in order for the campus 

administrative team to be more effective.  They claimed: 

In today’s restructuring secondary schools, principals have new instructional 

leadership responsibilities on top of already demanding management 

responsibilities.  Not enough time exists for one person to address all these 

expectations successfully.  Assistant principals can effectively share instructional 

leadership roles to increase a school’s success as a learning organization for 

students and educators.  The assistant principals can be a valuable asset to the 

principal’s overall leadership in the school. (p.1) 

Summary 

Studies related to school improvement, school culture and climate, relationships, 

leadership theories, the changing role of the school counselor, the perceptions of 

principals and counselors, and the role of the assistant principal has been explored in this 

chapter.  The following chapter will provide the research methodology utilized in this 

study. 

 

 



 

 

 

Chapter 3  
Methodology 

Creswell (2013) noted that there must be a strong rationale to use qualitative 

research.  Qualitative research is a concept used to describe several forms of research that 

endeavor to explain and comprehend the meaning of social or educational phenomena 

with minimal disruption to the natural setting.  The goals of qualitative investigation 

often include comprehension, description, discovery, meaning, and the generation of a 

hypothesis; the findings are meant to be all-inclusive, holistic, expansive, and richly 

descriptive (Merriam, 1998).  A benefit of qualitative research and a contributing factor 

to its utilization in this study is that it has the ability to reveal how the parts of a system 

can work together to form the whole.  There are many different ways to study a certain 

topic; researchers do not always want to test a theory, set up an experiment, or measure 

something, but rather they seek to study a topic from an interpretive or qualitative 

perspective that allows them to understand the actual experience.  Both the nature of the 

research questions and the distributed leadership framework used to examine the 

professional relationships in this study dictate the use of qualitative methodology.   

The purpose of this study was to examine the area of collaborative leadership 

through the viewpoints and relationships among the high school counselors, assistant 

principals, and the campus principal on the leadership team.  The study provided insight 

into the perceptions of their roles on the campus leadership team and the means by which 

they were able to communicate and collaborate.  In the field of school counseling and in 

educational leadership research, it is apparent that not all campus principals and school 

district administrators view school counselors as integral members of the campus 
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leadership team.  This study also aimed to examine the effect of the leadership style and 

the vision of the campus principal on the relationships between the counselors and 

assistant principals on the leadership team.  The organizational structure of a school is 

often dependent upon the principal’s perceptions of the role of the counselor on the 

leadership team and this was a determining factor in the selection of the high school for 

this qualitative single case study.     

Case Study Research Design 

The single case study is a suitable design under many different circumstances and 

the conditions of the present research dictated this approach.  One justification for a 

single case, as opposed to multiple cases, is when it signifies a critical case in testing a 

theory (Yin, 1998).  The theory has identified a clear set of schemes as well as conditions 

within which the schemes are believed to be true.  A single case can “confirm, challenge, 

or extend the theory” (Yin, 1998, p. 47), and it can be used to decide whether a theory’s 

propositions are correct or whether some alternative set of explanations might be more 

relevant.   

The high school or single case that was purposely selected for this study has a 

leadership team that consists of the counselors, assistant principals, and the building 

principal and the leadership style and the organizational structure appropriately reflected 

the conditions or characteristics of the distributed leadership theory chosen for the study.  

The organization of the school is such that each grade level has at least one counselor and 

one assistant principal who work as a team to complete the tasks and duties assigned for 

that grade level and this structure lends itself to many opportunities for professional 

collaboration.  The primary focus of this study was to examine these relationships to 
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determine how they might have an impact on the effectiveness of the leadership team.  In 

doing so, it was necessary to closely examine the perceptions of the members of the 

leadership team regarding opportunities for collaboration, barriers to collaboration, 

principal’s leadership style, and role definition of each of these professionals.  Creswell 

(2009) asserted that a benefit of qualitative research is that researchers often collect data 

in the natural setting by talking with individuals directly and observing their behavior and 

interactions in their context.  Consequently, a single case study approach was utilized to 

gain the insight and depth needed to extensively explore the nature of these relationships.    

There is often a great deal of meaning rooted in individual experiences and the 

role of the researcher is important in a single case study because these experiences are 

reconciled through the investigator’s own perceptions.  The investigator must have an 

“intuitive grasp” of the phenomena and this is actually seen as benefit of the case study 

approach (Merriam, 1998).  Case studies allow us to see phenomena through the eyes of 

the investigator and therefore, see a different perspective than we would have otherwise 

seen.  

Research Questions 

Through qualitative methodology, which included structured interviews and focus 

groups, this study was guided by the following questions: 

1. What do principals, assistant principals, and counselors perceive as the role of 

the counselor on the high school campus leadership team? 

2. Do differences exist among the perceptions of the role of the counselor on the 

high school leadership team? 
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3. What factors are perceived to have an effect on collaboration between high 

school counselors and assistant principals at the campus level? 

4. What is the perceived effect of the campus principal on the relationships 

between the high school counselors and assistant principals at the campus 

level? 

Setting 

The high school selected for this study was chosen based on the organization of 

the campus leadership team as well as the adherence of the district and the school to the 

American School Counselor Association National model as the framework for the 

comprehensive school counseling program.   

This single case study was conducted in one high school in a large, suburban 

school district in Texas which will now be referred to as Gulf Coast High School for the 

purpose of this paper.  The school district in which the high school is located is in the top 

ten percent of the largest of over 1,000 school districts in the state of Texas.  The total 

enrollment of this district is 52,919 students for the 2012-2013 school year; it is 

comprised of 62 campuses.  The 2011 accountability ratings for the state of Texas 

indicate that 41 of this district’s schools are Recognized (over 80% of the students met or 

exceeded the state standard) or Exemplary (over 90% met or exceeded the state standard).  

The student body is 82% Hispanic, 8% Caucasian, 6% African-American, 3% Asian, 

.08% Pacific Islander, and .02% American Indian in this district.  82% of the students in 

the district are considered economically disadvantaged and the graduation rate of this 

district in 2011 was 77%.   
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Gulf Coast High School is the second largest high school in the district.  It is fully 

accredited by the Texas Education Agency.  It is a comprehensive high school that offers 

a variety of courses including honors and Advanced Placement, core curriculum, 

electives, and career technology classes.  Gulf Coast High School has approximately 

2,725 students in grades 9 through12.  The student body is comprised of 19.3% White 

students, 3.7% African American students, 73% Hispanic students, and 1% other 

ethnicities (Asian, American Indian, and Multiracial), with 60.9% of students who are 

considered economically disadvantaged and 40.7% are considered At-Risk.  The 2009 

graduation rate was 79.8% and the attendance rate for the same year was 93.6%.  In 2011, 

26.9% of students graduated on the Minimum Plan and 73.1% graduated on the 

Recommended Plan.  Approximately 25% of graduating seniors attend a four year 

universities and nearly 40% attend two year universities.  Table 3–1 provides the student 

demographic data for both the school district and the high school selected for this study. 

 

Table 3-1  

Student Demographic Data 

  Texas School District Gulf Coast High School 

Hispanic 82% 73% 

Caucasian 8% 19.3% 

African-American 6% 3.7% 

Asian 3% 0% 

Pacific Islander 0.08% 0% 

American Indian 0.02% 0% 

Economically 

Disadvantaged 82% 61% 

Total Enrollment 52,919 2,725 
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In 2011, there were 214 staff members; 26.2% of the faculty hold a master's 

degree or higher.  In the 2012-2013 school year, there were seven full time high school 

counselors, seven assistant principals, and one campus principal at Gulf Coast High 

School.  The assistant principals and counselors hold masters’ degrees, and the current 

campus principal has a doctoral degree.  

Participants 

Goethe (2008) asserted, “A valuable informant is one who has the knowledge the 

researcher needs, has the ability to reflect on past experiences, is an effective 

communicator, and has the time and willingness to be interviewed” (p. 83).  Purposeful 

selection procedures were utilized to identify the participants in this study (Creswell, 

2010).  The leadership team chosen for this study is considered a critical case (Yin, 

1998), or a unique phenomenon (Creswell, 1998), in this particular school district 

because of the organizational structure of the school.  Other high schools in the district 

have a structure which is referred to as “alpha” because students are assigned to a 

particular counselor or assistant principal based on their last names as opposed to their 

grade levels.  Some of the high schools have a hybrid organization which may 

incorporate both structures; however, Gulf Coast High School is the only high school in 

the district in which students are assigned to an assistant principal and counselor based 

solely on the grade levels of students.  There is at least one counselor and one assistant 

principal teamed at each grade level and they are expected to work together to meet the 

educational needs of those particular students.  Once the students are assigned by grade 

level, then they are separated by the alphabet only at the freshman and senior level 

because there are two counselors and two assistant principals at those grade levels.   
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The participants of this study were the high school counselors, assistant 

principals, and the campus principal employed at Gulf Coast High School in southeast 

Texas.  All were certified in their respective roles at the state level in Texas.  The 

demographics of the participants were restricted gender, ethnicity, educational 

background, and years of experience in education.  Participants’ names and the name of 

the high school have been changed to protect confidentiality.  There were 14 participants 

that consisted of six counselors, seven assistant principals, and one campus principal.  

There were a total of nine females and five males who participated in the study.  Of the 

14 participants, ten were white, two were African American, and one was Hispanic.   

Table 3-2 provides the range of the counselors’ gender, ethnicity, number of years 

as a counselor, and years at current campus and Table 3-3 provides identical information 

for the campus principal and assistant principals.  In addition to the information listed in 

Table 3-2, the campus principal was a counselor for four years and an assistant principal 

for seven years before becoming a building principal. 

 

Table 3-2  

Counselor Participant Information 

Name Gender Ethnicity Years in 

Education 

Years in 

Current 
Position 

Years on 

Current 
Campus 

Counselor A Female Caucasian 25 10 6 

Counselor B Female Hispanic 12 1 1 

Counselor C Female Caucasian 17 10 2 
Counselor D Female Caucasian 10 4 1 

Counselor E Female African 

American 

6 1 1 

Counselor F Female Caucasian 10 5 4 
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Table 3-3  

Principal and Assistant Principal Participation Information  

Name Gender Ethnicity Years in 

Education 

Years in 

Current 
Position 

Years on 

Current 
Campus 

Principal A Female Caucasian 22 6 4 

Assistant 

Principal A 

Male Caucasian 20 14 8 

Assistant 

Principal B 

Male Caucasian 11 4 4 

Assistant 
Principal C 

Male African 
American 

16 1 8 

Assistant 

Principal D 

Female Caucasian 34 8 10 

Assistant 
Principal E 

Male Caucasian 15 1 1 

Assistant 

Principal F 

Male Caucasian 19 1 9 

Assistant 

Principal G 

Female Caucasian 12 3 1 

 

Procedures 

A research proposal was submitted to the school district and permission to 

conduct research was granted in advance by the research and accountability department 

of the school district and principal of the high school that participated in this study.  A 

research proposal and application to conduct research was submitted to the University of 

Houston; the Institutional Review Board for the Protection of Human Subjects also 

approved the project.  After receiving approval from all parties, a public information 

request was submitted to the communications department of the school district to obtain 

email addresses of the selected participants to solicit their participation in the study.  An 

invitation to participate in the research study along with an informed consent was sent to 

the high school counselors and assistant principals which invited them to participate in 

the focus group portion the study.  An invitation to participate in the study was also sent 
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to the campus principal inviting her to participate in the individual interview portion of 

the study.  Each subject was asked to respond to the email by the researcher to indicate 

that he or she was interested in participating in the study.  Participants were asked to read 

and sign the informed consent which was attached to the email.  If participants had 

questions they were allowed to ask them prior to participation in the interviews and 

before they signed the informed consent form.  All participation in this study was 

completely voluntary.  Active, informed, and written consent was obtained by the 

primary researcher for each participant prior to beginning data collection.   

Instruments 

The primary instruments of data collection for the study were questions developed 

for two separate focus group interviews and one individual interview.  One focus group 

consisted of the team of assistant principals and the other focus group was comprised of 

the team of counselors at Gulf Coast High School.  The individual interview was 

conducted with the campus principal.   

The questions asked during the focus groups and the interview were researcher 

developed based upon the four core research questions proposed in this study.  The 

questions were initially developed from the researcher’s own educational experience, and 

then further evolved from a review of relevant literature.  Lastly, the final revisions to the 

questions were made after being reviewed by both colleagues in the fields of counseling 

and educational administration, as well as professors on the researcher’s dissertation 

committee at the University of Houston.  The questions were the same for both the 

counselor and the assistant principal focus groups and they are listed below. 
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Focus Group Interview Questions for Counselors and Assistant Principals 

1. What is your definition of the campus leadership team?  

2. What is the goal of the campus leadership team? 

3. What is the role of your campus principal on the leadership team?  

4. What is the leadership style of your campus principal?  

5. What is the role of the counselor on the campus leadership team? 

6. What is the role of the assistant principal on the campus leadership team? 

7. Do you see counselors/assistant principals as equal partners in leadership and 

affecting change on your campus?  

8. What opportunities do you have to collaborate with the counselors/assistant 

principals on your campus? 

9. What factors at the campus level seem to facilitate an effective relationship 

between assistant principals and counselors?  

10. What factors at the campus level seem to be a barrier to an effective relationship 

between assistant principals and counselors? 

11. How does your campus principal facilitate the collaboration between counselors 

and assistant principals on campus? 

Interview Questions for the Campus Principal 

1. What is your definition of the campus leadership team? 

2. What is the goal of the campus leadership team? 

3. What is your role and leadership style?   

4. What is the role of the counselor on the campus leadership team? 

5. What is the role of the assistant principal on the campus leadership team? 
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6. Do you see counselors/assistant principals as equal partners in leadership and 

affecting change on your campus? 

7. How do could you facilitate the collaboration between counselors and 

assistant principals on your campus? 

The audio recorded focus groups and interviews were transcribed and numerically 

coded to protect the anonymity of the participants.  Access to the codes aligned with 

participants’ names was limited to the primary investigator and all personal identifiers 

remained confidential.  The audio recording, data, and consent forms have been stored in 

a secure location at the University of Houston, Room 112 of Farish Hall and will remain 

there for a period of three years.  The coded results were password protected to limit the 

access to only the primary researcher and electronic data was released only through a 

secure and encrypted transmittal process during the course of the study.  Additional 

sources of data collection for this study included observations and review of school 

documents and memos.  School documents included the mission statement, the original 

organizational plan of the school, meeting notes, and reports on student outcomes.   

Data Analysis 

In this case study, the researcher examined the data collected from the focus 

group interviews, the individual interview, a variety of school documents, memos from 

the leadership team members, and field notes made during observations in the natural 

setting.  Interview responses were recorded and transcribed, documents were collected, 

and field notes were analyzed and all data was organized and prepared for data analysis.  

Qualitative data analysis software was utilized to determine the themes that emerged 
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from the interview responses and to code the transcriptions.  Figure 3 – 1 refers to the 

data analysis process and the theme development of the study. 

 

Figure 3-1  

Data Collection and Analysis Process 

  

 

Data Credibility 

The process of triangulation was utilized to ensure consistency and reliability in 

this study (Merriam, 1998).  Triangulation is a process in which researchers utilize 

multiple sources and methods to corroborate findings and to identify themes or code in 

the study.  Figure 3 – 2 refers to the process of triangulation as it was utilized in this 

study.  The multiple data sources utilized in this study provide forms of evidence and 

reinforce the credibility or internal validity of the study (Creswell, 2013).   
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Figure 3-2  

The Process of Triangulation 

 

 

   The role of the researcher.  When conducting qualitative research, particularly a 

single case study, it is important to know the position of the researcher.  Clarifying the 

bias of the researcher is an effective validation strategy (Creswell, 2013).  Qualitative 

research is interpretive research and it is important to know the lens through which the 

data is being interpreted (Creswell, 2009).  The setting, participants, and circumstances of 

the present study are referred to as “backyard” research (Glesne & Peshkin, 1992; 

Creswell, 2009).  Backyard research is defined as research that “involves studying the 

researcher’s own organization…or immediate work setting” (Creswell, 2009, p. 177).  

Creswell (1998) stated that the researcher must have an “insider” viewpoint, and Yin 

(1998) asserted that the researcher may need to assume a variety of roles within a case 

study situation, including being an actual participant in the conditions being studied to 

gain a more comprehensive view. 
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 At the time of data collection and the analysis process, the researcher was the lead 

counselor on the Gulf Coast High School campus leadership team.  Having a good 

working relationship with the members of the leadership team enabled the researcher to 

obtain the data needed to thoroughly explore the proposed research questions.  Building 

trust between the participants and the researcher is a valuable validation strategy 

(Creswell, 2009), and this relationship of trust that already existed between the researcher 

and participants facilitated the open expression of their perceptions regarding the present 

research.  However, due to the researcher’s position on the campus leadership team, it is 

essential that the team members thoroughly understood and recognized the purpose of the 

research (Creswell, 2013); the information gained through the course of this study was 

intended to improve collaborative practices on the campus leadership team and to inform 

the fields of school counseling and educational leadership.   

As the researcher, it is essential to share that my participation on the leadership 

team and my educational background may have influenced my collection and 

interpretation of the data.  I was a classroom teacher for five years, I have experience as a 

counselor in the college setting, and I have been a counselor in Texas for seven years.  

The desire to conduct this research arose from my experience with different leadership 

styles on various campuses and my perception of how those leadership styles affected the 

level of collaboration between the counselors and the assistant principals on campus.  

Gulf Coast High School is a successful school with an effective leadership team and it is 

my hope that the results of this research will be used by GCHS and other schools who 

wish to improve the collaboration among the members of the leadership team. 



 

 

 

Chapter 4  
Results 

The purpose of this chapter is to report the results collected from this study. This 

research study presents the perspectives of seven assistant principals, six counselors, and 

the campus principal at a large comprehensive high school on the Gulf Coast of Texas.  

The data is organized into five main sections.  The first section presents information on 

the characteristics of the case study site and the following section explains the data 

collection or interview process.  In the final three sections, the responses from the 

assistant principal focus group, the counselor focus group, and the individual interview 

with the campus principal are reported in the context of themes that were explored by the 

interview questions.  The questions which are being addresses are included at the 

beginning of each section.  The themes centered on the characteristics of the leadership 

team, the principal’s leadership style, role definition, equal partners, opportunities for 

collaboration, and barriers to collaboration.  The responses are reported directly from the 

focus group and interview.  Any other data provided was gathered from observations, 

school documents, and field notes.  

Setting  

Gulf Coast High School is a large comprehensive high school and is settled in a 

quiet suburb of a large city in southeast Texas.  It has an enrollment of approximately 

2,700 students in grades 9 through 12.  It is the newest and second largest high school in 

the district.  Gulf Coast High School is celebrating its tenth year in 2013, as it opened its 

doors at the start of the 2003-2004 school year.  The principal who opened the school left 
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in 2009 and the current principal (Principal A) took over the position at that time.  Here is 

the original mission statement of the school as it was written in 2003:  

We believe that all students can and must demonstrate learning at high levels of 

academic achievement.  It is our job (mission) to provide an environment in our 

school that results in this high level of performance.  We are confident that, with 

our support and help, all students will master challenging academic material, and 

we expect them to do so.  We are prepared to work collaboratively with 

colleagues, students, parents and the community to achieve this shared 

educational purpose. 

It is clear that the standards are high and the people are happy at Gulf Coast High 

School.  This is evidenced in test scores, the number of teacher and student incoming 

transfer requests, and in the safe and positive school climate experienced the minute one 

enters the building.  The campus is immaculate and the students are polite and friendly.  

During the course of the focus group interview, Assistant Principal C shared,  

The DNA in this building is very different.  It's such a unique school…we are not 

going to be “Anywhere High School” and I think that's our shared vision.  We 

don't want to be like the next high school…so if we do things a little different 

here, that's okay.  I think that sometimes we have to get back to that when we're 

having these discussions because a lot of times, especially high school people, 

come from such departmentalized situations and campuses that they forget who 

this is all about, and this is all about the kids…I think that our goal is not to be 

“Anywhere High School” and it’s to put the kids first.  And so every decision that 

we make, we have to make sure that the kids are in the forefront of that decision. 
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The leadership team at Gulf Coast High School consists of the seven assistant 

principals, the seven counselors, including one lead counselor, and the campus principal.  

There is a deep sense of family and camaraderie that is felt among the team members.  It 

is described in what Assistant Principal C expressed, “There is an expectation at Gulf 

Coast High School that the students always come first.”  Here is an excerpt from the 

original school organization plan on leadership: 

This school will be committed to the development of leadership skills in every 

stakeholder.  A school is a community.  By virtue of the fact that administrators, 

teachers, students and parents are citizens of the school community, all are 

expected to take responsibility for the well-being of the school and its 

membership.  Leadership is not only welcomed here, it is expected. 

Even though this was written in 2003, ten years later, it is evident that Principal A 

not only expects leadership, but she empowers the members of her team to be leaders and 

take responsibility for the success of the students and staff at Gulf Coast High School. 

Results 

Due to the exploratory nature of this study, the focus group interviews and the 

individual interviews were conducted using semi-structured interview protocol.  This 

approach allowed the researcher to ask for clarification and elaboration when necessary 

and was essential in order to gain a comprehensive understanding of the perspectives 

being shared by the participants (Creswell, 2010).  

Both the counselor and the assistant principal focus group interviews took place in 

a conference room on campus on two different Monday afternoons in place of the 

regularly scheduled leadership team meetings.  The individual interview with Principal A 
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took place in her office on a day and time that was convenient for her.  A complete list of 

the focus group and interview questions can be found in chapter three and in Appendices 

E and F.  All of the interviews were audio recorded and later transcribed. 

 The assistant principal responses. The assistant principals on the leadership 

team have a combined total of 127 years in education.  They come to the table with many 

years of experience in the classroom, some of them with experience at different grade 

levels as teachers or assistant principals.  The responses from the assistant principal focus 

group are reported based on the themes and specific questions from the focus group 

session. 

The leadership team. The following answers by the assistant principals were in 

response to the following focus group questions: 

 What is your definition of the campus leadership team? 

 What is the goal of the campus leadership team? 

 What is the role of your campus principal on the leadership team? 

The assistant principals on the leadership team at Gulf Coast High School openly 

shared their ideas regarding the characteristics of leadership.  Assistant Principal A 

expressed:  

I think the whole essence of a team is that you're not going to be micro-managed 

to the degree that you are stifled as a person trying to lead on a campus. You can't 

sit there and feel like that everything you're doing, every decision that you're 

making, every thought that you have has to be questioned or has to go through 

this filter of some type, and I believe that in past experiences where I have been at 
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different campuses and so forth, I feel like that I have seen that leadership style 

and it stifles everyone. 

According to the interviews conducted, it is clear that Principal A encourages the 

leadership team to think creatively and collaborate freely.   

Assistant Principal A commented, “I think that the nice thing about this campus 

and the leadership team is that at least you feel that you are praised for bringing ideas to 

the table rather than just coming in there and being a sponge and taking it in.”  The 

opportunity exists for the members of the leadership team to be resourceful and initiate 

change on campus. 

Establishing trust and fostering communication among the leaders on a campus is 

key in terms of building a cohesive leadership system.  There is a strong sense of family 

among the team members at GCHS and with that comes a sense of responsibility to each 

other and to the team itself, as Assistant Principal A expressed,  

We have to be able to work together in synchronicity.  It's like everyone has to 

ask, "What did you do with this last year?” or “How was this done?"  If you can't 

work with people, if you can't feel like the team that you're working with is an 

extension of you…like a family member…then you won't be able to play right.  It 

won't happen.  So it's more than just a team, it's that everyone has a job to do and 

if it doesn't go right, then it looks bad on our part. It's us. 

Similar to the distributed leadership framework discussed in the literature review, 

Assistant Principal E suggests that the practice of leadership is constructed in the 

interactions among the leaders on the team.  He reflected,  
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I don't like for it to sound mechanical but, I mean, I think that we have a good 

grasp on the process, if you want to look at it as a process, because I think that we 

know what our input is…we define our input and we do what we need to adjust 

for our kids and for our faculty and staff.  I think that we have in mind the end 

product always at this campus.  We're always looking to see what is going to 

happen….wherever that is or whatever that is, we are always looking at that goal. 

Assistant Principal D spends a great deal of time at Gulf Coast High School and 

she often shares the importance of attending school events as another way to support the 

students.  A source of contention among the assistant principals and counselors on the 

leadership team has been the amount of time that everyone spends on campus.  During 

the course of the interview, Assistant Principal D emphatically shared:   

I'm just saying in order to be a leadership team and to be effective first of all, and 

to be able to put kids first which that's our bottom line all the time, then 

everybody's got to be on the same page…I feel like if we're going to be a 

leadership team then we've all got to share in the responsibilities of that leadership 

team…sometimes I as an assistant principal…feel like we don't get shared 

responsibilities.  Sometimes I feel like…we're called upon to do things before 

[counselors] and to put out more…than the counselors are. 

Furthermore, Assistant Principal A added:  

I think that's what makes a good leadership team is to be a part of what's going on 

in your school and to be able to make those informed decisions, you've really got 

to know your kids, and in order to know your kids, you've got to step outside of 

this building to know those kids. 
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Outcomes noted by the assistant principals support the belief that positive 

relationships among the team members have a great deal of influence on the ease at 

which they seem to interact on a daily basis.  Assistant Principal F shares his insight:  

If you value the other person enough to listen to them, and you like what they 

have to say, and you accept their ideas and thoughts, then you're going to be 

willing to go there.  I think that that's just making sure that people are working 

well together and that's back to [Principal A] and her vision and her view as far as 

the departments are concerned…as far as the administrative and counseling and 

anything else.  You know, are going to play well together…you've got to embrace 

that. 

Principal’s leadership style. The following answers by the assistant principals 

were in response to the following focus group question: 

 What is the leadership style of your campus principal? 

The assistant principals, in their interview responses, recognized that Principal A 

empowers the leaders on the team to make autonomous decisions.  Assistant Principal A 

shared his recollection of previous leadership styles that he has experienced: 

You compare that with my old campus, I mean there was so much control and so 

much micro-managing from the top; whereas I feel like here there's some 

guidance for sure but there's a lot of leeway in what we do as assistant principals 

to really…take chances and to make choices that we feel like are going to benefit 

those kids, and if we screw up we're going to hear about it, but at least we get the 

chance to try different things and we take a lot of responsibility here too. 

 Assistant Principal F validated Assistant Principal A’s point of view: 
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I think if you looked at it and you understand it, they are polar opposites. 

[Principal A] would probably not be anywhere close to a micro-manager.  I think 

that she allows freedom.  I think she allows each person input.  Whether they give 

it or not, that's up to them.  I think that she allows enough conversation to be had 

and communication amongst the team that if you walk out of a meeting that 

you've been in, at least you know where everyone is and where they're going and 

what their thoughts are…I think that it gives you the ability to change whatever 

you need to adapt or to think about it…come back at a later time and give your 

thoughts…I think that's important. 

 Assistant Principal G revealed the content of a conversation she once had with 

Principal A:  

She [Principal A] once shared with me that she considers her own leadership style 

to be a servant leadership, and I haven't been here very long but I've certainly seen 

that and I think she certainly expects that of the other members of her leadership 

team as well. 

Assistant Principal F commented:  

I think the leadership on this campus allows you – I mean, [Principal A] has the 

ultimate final say and authority into everything but I think she likes for people to 

make their own decisions and take control of different situations, to keep her in 

the loop…but she trusts you to make good decisions for what's in the best interest 

of the students in whatever department that we're talking about.  I think she trusts 

the people that work with her to make those decisions but as professionalism, just 

to keep her informed of what takes place.  
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The practice of distributed leadership recognizes the importance of the principal 

as the campus leader (Spillane, 2006) and Sergiovanni (2007) also affirmed that the 

campus principal can be one who builds trust and integrity by gently but firmly allowing 

others be good leaders.  Assistant Principal D shared her outlook on the careful balance 

of “power over” and “power to” (Sergiovanni, 2007, p. 56) as she expressed:  

I think that the leadership style that [Principal A] presents to our campus is almost 

a shared leadership.  She comes in and she listens to everybody.  Bottom line, the 

decision is hers to make, and there are some times when she has to make that 

decision really without consulting us because it's just best for the group, but the 

majority of the time she brings everybody together, all the stakeholders together, 

and she gets their input before she makes those decisions that she has to, and I 

think that's the kind of really the leadership that creates a successful environment. 

Assistant Principal A revealed the leadership framework that the team was 

studying prior to the arrival of Principal A:  

Prior to [Principal A] being here…one of the key goals that this campus was to 

really wrap ourselves around was servant leadership.  We even read Sergiovanni's 

book on servant leadership and that type of thing, and so I think that she came 

right in and probably was chosen for this campus due to that purpose because we 

were already moving into the same type of setting…and leadership style.” 

He went even further to describe Principal A’s leadership style:  

When you work for somebody that does not micro-manage, you're allowed to 

make decisions…sometimes those decisions may not work out the way that you 

want them to but you learn, and then that way you take that experience.  I think 
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you have to be able to be willing to give people the opportunity to think and judge 

and plan and do those types of things.  She does. 

The role of the counselor. The following answers by the assistant principals were 

in response to the following focus group question: 

 What is the role of the counselor on the campus leadership team? 

The assistant principals offered many different perspectives regarding the role of 

the counselor on the leadership team.  There appeared to be consensus among the 

assistant principals that the roles are indeed different, but agreement among them that the 

counselors and assistant principals should always work toward a common goal.  Assistant 

Principal A shared his perception:  

I think they [counselors] bring a different perspective and different ideas to the 

leadership team that an assistant principal doesn't bring…I think it's a very 

important role because, you know, many, many times assistant principals really 

and truly are looking at everything from a safety viewpoint. Are we going to have 

to manage those kids?  We’re in tune to that so we're looking for the hot spots in 

the school where kids would fight or things like that. And then the counselors 

bring in a whole different perspective to that…that's why it's very important to 

have them on the leadership team. 

Assistant Principal A shared his view of the advantages involved for students 

when the two different roles on the leadership team are utilized effectively:  

The different approaches that the counselors take I think are important because as 

an assistant principal, I am more consumed with accomplishing the task and 

making the situation better, but as the counselor, you can look more into the 
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causes of different situations with specific students as to why or why not 

something happened with them.  So I think that's important, and especially with 

us being teamed up with a fellow grade-level counselors, whereas we were not in 

the past, that's important for us to consult and to get input from the counselors in 

regard to situations and possible solutions for the students that we may not 

necessarily know which direction to go in. 

The assistant principals are charged with the enormous task of running the daily 

operations of the building.  Assistant Principal A further shared his perceptions of the 

differing roles:  

I don't think that we [assistant principals] would have the time in the day to run 

the amount of things that happen over in this side of the building and see them 

being finished and done.  I think a lot of times we're task-masters and so forth, 

and I hope that the counseling side feels that way, but I would think that you all 

would have the time to sit down and have deeper conversations about their 

[students] needs and where they're going and what they're doing and what their 

future holds for them.  

Assistant principals are trained in curriculum and supervision during the course of 

their graduate programs, but counselor preparation programs rarely have an instructional 

component because they are often focused on training counselors to meet the social-

emotional needs of students.  School counselors in the state of Texas must teach for a 

minimum of three years in order to become a licensed school counselor.  During the 

course of the focus group interviews, the question of whether or not the counselors 

should have an instructional leadership role was addressed.  This was the result of a 
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follow up question and, subsequently, an advantage of using a semi-structured interview 

protocol.  Assistant Principal E shared his viewpoint: 

I think inevitably counselors do have an instructional role due to the fact that they 

hold the one piece as far as the classes…building that master schedule…changing 

those classes when they need to be changed…putting students into plans that they 

are seeking as far as career and technology [classes]. 

Assistant Principal F offered specific insight into what he sees as the role of the 

counselor: 

I think that I like the counselors' role to be more working one-on-one with 

students and helping that student to make good life choices, including right now 

in high school, for their future, and not worry about what that instruction looks 

like.  Now if a kid brings a concern to the counselor, I would expect that that 

counselor would bring it to us so that we could talk about it, but I would never 

expect the counselor to, on their own, bring up this concern with the teacher.  I 

don't think I would have a problem if they did but I would certainly never expect 

it. 

Assistant Principal E explained his perspective on the difference between the roles and 

even questioned the differentiation itself: 

I think that the way our team is organized, the fact that we are actually over 

personnel may differentiate our roles a little bit because we are over social 

studies, we are over math, science, and you know.  Should that be something that 

the counselors are also a part of?  I don't know.  I mean, that's a question that we 

might have to ask as a team…should there be a social studies counselor who 
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works with me with social studies?  I mean, that's one area where we…I think on 

most other things we're pretty equal…but on one thing we're over that personnel 

factor that the counselors aren't. 

Assistant Principal G was an assistant principal at an intermediate campus last year and 

she offered her view:  

On my last campus, the counselors were not just part of the administrative or 

leadership team but they were administrators.  They carried a radio.  They served 

the same numbers of duties.  We split football games.  They would go in and do a 

walk-through with me and provide teacher with feedback…and I think that 

definitely has its pros and cons…but I'm not sure that that's the counselors' role. 

Assistant Principal A shared his perspective on the role of the lead counselor: 

The lead counsellorship role is vastly different [this year], what we have now and 

what we had prior to you…I can't even tell you the difference.  I mean, it's 

unbelievable how you are so hands-on and so involved in what we are doing. 

Assistant Principal E affirmed this viewpoint as he stated, “I think a lot of that has to do 

with your lead counselor and their philosophy really shapes the role of the counselors.” 

The role of the assistant principal. The following answers by the assistant 

principals were in response to the following focus group question: 

 What is the role of the assistant principal on the campus leadership team? 

The discussion regarding role definition continued through the course of the focus 

group interviews, and it apparent that the assistant principals recognize the differences, 

yet they see the need for both perspectives on the leadership team.  Assistant Principal F 

reflected on the differences when he shared: 
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I think the assistant principal brings a big picture to the leadership team because 

we have to look at the entire student body as a whole.  Whereas the counselors 

many times can look at an individual, we have to look in groups…and how to 

move groups through certain situations.  For instance…planning to get kids to a 

pep rally…we look at logistics more so than the counselors do, and I guess that's 

one of the roles that we bring to the leadership team. We just bring a different 

perspective. 

Assistant Principal F shared his thoughts on the role of the assistant principal: 

We look at student behaviors, and I think that a lot of times counselors do have an 

opportunity to do a lot of one-on-one with kids in a situation, and they get to see 

that, and many times we have to look at a bigger picture in how kids are affected 

by certain elements in the school. 

Assistant Principal F further elaborated on the role of the assistant principal: 

I think that every little task or every little thing that we do here, you think that it's 

going to be easy when you look at it, you know, any event that we have, just 

balancing our daily schedule as far as our teachers, our departments, the different 

jobs that have been assigned to us, and then looking at all the pieces.   

The role of the principal. The following answers by the assistant principals were 

in response to the following focus group question:  

 What is the role of your campus principal on the leadership team? 

Assistant Principal G shared her insight regarding the role of the campus 

principal: 
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I think that leads like into the third question where you asked what the role of the 

principal is on that leadership team.  I think it's to make sure everybody stays, 

kind of like what you're saying, is you get people sometimes that get off track and 

I think it's important to let people to venture a little bit but you've got to be able to 

steer the ship in a certain direction, you know, and I think sometimes you learn 

from your mistakes. 

Equal partners. The following answers by the assistant principals were in 

response to the following focus group question: 

 Do you see counselors as equal partners in leadership and affecting change on 

your campus? 

Assistant Principal A shared his insight on the equal partnership needed to make 

the leadership team work: 

We have to attend the things that our kids are doing, and if you don't get that buy-

in from everybody, from your assistant principals, from your counselors, then you 

won't have a leadership team.  But you know, everybody's got to be there for it.  

Everybody's got to have the same goals and the same visions. 

 Assistant Principal C shared his thought when asked about counselors and 

assistant principals being equal partners in affecting change on campus, “I think a 

counselor has a role just like an assistant principal on the leadership team, I do.” 

Assistant Principal E expressed his perception on the counselors’ role regarding 

personnel supervision and the voice of the counselors in the leadership team meetings: 

Another thing is when we're in a meeting, though, I will say this – and not that I 

don’t think that we are equal beings in this team but that's just a different role.  
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The personnel thing was a different role that we kind of have, I think.  But I think 

in a meeting, I think a counselor's word is just as valuable as any of ours when 

we're trying to solve a problem or do something.  I think that the value of all of us 

is equal there. 

Assistant Principal A shared what he perceives as a barrier to the equal 

partnership of the counselors and the assistant principals on the leadership team: 

When you sit over here on this side and those duty rosters start flying and games 

get scheduled and all the stuff that has to be seen and monitored and watched, and 

all of the things we have to go to and so forth throughout the year, and it grows 

exponentially in the fall, and spring is even worse, and all those duty schedules 

and so forth are being passed around, you know, there's always that conversation, 

and we have heard in the past – not really the group that we're working with now 

but they're [counselors] saying, "Well, we don't paid the same as you.  We don’t 

have the same compensation.  We don't work as many days as you.  We're not 

supposed to be here during that time and so forth."  

He further elaborated: 

But really and truly, if we wanted to be equal, if we're going to be on the same 

playing field and so forth, then all of that stuff would come into play because 

counselors are equally as important as far as being at their kids' events and seeing 

them participate and doing the things that they're doing and that type of thing 

because that's really where you build the relationship piece. 

Assistant Principal F shared his idea of an outdated view of counselors and assistant 

principals: 
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And it's a hierarchical thing just like you were talking about, you know, the 

structure that you were saying in the former district that you [Assistant Principal 

E] were in.  It's that leveling down from the top to bottom and so forth.  That's an 

old traditional structure.   

Assistant Principal A shared his thoughts on the area of compensation: 

We're trying to completely blow holes in that at this campus right now, but it's 

difficult to do all of that and kind of level it out when the district or so forth is still 

mandating, you know, you're getting paid a certain amount, you're getting a 

certain amount of days, but I think they're slowly looking at that.  

Opportunities for collaboration. The following answers by the assistant 

principals were in response to the following focus group questions: 

 What factors at the campus level seem to facilitate an effective relationship 

between the assistant principals and the counselors? 

 What opportunities do you have to collaborate with the counselors on your 

campus? 

Assistant Principal C expressed his thoughts on opportunities for collaboration: 

We have structured opportunities such as the meetings where we have both the 

assistant principals, [Principal A], and the counselors present, but there are a lot of 

opportunities during the day especially now that we are all on the same grade 

level with a counselor to collaborate on different situations. 

Assistant Principal G reflected on the difference in the opportunities for 

collaboration between her previous and current campuses: 
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At my last campus, we would meet but not regularly.  So we would communicate 

to each other in passing, but then maybe I told you but I didn't tell him and it 

needed to have been discussed, and then things fall through the cracks that 

way…there weren't scheduled team meetings.” 

Gulf Coast High School was purposely selected for this single case study partially 

because of the way the leadership team is organized.  The structure is referred to as 

“grade level” and the perceptions shared by the assistant principals indicate that this 

arrangement facilitates collaboration among the members of the leadership team.  

Assistant Principal A shared, “By going grade level, I think it's facilitated a better 

leadership team because you get to work hand-in-hand somebody and both parties come 

together.” 

 In previous years, there had been several changes to the organization of the 

leadership team.  When the school opened in 2003, all of the counselors and the assistant 

principals were assigned students based on the students’ grade levels, but the former 

principal altered the structure when the burden of having the entire senior class rested on 

only one counselor.  The previous principal decided that the counselors must go to an 

alpha-split so that all of the counselors could share the responsibility of graduating over 

600 seniors.  However, despite making this change to help alleviate the workload on the 

counseling side, the structure was such that the assistant principals remained “grade 

level” and the counselors then became “alpha.”   Assistant Principal D reflected on this 

experience: 

So I always had that [grade level], for five years I had that structure, and then we 

moved away from it for a few years, and then we're back to where we're teamed 
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again.  There is absolutely no doubt that we make more of an impact on students 

in this building when the counselor and the assistant principals are teamed so that 

we can take care of their needs. 

Assistant Principal A affirmed the viewpoint of Assistant Principal D:  

So the opportunity, I feel that now that we've gone to the grade level across the 

board is far greater.  When we were grade level assistant principals and alpha-split 

counselors, there were often times when I just did not have the opportunity to 

look at the name and then which counselor.  It's just far easier to know that I've 

got these two that I can go to with any situation, and that afford you many more 

opportunities to collaborate and discuss and communicate about things. 

Assistant Principal D confirmed this notion as well: 

We have our team structured where [assistant principal] and I work with 

[counselor] and [counselor] and it's allowed us more time to be able to I guess 

work together, and help students in different ways, and communicate with each 

other because we've learned this small group of kids, you know.  We know which 

ones have issues...we know when we get a referral on a student that's having an 

issue, we've already talked with them…so I think just the way we've set up stuff 

here on campus allows us to do that. 

Assistant Principal F reiterated the assistant principals’ affinity for the grade level 

structure: 

I think it helps you be able to deal with students and issues because people do 

have a different perception of the assistant principal and the counselor, and what 

one of us may be able to counsel or talk and deal with a situation, the other one is 
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able to bring a different…turn to the situation where that student may be able to 

open up more or talk about a situation…we can collaborate together to come up 

with a solution to a problem because I think there perceptions where students 

maybe feel more comfortable talking to an assistant principal in a certain situation 

than they would a counselor or vice-versa.  I definitely think that that helps. 

He further elaborated: 

I think that there are points where all of us at this table may not have the whole 

picture about a student's situation until you walk over and [the counselor] says to 

me, "Listen, there's a problem here, and it's more than just the student.  There's a 

teacher having an issue, and I need your help in making sure this child is getting 

what they need" and at that point I'm sitting there thinking, "Okay, well maybe I 

haven't seen all of it," and I cannot do that piece without that counselor being 

involved in that.  So, I mean, yes, [the counselors] are very much working in sync 

with us.  I don't know how we couldn't be. 

Assistant Principal A stated his opinion regarding the information that counselors 

may contribute to ongoing conversations about instruction on campus: 

I don't think counselors are able to go in and do a PDAS evaluation and things of 

that nature, but they are privy to so much information… it's kind of a different 

side with us because bottom line is that when a teacher writes a kid up, we are 

almost – I mean, we have got to show some kind of support.  If we don't show 

that support then it comes back to haunt us, you know, on this side of it as far as 

discipline, and really it undermines that teacher's classroom.  But there may be 

reasons why those kids are getting written up in that class, and I think counselors 
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bring that perspective because the counselor can come over and say, "Hey, you 

need to know, she's asleep.  That's why the kids are doing these things." 

Assistant Principal A shared more about the collaboration that occurs on the team: 

And it's always good to be able to, if you sense something with a student…if 

you're having a conversation with a student and you want to know more about the 

student, it's always good to be able to pick the phone and to call across the way 

[to the counseling office] and ask more ask that student, and get a better 

perspective of the situation that they're in.  I think that has helped me out a few 

times. 

He shared another example, “The kids will come in and they will tell the 

counselors, "I want a schedule change because my teacher's never there," and they don't 

share that with us all the time.  So you all [the counselors] give us a different perspective 

on it.” 

Assistant Principal A shared his insight on the importance of positive 

relationships among the members of the leadership team and how they impact the level of 

collaboration: 

When we have the relationships that we have here, I mean, I feel like we're 

almost a family, I mean, just between all of us together, and if I'd go over to talk 

to [counselor] or I'd go over to talk to [counselor] and they're not available, I don't 

have a problem coming to talk to [counselor].  That really is a great thing that 

facilitates our relationship because I feel comfortable talking to any [counselor] 

about a problem whereas somewhere else it might be I just could talk to one 

person.  I can only have that conversation with one person. 
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Assistant Principal A shared his views on more potential opportunities for collaboration: 

You find opportunities because as a group, as a leadership team, you're going to 

football games together, you're going to activities together where you can steal 

time there because...we've all been out together whether it's a football game or a 

volleyball game or a program in the auditorium where one or two or three of us 

are sitting together and you may be actually talking about something that may 

have happened that day or a situation that's going on campus. 

Barriers to collaboration. The following answers by the assistant principals were 

in response to the following focus group question: 

 What factors at the campus level seem to be a barrier to an effective relationship 

between the assistant principals and the counselors? 

The assistant principals openly shared their insights regarding the perceived 

barriers to collaboration on the campus leadership team.  Assistant Principal D shared her 

perceptions: 

I think one of the biggest barriers is almost related to…time, but it's also 

responsibilities.  I think the responsibilities placed on what the counselors are 

expected to do and then what the assistant principals are expected to do are very 

different, and I think that is a barrier, and I think it can cause a barrier because it 

seems like we many times are expected to wear so many hats and be at so many 

things that sometimes we feel like – I feel like sometimes we don't get a lot of 

connection, if that makes sense.  I think there are sometimes, on the counselors' 

side, sometimes I feel there's a disconnect to what's important to our kids. 

She clarified her insight:   
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Like when we're in the school day, I think we work well together. I mean, I can't 

ask for a better counselor than what I've got ,and she is at what these kids do, and 

my kids know who she is because she's not just here, and that's I think a barrier. I 

think if she weren't that way, I think that'd be a barrier.  And so I think counselors 

that come in here and they go to work and then they leave before the kids get out 

the door, I think that that's a barrier. It's a disconnect.  I was a little resentful of 

that because I thought, "You know what, I don't have to be at everything that I'm 

at but I am there.  I choose to be there because that's what builds those 

relationships." 

The floor plan at Gulf Coast High School is such that the assistant principals’ 

office is located on one side of the school foyer and the counselors’ office is located on 

the opposite side.  Assistant Principal E shared his thoughts on barriers to collaboration 

as he stated, “There's a physical distance of you guys are over there, us over here.”  He 

also added that he is more likely to communicate with another assistant principal at times 

just because he or she is across the hall.   

Assistant Principal G shared the concept of perceptions themselves as actual 

barriers to collaboration as she expressed, “A barrier can be how I perceive my role 

versus how the counselor perceives her own role.”   

Assistant Principal A expressed the notion of assumed roles as barriers to 

collaboration, “That’s a barrier I would say that we do face…those assumed roles, you 

know. And I'm going to tell you, it was a very negative thing when it was said to us that 

we don't do those duties.”  
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Assistant Principal F talked about the attitude, effort, and value placed on the 

relationships as means to overcome barriers to collaboration: 

I think when everyone is willing to do everything they possibly can to assist each 

other and make their jobs easier, and are able to assist and help and have the time 

and the willingness to work with a person…then it's almost as if it just opens up a 

whole new playing field.  There are no barriers.  And experiencing some of that in 

the past as far as barriers are concerned, again I'll just say that it depends on the 

value you place on those people that you're working with. 

The campus principal and collaboration. The following answers by the assistant 

principals were in response to the following focus group question: 

 How does your campus principal facilitate the collaboration between the 

counselors and assistant principals on campus? 

Assistant Principal F shared his thoughts on the influence of the campus principal 

on the collaboration among the members of the leadership team: 

She set the expectation that we will work together as a team, as a grade-level 

team, and that we will be having conversations about different situations that 

present themselves during the course of the day…or STAAR testing for 

example…how are we going to approach that with our students?  How are we 

going to get them into tutorials? 

Assistant Principal A added, “These are the expectations that she has set up…she has 

mandated for us to become a team, whereas in the past that was not mandated to us 

because the setup was not conducive to that.” 
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Assistant Principal C shared his perception of how the high expectations of the 

campus principal has influenced the collaborative efforts among the members of the 

leadership team: 

I've sat in on Monday afternoon team meetings where [Principal A] will say, "It's 

spring show" or "it's musical" or "it's soccer playoff game, and we all need to 

divide up.  I need you all there"…and then she'll always throw in something like, 

"if you can," which softens it a little bit, but I read, "No, not if you can. You will 

be there." 

Assistant Principal A elaborated on the benefit of participation in the weekly leadership 

team meetings that Principal A began to require this year: 

One other very tactile way that she has facilitated collaboration is meetings and 

having counselors in our leadership team meetings whereas that did not go on for 

the past 3 years that I've been here.  It's gone on a lot this year, and it is a great 

way to enable and empower the counseling team to become more decision-makers 

on this campus, and I think that that is probably one of the most effective ways 

that she's done that, that she's facilitated that collaboration between us and 

incorporated the counselors as part of the leadership of this campus. 

The counselors. The counselors on the leadership team have combined total of 80 

years in education.  They come to the table from many different backgrounds, including 

elementary and intermediate teaching experience, as well as from schools and districts of 

different sizes.  Many of them have had experience with both grade level and alpha 

organizational structures.  The responses from the counselor focus group are reported 

based on the themes and specific questions from the focus group session.  



89 

 

The leadership team. The following answers by the counselors were in response 

to the following focus group questions: 

 What is your definition of the campus leadership team? 

 What is the goal of the campus leadership team? 

 What is the role of your campus principal on the leadership team? 

The counselors on the leadership team at Gulf Coast High School willingly shared 

their ideas regarding the definition of the leadership team.  Counselor F shared, “The 

principal, the assistant principals, the counselors, and the department heads.”  Counselor 

C added, “I don’t always think of the department heads when I think campus leadership 

although it certainly can be.”  Counselor F shared her opinion as well, “The principal 

does a good job of making sure their [the department heads] opinions are brought in.” 

The principal’s leadership style. The following answers by the counselors were 

in response to the following focus group question: 

 What is the leadership style of your campus principal? 

On the first duty day of the current school year, the counselors and assistant 

principals returned to discover that Principal A had purchased white Gulf Coast High 

School embroidered shirts for the entire leadership team.  Traditionally, Principal A and 

all of the assistant principals would also have their picture professionally taken at the 

beginning of each year prior to this one; however, this year the counselors were included.  

Counselor A shared her thoughts on how such seemingly minor gestures sent a major 

message to the team, particularly the counselors: 

She [Principal A] set the tone from the beginning…since day one…this is how 

it’s going to be, this is what we are going to do, these are my expectations down 
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to the white shirts and even though this is a small thing, it was big when it 

happened…and when our principal asked us to be in the pictures at the beginning 

of the year…now we are all mixed together. 

Counselor E shared her perception of Principal A and her experience as a 

counselor as she stated, “I think it's that way and it was told to me in my interview she 

used to be a counselor so she knows how it feels and that's why she wants to be part of 

the team because when she was a counselor it was totally separate. 

 Counselor C expressed her insight into the value of being in a position to build the 

leadership team: 

I also think that our principal is in a unique position this year to really rebuild 

because there was such a big turnover in our leadership team.  I think she put a 

great deal of thought into that and it was very purposeful to get shirts for us all 

and to start our meetings.  It was extremely smart tactically to do that and start 

fresh to build a better leadership team I think…even though more than normal her 

role in building that collaboration has been…but this year was such an 

opportunity and she really capitalized on it…she saw it as an opportunity to 

change the dynamic and the atmosphere…part of the subtlety was to say you guys 

are equal and that's been a real credit to her and making that team better. 

Counselor C elaborated, “Now we are better philosophically matched to our leader than 

since she has been here and the style she leads, the way she leads.”  Counselor A added, 

“Before it was the other principal's team.” 

Counselor A shared her thoughts on the change in the school climate as a result of 

changes on the leadership team and Principal A’s leadership style as she expressed, “Just 
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the difference in the climate between last year and this year is so profound at least in my 

eyes and that's one year with a bunch of new people so it makes me excited about what 

can be.  I think we all pretty much feel it is only going to get better.” 

Counselor A communicated her perception regarding Principal A’s leadership 

style as she said, I don't believe she believes in giving a command she wants you know 

that she wants it to be…a consensus and she wants to nurture leaders and so that's good.”  

Counselor F added, “I have heard her say she doesn't believe in top down management 

you know and I think that's good.” 

The role of the counselor. The following answers by the counselors were in 

response to the following focus group question: 

 What is the role of the counselor on the campus leadership team? 

Counselor A simply stated, “The role for the counselor has really changed on this 

campus.”  Counselor D shared her perception on the extent to which teachers view the 

counselor’s role in instruction: 

We sometimes talk to them [students] about how do you study or…have you 

thought about taking notes this way?  I do think in some ways it would help the 

teachers relate to us and collaborate with us and respect us if they understand we 

are not like this total separate entity we are part of this instructional staff. 

Obviously they are on the front lines and we support what they're doing but it 

doesn't mean we can't assist.  I mean I was a teacher for many years and you 

know I could help in some capacity, but we're not seen in my opinion as any 

instructional leader…so it's like this student is suicidal so send them to the 

counselor...we can't help in any other capacity. 
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Counselor E reflected on the components of the ASCA’s model for a 

comprehensive guidance program as she stated: 

We are school counselors so when it comes to the four components of a guidance 

curriculum and going into the classroom and presenting certain things to the 

teachers, I feel that is different from a mental health counselor.  I feel that as a 

school counselor we should be part of that instructional piece because that is one 

of the components of being a school counselor. 

Counselor D shared her thoughts regarding the instructional leadership role of the 

counselor as she expressed: 

We are school counselors in the state of Texas and to be a school counselor you 

had to be a teacher first and I believe there is a reason for that… suddenly I'm a 

counselor and it doesn't mean I’ve forgotten about strategies or study skills or 

how to nurture struggling student. 

Counselor F expressed a concern that since the counselors are not involved in the 

department meetings, the assistant principals tend to have more instructional knowledge. 

She said, “I don't really know because I don't go to department meetings but I know the 

assistant principals are going to have more wisdom in that area.” 

 Counselor D shared her view that teachers on campus do not necessarily perceive 

counselors as instructional leaders on campus: 

I know it's a slippery slope because we have a lot of duties as counselors and we 

don't want to add too much to our plate, but if we are part of the campus 

leadership team…it seems to me that we in a lot of ways are not…for example at 

this school a lot is put on the assistant principals and I understand that to a certain 
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extent, but to me it seems like at our school our teachers do not recognize us as 

part of the leadership team…I do believe in a lot of ways it's because we aren't 

interacting with them.  At my last school if teachers had a high failure rate we 

were part of that team to work with that teacher.  I know we do communicate with 

our teachers, but if we were more active working alongside the assistant principal 

they would see us as more as leaders. 

The role of the assistant principal. The following answers by the counselors were 

in response to the following focus group question: 

 What is the role of the assistant principal on the campus leadership team? 

Counselor A shared her perception of the role of the assistant principal, she said, 

“I feel their role shouldn't be discipline only, they do need to get out there and share 

information with teachers because they used to be teachers as well.” 

The role of the principal. The following answers by the counselors were in 

response to the following focus group question: 

 What is the role of your campus principal on the leadership team? 

The counselors, in their interview responses, recognized that the building 

principal sets the tone for the school and plays a key role in the level of communication 

on campus.  Counselor F articulated her view of the role of the campus principal: 

I really think the campus principal sets the tone for the entire school…I mean 

because we all are looking to him or her for how we're going to do things, how 

we're going to communicate things…what our philosophy is…I have my own 

philosophy but how it's going to fit in with what he or she is wanting for our 

school and for me and from me. 
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 Counselor D shared her opinion of the role of the campus principal as well: 

I sort of think they are like the key communicator I mean they're not 

communicating to everybody but I do think in some ways in a campus this large it would 

help sometimes with a little more directness as to what that tone is going to be. 

Equal partners. The following answers by the counselors were in response to the 

following focus group question: 

 Do you see assistant principals as equal partners in leadership and affecting 

change on your campus? 

Counselor A expressed her perception on whether or not counselors are seen as 

equal partners in affecting change on campus as she stated, “At the meetings she 

[Principal A] listens to us as much as she listens to them…those little things are 

communicated.” 

Counselor D shared her insight: 

I mean if our role is to change schedules and to monitor credits and to take care of 

emotional students it’s one thing and that is fine, but if there role is to really be 

part of the leadership team then maybe we need to there really should be some 

additional input. 

Counselor F shared: 

I think that also comes from our principal and I think that’s one way we don't 

even notice that our principal does have a strong influence and I know that is her 

opinion that we are part of the leadership team and so it is accepted by the 

assistant principals that we are. 
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Counselor A further elaborated on the concept of an equal partnership between the 

counselors and assistant principals on the leadership team: 

Too many times in the past I’ve had assistant principals who thought they were 

everything.  I like that he [assistant principal] sees us as partners and I’ve gotten 

to where I feel like I can go over and voice my opinions and we don't always 

agree, but I do very much feel equal this year.  Even though we're really stressed 

right now to get them to graduate, I’ve really enjoyed working with them and I 

feel like we were really a team and these are our kids. 

Counselor A reflected on her experiences this year: 

When we have assemblies they [assistant principals] want us there, they want our 

input...anything we can do to take ownership of them I think that's encouraging… 

it’s our children...they’re our children not just yours and I’m just helping you 

along. 

Counselor B shared an experience regarding an assistant principal as well: 

They value our opinions…I just had an incident yesterday and it was an email that 

came down from [district] administration and [assistant principal] said, “You 

know what I’m going to let you make this decision because you know how to 

better answer this.”  He could have just done it himself because he feels like he is 

the assistant principal, but he actually came to me and asked what do you think 

we should do…whatever you say I’m going to back you up. 

Counselor C stated, “I definitely feel more accepted by the assistant principals now than I 

did my first year here for sure.” 
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 Opportunities for collaboration. The following answers by the counselors were 

in response to the following focus group questions: 

 What opportunities do you have to collaborate with the assistant principals on 

campus? 

 What factors at the campus level seem to facilitate an effective relationship 

between the assistant principals and counselors? 

Counselor A shared her thoughts on opportunities for collaboration as she stated, 

“I think the fact we have the meetings together now and all of the counselors are in the 

meeting is positive.” 

As previously explained, there was an adjustment made to the organization of the 

leadership team this year.  The counselors and the assistant principals are now aligned by 

grad level and each grade level team is assigned the same students.  Counselor A shared 

her thoughts about the change as she stated, “The grade level thing has worked…it's very 

hard when they are grade level and we are alpha.”  She went on to add, “They [assistant 

principals] couldn't remember the alpha split so everybody would send everything to the 

lead counselor.” 

Counselor E shared her perceptions on opportunities for collaboration on campus: 

As the special education counselor I’ve been able to collaborate with the master 

scheduler a lot because I have to do my master schedule for the special education 

kids.  I get to have input on what teachers I want to use for next year and what I 

want the master schedule to look like as far as what periods the classes will be for 

resource [classes]…that’s been a very important piece. 

Counselor C shared her thoughts on collaboration with the assistant principals: 
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I think about last year on this campus and how I felt so disconnected from the 

assistant principals, whereas this year my assistant principal and I frequently are 

in meetings together with kids and parents.   It kind of magnifies for me how nice 

it is when both of us can be there and we've joked about it being “good cop-bad 

cop” but really there is an element of her bringing the legal information and 

knowledge about some of the things they deal with and I am able to bring in the 

emotional component as well.  We are both hitting grades and instruction and…I 

think that is fantastic when we can have a sharing of that.  I mean it's not always 

seamless, but the more that we have done together, I feel like it has been better as 

a result of the shared role.  Only sometimes I wish we had 100 students instead of 

however many, but I know that the things we've worked on together on this year 

compared to last year…it's been more effective. 

Counselor C went on to share her metaphor of the grade level partnership as somewhat of 

a marriage: 

I think as in a good marriage there is recognition of your partners strengths and 

weaknesses and an ability to cover for each other, but also to bring out the good 

stuff in each other.   I feel like we are doing a lot more of that this year.  Like you 

[counselor] were saying with him [assistant principal] coming over here with 

touchy feely stuff he's not comfortable with and for me there may be a bullying 

issue and I can deal with a piece of it and then I need to have someone else.  It’s 

nice when you can really recognize each other's strengths and be able to work 

together in that way.   Just because we are different people, like my partner's 
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strengths are not going to be the same as yours, but I mean there is each marriage 

that looks different and it just makes it better. 

Counselor B shared some insight from a recent experience: 

I think I have a pretty good example.  There was a good student who got himself 

in trouble the assistant principal handled the discipline side of it and I guess he 

could have left it at that, but he was a really good kid so he came over and asked 

“Hey, do you mind pulling this kid out of ISC and talking to him because he is 

really distraught about what happened.  I think he is a good kid and I want him to 

know everything is going to be okay.”  That’s a perfect example of yes, he got 

disciplined but now I need you to talk to him and tell him we all make mistakes 

and we are going to learn from them and that kid needed that. 

Counselor A shared additional insight regarding opportunities to collaborate: 

I have really enjoyed this sense of urgency together and this camaraderie, this 

team feeling, like we have a common goal and we are working toward it.  I think 

it happens a lot…there have been times in the past when we [counselors]were 

working on attendance calling them in to make sure they knew how many hours 

they owed and I think we work really together on helping our students be 

successful whatever it takes. 

Counselor B shared her experience, “The counselor gets invited as well as the 

assistant principals to conferences for failures.  I’ve had quite a few of those.”  Counselor 

A shared, “We’ve had interventions for students who are really making bad decisions and 

we will get together, all the senior leaders, and we will talk to that student…that's been 

good.” 
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Counselor C shared her insight on the importance of positive relationships among 

the members of the leadership team and how they impact the level of collaboration: 

Not that I want to have dinner with everyone every night but I think those things 

help us to see each other as human beings.  At football games we see each other’s 

kids and we get connected at a different level and we are invested in each other in 

a personal way beyond just a professional way and it helps the professional.  I 

think that kind of thing benefits our professional communication and professional 

relationship. 

Barriers to collaboration. The following answers by the counselors were in 

response to the following focus group question: 

 What factors at the campus level seem to be a barrier to an effective relationship 

between the assistant principals and counselors? 

Counselor F commented on the physical barrier to collaboration as she shared, “I 

do want to say back last year when we were talking putting the assistant principals and 

counselors on the same hall…I thought that was a terrible idea…but I have started 

thinking that it might not be that bad of an idea.”  Counselor D added, “We miss each 

other I constantly go look for him [assistant principal] and I miss him.”  Counselor D also 

elaborated: 

We have a very hard time finding each other at the same time, for two days we've 

tried to record an outgoing message…even when we set up a time and he comes 

over someone calls him on the radio.  We really have very even though we are 

both here and both working, we seem to have a very hard time finding each other 

or having an uninterrupted time we play a lot of phone tag. 
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Counselor A shared her perception that following through on what is discussed in 

the leadership meetings is a potential barrier to full collaboration.  She expressed, “I 

sometimes feel that way in our leadership team meetings I get frustrated because I feel 

like we discuss things and have good ideas and I'm ready to roll with it and it stops 

there.” 

Several of the counselors shared that sometimes they are uncertain as to what is 

taking place on the assistant principal side and that the element of communication is often 

missing.  Counselor B shared, “I'm thinking right now maybe they are meeting and I just 

don't know maybe we're having this conversation and it is being taken care of over 

there.” 

Counselor F shared a different perspective than Counselor C on the notion of the 

grade level teams as marriages.  She viewed it as a potential barrier to collaboration: 

We [assistant principal and counselor] are very similar and in the way that we do 

things.  I think we both have the same strengths and same weaknesses, so if it’s 

not a good matchup then it's not as good of a set up to only have that one partner. 

We're really worried because both of us need some direction and neither of us are 

the real leaders.  We are kind of worried it has to be a strong marriage if it's going 

to be a marriage between two people so that's kind of downside of only two 

people working together.  

The campus principal. Principal A has 22 years of experience in education and 

this is her fourth year as principal of Gulf Coast High School.  She has experience as a 

classroom teacher and an assistant principal at the largest high school in the district.  She 

was principal of an intermediate school for three years before becoming the principal of 



101 

 

Gulf Coast High School.  The responses from the individual interview with the campus 

principal are reported based on the themes and specific questions from the interview 

session. 

The leadership team. The following answer by the campus principal was in 

response to the following interview questions: 

 What is your definition of the campus leadership team? 

 What is the goal of the campus leadership team? 

Principal A stated, “I define the team as a campus support system comprised of 

the principal, the assistant principals, the counselors and the department chairpersons.”  

She added, “The ultimate goal of the campus leadership team is for our students to 

succeed, to make yearly progress and to ensure that the goals of the campus are 

evaluated, assessed and addressed each year.” 

The role and leadership style of the campus principal. The following answer by 

the campus principal was in response to the following interview question: 

 What is your role and leadership style? 

Principal A shared her view of her role on campus: 

My role is to ensure that the vision of our school is maintained and I do that 

through making sure each person on the leadership team knows what is expected 

and what needs to be done to meet the goals of the campus.  I like to use the 

analogy of a ship, I am the captain but I know I can’t move it by myself, it takes 

an entire team to get it headed in the right direction and it is easily swayed but if 

we’re all moving in the right direction, we’ll get to our destination. 
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When asked about her leadership style, Principal A commented, “I like to view 

myself as a collaborative leader.  I don’t think I’m smart, nor have I ever thought myself 

smart enough to make decisions for our campus alone; therefore, I depend heavily upon 

the leadership team.  I also believe the higher you are in terms of leadership, the more 

you should be willing to serve the needs of those around you.” 

The role of the counselor. The following answer by the campus principal was in 

response to the following interview question: 

 What is the role of the counselor on the campus leadership team? 

Principal A shared her perception of the role of the counselor: 

In a high school setting, I depend on the counselor to be knowledgeable of 

everything academic…four year academic plans, course offerings, class 

schedules, teacher information, college & career readiness…and the social and 

emotional needs of students on campus and to provide a different perspective on 

campus affairs when we meet as a team.   

The role of the assistant principal. The following answer by the campus principal 

was in response to the following interview question: 

 What is the role of the assistant principal on the campus leadership team? 

Principal A shared her perception of the role of the assistant principal: 

They are principals in training.  They handle assigned areas of 

responsibility…their departments and supervision of departments…and 

are assigned a grade level to follow from 9 through 12 so that they get an 

understanding of every level and have the opportunity to work with a 
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myriad of situations in order to be better prepared for running their own 

school one day. 

Equal partners. The following answer by the campus principal was in response to 

the following interview question: 

 Do you see counselors and assistant principals as equal partners in leadership and 

in affecting change on your campus? 

Principal A shared an interesting view when questioned about the equal 

partnership between assistant principals and counselors as she expressed, “As they are 

not compensated equally I cannot expect the same level of responsibility, but I do see 

them as equal partners in the overall success of our school.  I depend on them equally for 

decision making at the campus level.” 

The campus principal and collaboration. The following answer by the campus 

principal was in response to the following interview question: 

 How do you facilitate the collaboration between counselors and assistant 

principals on your campus? 

Principal A shared her perception on the how she has impacted the level of 

collaboration on campus: 

This year we changed to match up and I feel this has worked well as it ensures 

they [counselors and assistant principals] work together with students as they will 

travel from grades 9 through 12 together.  I meet with the leadership team weekly 

to discuss global issues and plan.  I seek input from both groups as we work 

through the school year. 
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Summary 

 The purpose of this study was to examine the professional relationships among 

high school counselors, assistant principals, and the campus principal.  The responses to 

the interviews provided insight into the perception of the roles of the counselors and the 

assistant principals on the campus leadership team and the means by which they were 

able to communicate and collaborate.  The responses in this section were reported based 

on the following themes: the characteristics of the leadership team, the principal’s 

leadership style, role definition, equal partners, opportunities for collaboration, and 

barriers to collaboration.  The following chapter contains a detailed discussion of the 

results and the implications of this study for school leaders.   

 



 

 

 

Chapter 5  
Conclusions 

There is an extensive amount of research that indicates that the perceptions of the 

principals can influence the roles and responsibilities of school counselors (Janson et al., 

2008).  This case study was conducted to examine the area of collaborative leadership 

through the viewpoints the assistant principals, counselors, and the campus principal to 

better understand how each of these individuals contributes to the high school leadership 

team.  Two focus groups and an individual interview were utilized to examine the 

perceptions of the leadership team members.  Through descriptive statistical methods, 

responses from the counselors, assistant principals, and campus principal were analyzed 

to identify perceptions and predominant themes regarding the working relationships on 

the high school campus leadership team.  Discussion of the findings as they relate to the 

emerging themes and to the proposed research questions are outlined in this final chapter, 

followed by the limitations of the study, and implications for school leaders and future 

research. 

Overview of Study 

The purpose of this study was to provide insight into the perceptions of the high 

school assistant principals, counselors, and the campus principal have regarding their 

roles on the leadership team and the means by which they communicate and collaborate 

on a daily basis.  The high school selected for this study was chosen based on the 

organization of the campus leadership team as well as the adherence of the district and 

the school to the American School Counselor Association National model as the 

comprehensive framework for the school counseling program.  Gulf Coast High School 
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has a leadership team that is comprised of the assistant principals, counselors, and the 

building principal and appropriately reflects the characteristics of the distributed 

leadership framework.  The organization of the school is such that each grade level has at 

least one counselor and one assistant principal who work as a team to complete the tasks 

and responsibilities assigned for that grade level.  Figure 5 – 1 illustrates the 

organizational structure of Gulf Coast High School. 

 

Figure 5-1  

Gulf Coast High School Organizational Structure 

 

 

In addition to having a valuable structure, Gulf Coast High School is the second 

largest high school in the district and is fully accredited by the Texas Education Agency.  

It is a comprehensive high school that has diverse course offerings including honors and 

Advanced Placement, core curriculum, electives, and career technology classes.  Gulf 

Coast High School has approximately 2,725 students in grades 9 through12.  The student 

body is comprised of 19.3% White students, 3.7% African American students, 73% 

9th grade 

 2 AP's 

 2 Counselors 

10th grade 

1 AP 

1 Counselor 

11th grade 

1 AP 

1 Counselor 

12th grade 

2 AP's 

2 Counselors 
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Hispanic students, and 1% other ethnicities (Asian, American Indian, and Multiracial), 

with 60.9% of students who are considered economically disadvantaged and 40.7% are 

considered At-Risk.   

The participants of this study were the seven high school assistant principals, six 

counselors, and the campus principal employed at Gulf Coast High School in southeast 

Texas.  The data were collected from focus group interviews with the assistant principals 

and counselors, an individual interview with the campus principal, a variety of school 

documents, memos from the leadership team members, and field notes made during 

observations.  The researcher was the lead counselor on the Gulf Coast High School 

campus leadership team at the time of data collection and the analysis process; therefore, 

utilizing multiple data sources and other validation strategies were employed to reinforce 

the credibility or internal validity of the study. 

Discussion of Results 

The findings of this study have led to a better understanding of how leadership is 

recognized and distributed among the counselors and the assistant principals on the high 

school leadership team.  The results of this study are discussed as they relate to the 

following research questions: 

1. What do principals, assistant principals, and counselors perceive as the role of 

the counselor on the high school campus leadership team? 

2. Do differences exist among the perceptions of the role of the counselor on the 

high school leadership team? 

3. What factors are perceived to have an effect on collaboration between high 

school counselors and assistant principals at the campus level? 
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4. What is the perceived effect of the campus principal on the relationships 

between the high school counselors and assistant principals at the campus 

level? 

The role of the counselor.  The first and second research questions posed in this 

study address the perceptions of the role of the counselor by the members of the 

leadership team.  As the literature review previously explored, the role of the counselor 

has evolved since the early 1900’s and the inception of the vocational guidance 

movement.  With the help of legislation and the formation of the American School 

Counselor Association, the school counseling profession began to grow in the 1950’s 

(Gyspers, 2001; Lambie & Williamson, 2004).  The profession continued to expand; 

however, different views within the field began to emerge and varied emphasis was 

placed on educational services versus mental health services in both university training 

programs and in the school setting (Lambie & Williamson, 2004).   

In the 1990’s, the ASCA answered the call of the school reform movement by 

playing an important part in defining the roles of school counselors.  The ASCA called 

for counselors provide traditional counseling services, but also required them to have 

additional skills in the areas of advocacy, leadership, and collaboration (ASCA, 2003).  

The discussion concerning the role identity of school counselors continued, and 

principals, school counselors, counselor educators, and national associations have 

articulated different views of what the school counselor’s role should entail (Dahir et al., 

2010).   

In 2009, the ASCA collaborated with a division of The College Board (NOSCA) 

and the National Association of Secondary School Principals (NASSP) to study the 
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professional relationships between counselors and principals.  This study examined roles, 

perspectives, and challenges in educational reform among these closely related areas of 

education.   The findings of the study indicated that communication, mutual respect, and 

understanding were most mentioned by both principals and counselors as being 

important.  The study further revealed that the collaborative efforts of principal – 

counselor teams yield far better results for students than if they each try to work 

independently (NOSCA et al., 2009).   

The assistant principals at Gulf Coast High School shared that they perceive the 

counselors as being involved in building the master schedule, changing schedules, 

registration, and individual planning with students.  They also expressed the belief that 

counselors have the time during the day to meet individually with students to assist them 

in the decision making process.   

The assistant principals and the counselors had slightly different views of the 

counselors’ involvement in instructional leadership.  One of the components of a 

comprehensive guidance program is the classroom delivery of a guidance curriculum.  

The counselors seemed to agree that this component, along with the fact that they have all 

been classroom teachers as the state of Texas requires for school counselor certification, 

should allow for counselors to be more involved in instructional decisions on campus.  

The counselors acknowledged that they are indeed responsible for changing classes, 

monitoring credits, and tending to the emotional needs of students; however, they 

expressed a concern that teachers do not see them as members of the leadership team 

because the counselors are not seen as instructional leaders on campus.  The assistant 

principals see themselves as being more directly involved in instruction because they 
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supervise and appraise teachers on campus and they view the counselors as playing a 

more indirect role because they expect the counselors to relay student concerns to the 

assistant principal that will assist them in making good instructional and personnel 

decisions.   

Both the assistant principals and the counselors agreed that the leadership 

philosophy and involvement of the lead counselor can influence the perceptions of the 

leadership team and help guide the direction of the counseling department.  There is little 

research on the role of the lead counselor, and although it is not an area of focus in this 

study, it is an additional topic that warrants further exploration.  The lead counselor 

position in this district tends to be more like that of a “team captain”; however, all of the 

high school campuses in the district have five or more counselors and it would be 

beneficial to have an individual in that role who shares the leadership philosophy of the 

campus principal.   

As the discussion regarding role definition continued through the course of the 

focus group interviews, it was apparent that the assistant principals and the counselors 

mutually recognize the different paradigms from which they operate, yet they see the 

necessity and significance of having both perspectives on the leadership team.   

Collaboration.  The third research question posed in this study addresses the area 

of collaboration.  A different kind of leadership is needed at schools with a collaborative 

culture.  Sergiovanni (2007) challenges schools to become “communities of learners” and 

he states, “Everyone is free to do what makes sense, as long as people’s decisions 

embody the values shared by the school community” (p.54).  School counselors and 

principals must collaborate to ensure the success of every student and provide the 
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resources and opportunities that students need to graduate from high school and become 

productive citizens in the 21st century world (Dahir et al., 2010).   

The assistant principals and counselors cited many examples that support the 

collaborative efforts of the leadership team.  They reported that they work together on 

behavior interventions, failure conferences with parents, attendance issues, bullying 

concerns, state testing, and strategies to encourage students to attend tutorials.  The 

assistant principals called it a “combined effort” and referred to it as “synchronicity” at 

one point and the counselors agreed that the assistant principals “value our opinions” and 

they “want us to be there” at the activities on campus.  The remaining discussion of the 

results pertaining to the collaboration will be discussed in the context of the emerging 

themes and specific factors that affect the collaboration on the leadership team. 

Communication.  Communication and trust are necessary characteristics in terms 

of building a cohesive leadership team (Lashway, 2003).  The assistant principals and the 

counselors shared many instances of how communication has helped them to collaborate 

and other examples of when a breakdown in communication has been a barrier to 

collaboration.  The counselors shared that there is often a disconnect in communication 

because one side is unaware if the other has followed through on a concern that was 

discussed in the weekly leadership meeting.  The established meeting time each week has 

been effective in fostering communication and collaboration among the team; however, 

the meetings may need to end with an action plan and a team member assigned to each 

piece of the plan.  As a leadership team, it may be necessary to create more opportunities 

to communicate and collaborate. 
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Barriers.  The assistant principals and counselors equally affirmed that both time 

and physical distance are additional barriers to communication and collaboration.  

Although it was mentioned by the assistant principals that it is easy to “call over to the 

counseling side” and the counselors declared that they often walk over to the assistant 

principal side, it was revealed by both groups that being located on opposite sides of the 

school foyer is often a barrier to collaboration.   

Lack of time to plan was another barrier that was mentioned and it is related to 

physical distance as a barrier as well.  During the course of the interviews, Counselor D 

shared an idea that could potentially facilitate communication between the counselor and 

the assistant principal on the grade level teams: 

There is a need for scheduled meetings at each grade level as well…we are still 

negotiating how to make it work but I was just thinking of lunch duty.  Next year 

I will request that I have the same lunch duty as him.  We would have some built 

in opportunities to talk that wouldn't require having another meeting. 

Counselor C affirmed this notion as she shared, “They [assistant principals] are captive 

they have to be there [lunch duty] and we have to be there so if we can be there at the 

same time and we sat together it’s the same time every day to touch base.” 

Relationships. The members of the leadership team shared various examples of 

how their positive relationships have influenced the collaboration on the team.  The 

relationships and interactions among the staff and students at a school is a significant 

factor in determining the school’s climate (Freiberg, 1999).  As part of the school reform 

movement, the International Center for Leadership in Education created the “Rigor, 

Relevance, and Relationships” framework when they learned that the three concepts are 
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needed schools to be successful (McNulty & Quaglia, 2007).  The ICLE studied some of 

the most effective schools in the country and found that these schools had experienced 

success, at least in part, because the relationships among the students and staff were 

purposefully cultivated.  McNulty and Quaglia (2007) suggest that the quality of the 

relationships among the leadership team, staff, and students can have a tremendous 

impact on the overall success of the school. 

Outcomes noted by the assistant principals support the belief that positive 

relationships among the team members have a great deal of influence on the ease at 

which the team members seem to interact on a daily basis.  Both the assistant principals 

and the counselors referred to each other as “family” and shared that going to football 

games and getting to know each other on a personal level, facilitated the development of 

a professional relationship.  Not only did it help their working relationship, but the events 

themselves became an extension of the school day and provided the extra time needed to 

communicate about the happenings of the day.  Both the assistant principals and the 

counselors shared that they listen to each other and often collaborate to reach solutions 

for problems that students present each day.  It is evident in the responses by the 

members of the leadership team that they value each other as fellow leaders and as 

individuals.  

It is important for the campus principal to nurture the positive working 

relationships among the assistant principals and counselors on the leadership team.  It 

appears that Principal A has accomplished this task as evidenced in the comment by a 

counselor, “Just the difference in the climate between last year and this year is 

profound…it makes me excited about what can be.”  This solidarity and enthusiasm can 
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be a powerful motivator in striving to consistently improve the communication and 

collaboration among the members of the leadership team.  Counselor C shared her insight 

during the course of the focus group interview:   

It would be great if sometime before next year, we as a team get together and 

share…this was what was awesome and this is what we did do and what we can 

do a little better because this was a building year that way next year will be even 

better! 

 Organizational structure.  The members of the leadership team articulated the 

perceived impact that the organizational structure of the school has had on the level of 

communication and collaboration among assistant principals and the counselors. 

Leithwood et al., (2008) assert that a core leadership practice is redesigning the 

organization which includes the detailed practice of building a collaborative culture.  

Gulf Coast High School was purposely selected for this single case study partially 

because of its organizational structure.   

In previous years, GCHS experimented with various organizational structures.  At 

one point all of the counselors and the assistant principals were assigned students based 

on their grade level, but the former principal altered the structure when the burden of 

having the entire senior class rested on just one counselor.  The experience of that 

incredibly stressful year seemed to have caused extensive burnout for the counselors after 

they reached the senior level.  In an effort to counteract this problem, the previous 

principal decided that the counselors must go to an “alpha” structure so that all of the 

counselors could share the responsibility of graduating over 600 seniors.  However, 

despite making this change to help alleviate the workload on the counseling side, the 
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structure was such that the assistant principals remained “grade level” and the counselors 

then became “alpha.”    

This year, Principal A decided on a pure “grade level” structure and set 

expectation that the counselors and the assistant principals would work together as grade 

level teams.  The responses of the assistant principals and the counselors overwhelmingly 

indicate that the move from the “alpha” structure to the “grade level” structure this year 

made a tremendous impact on the level of collaboration on the leadership team.   

Furthermore, one of the counselors compared a grade level team to a marriage and 

shared her perception that the benefit of being in a good marriage is being able to work 

effectively with each other’s strengths and weaknesses.  However, in contrast, a 

disadvantage of a grade level partnership such as this would be if it was a “bad” 

marriage.  If the collaboration and communication are lacking, then this could negatively 

affect the students with which that grade level team works.  The campus principal must 

be extremely purposeful when possible when creating the counselor-assistant principal 

teams so that each grade level team functions similarly to a good marriage. 

Equal partners. The members shared their views on the role of the counselor as 

an equal partner on the leadership team.  A source of contention among the assistant 

principals and counselors this year has been the amount of time that everyone spends on 

campus.  As stated in the literature review, there is often disagreement among principals 

on the roles and responsibilities of the counselor.  Assistant Principal D spends a great 

deal of time at Gulf Coast High School and she often shares the importance of attending 

school events as another way to support the students.  The other assistant principals 

agreed that it is necessary to step outside of the school building to know the students.  
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They also shared that attendance of after school activities is an important function of the 

leadership team and it is not always clear that the counselors share this view.  Principal A 

referred to unequal compensation as an obstacle regarding this particular expectation.  

The area of compensation for counselors warrants additional research and is discussed in 

the implications for future research section later in this chapter. 

However, the responses by both the assistant principals and counselors indicate 

that they do view each other as equal partners in affecting change on campus.  The 

perceptions of the assistant principals reveal that they do not believe in the “hierarchal” 

organization or the “old traditional structure” in which the assistant principals are in some 

way supervisors of counselors.   

Shared vision.  The counselors and the assistant principals reflected on the 

importance of having a shared vision among the members of the leadership team.  As 

previously stated, Leithwood et al. (2008) suggest that building vision and setting 

directions is a core leadership practice.  It is important for an effective leader to establish 

a shared vision among the members of the leadership team.  Collaborative success is 

grounded in the assurance that the values and priorities of principals and school 

counselors are focused on a common goal, which is passion for improving student 

outcomes. 

The assistant principals and counselors mutually agreed that that Principal A has 

communicated her vision for the team and that the members have embraced that vision 

this year.  She set forth the expectation at the beginning of the year that the entire 

leadership team would meet weekly and work together as grade level teams.  All of the 
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counselors would be expected to attend; this was a change from last year when only the 

lead counselor attended the weekly leadership team meetings. 

Principal leadership.  The members of the leadership team shared several 

different perspectives on the influence of the campus principal on the effectiveness of the 

leadership team.  Leithwood et al. (2008) assert that a core leadership practice is 

understanding and developing people.  Good leaders will inspire staff and other leaders 

more by being supportive and approachable than by demonstrating their content 

knowledge.  Sergiovanni (2007) reinforces this assertion by suggesting that a practice of 

servant leadership is empowerment and that command leaders should become a “leader 

of leaders” as opposed to micromanaging everything on campus. 

According to the focus group interviews conducted, it is clear that the campus 

principal encourages the leadership team to coordinate and think innovatively.  Principal 

A referred to her own leadership style as “collaborative” and this is evidenced in the 

perceptions of the leadership team.  Both the assistant principals and the counselors 

recognize that Principal A empowers them to make autonomous decisions.  They shared 

that they are “praised for bringing ideas to the table” and that they often get a “chance to 

try different things and take a lot of responsibility” under the leadership of the current 

principal. 

Principal A was in a unique position this year to build a leadership team this year 

because of turnover in the leadership team after the previous year.  Although this may not 

necessarily be possible for every campus principal, the assistant principals and the 

counselors agreed that she capitalized on this opportunity and built a strong leadership 

team at Gulf Coast High School. 



118 

 

Limitations of the Study 

As with most research, there are limitations as to what may be learned from the 

results of this study.  This research study was limited to only one sample school, a large 

high school in southeast Texas.  Therefore, the findings may not be applicable other high 

schools, particularly much smaller high schools that have fewer members on the 

leadership team.  Additionally, for the purpose of this study the leadership team was 

limited to the participation of the assistant principals, counselors, and campus principal 

and it did not consider the perceptions of the department chairpersons as potential 

members of the larger high school leadership team. 

Another limitation of this study is that the researcher was directly involved as the 

lead counselor on the leadership team and data from the lead counselor was not included 

in this study.  When the researcher attempts “backyard” research (Glesne & Peshkin, 

1992), bias is often a concern.  It was the intention of the researcher to remove the bias 

throughout the course of the study when possible by closely following the research 

design and remaining focused on the purpose of the study.  However, as noted in chapter 

three, the role of the researcher is important to consider in qualitative case studies and 

should be considered when reading and evaluating the usefulness of this study. 

Implications for School Leaders 

This study has provided necessary research on the collaborative leadership of 

organizational relationship at the high school level that has often been unnoticed and 

could be enhanced to increase student achievement and promote a positive school 

climate.  The viewpoints of counselors, assistant principals, and the campus principal as 

members of the high school campus leadership team are valuable perceptions as the 
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assistant principals and counselors in particular tend to have most of the interaction on 

the leadership team due to the delegation of daily responsibilities by the building 

principal.  The roles of the assistant principal and the counselor are often seen as 

independent of each other; however, if this particular partnership could be strengthened it 

could have a positive impact on the level of collaboration among the members of the 

campus leadership team, the development of counselors as school leaders, the 

improvement of district professional development and university training programs in 

educational leadership and counselor education, the climate of the school, and the overall 

success of the students.   

The results of this study have led to many implications for school leaders, 

particularly campus principals who would like to improve the effectiveness of their 

leadership team and the collaboration between the counselors and assistant principals on 

campus.  The distributed leadership framework is an appropriate model that can be 

utilized to restructure the leadership team of large high schools so that the strengths of the 

school counselors and the assistant principals are maximized (Dahir et al., 2010).  The 

collaboration of the leadership team members could affect student achievement by 

assuring that the holistic needs of all students are met.   

As evidenced in this study, in order for the distributed leadership model to be 

effective, the campus principal must acknowledge that the counselors and the assistant 

principals have different skills sets, yet they are equal in their potential impact on 

systemic change and student success.  Leithwood et al. (2004) asserts that the campus 

principal must build a vision and create a supportive environment, so that the members of 

the leadership team learn to take the risks involved in making creative decisions to meet 
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the needs of our 21st century learners.  The campus principal in the current study has not 

only created and nurtured a supportive environment, but she has also redesigned the 

organization to capitalize on the motivations, capacities, and strengths of the high school 

(Leithwood et al., 2004) counselors and the assistant principals. She has included the 

counselors as key members of the school leadership team (Dollaride et al., 2007) by 

recognizing that their skills are required to meet the needs of all students.  The principal 

has set the expectation that the counseling team will attend the weekly leadership 

meetings and has built the leadership capacity of the school by including the counselors 

in the making key decisions on campus.  Figure 5 – 2 illustrates the leadership model that 

is implemented at Gulf Coast High School.   

 

Figure 5-2  

Gulf Coast High School Leadership Team Model 
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Principals 

 



121 

 

Another significant implication for school leaders is awareness of the significant 

impact of having strong relationships among the principal, assistant principals, and 

counselors on the leadership team.  This view challenges the outdated belief that there are 

fixed roles and expectations for school counselors.  At Gulf Coast High School a barrier 

to counselor leadership was eliminated by clearly defining the roles and the 

responsibilities of the counselors and nurturing their working relationships with the 

assistant principals.  This action has empowered counselors to become leaders on 

campus.  School counselors can construct the scope of their influence when they 

demonstrate the positive effects of their relationships with members of the school 

community and when they validate their own trustworthiness in their interactions with 

others (Dollaride et al., 2007). 

Much of the existing literature discusses the difficulty that counselors face 

because of differing perceptions and the presence of conflictual relationships between 

principals and counselors (Stone & Clark, 2001; Armstrong et al., 2010).  On the other 

hand, Dollaride et al. (2007) asserts that good experiences between principals and 

counselors can change perceptions and these critical incidents can impact the views of 

future principals.  It is evidenced in this study that the positive relationships among the 

campus principal, assistant principals, and counselors have created critical experiences 

which could potentially affect the practices of future campus principals.   

Another barrier to counselor leadership which was not explored in the literature is 

the area of compensation and this is another implication for school leaders to consider.  

This impression was reflected in the responses by both the assistant principals and the 

campus principal during the course of this study.   Questions that may need to be 



122 

 

addressed by school districts are:  Why are the assistant principals paid more than 

counselors in this district and in most?  Could higher compensation produce more 

counselor leadership?   

An understanding of each other’s roles can facilitate the collaboration and 

communication between counselors and assistant principals on the leadership team and 

this is another implication for school leaders to consider.  Much of the literature on high 

school leadership teams validates the need for the distributed leadership model, as the job 

of the high school principal has become far too much for one individual to handle, 

particularly in a large Texas high school.  Having clear expectations of the roles and 

responsibilities for both counselors and assistant principals can help prevent the 

disconnect that may be experienced and can support the collaborative efforts of the 

leadership team.   Both professionals exist to help students succeed and the potential for 

conflict may actually occur in how these professionals see their goals because they have 

different philosophical backgrounds which may affect their views on issues such as 

confidentiality, discipline, and student achievement (Shoffner & Williamson, 2000; 

NOSCA, ASCA, & NASSP, 2009).   

Another implication for school leaders is the recommendation that university 

preparation programs are improved to have a course or seminar in which principals and 

counselors would gain awareness into the role of each professional.  Additional 

leadership training for counselors would also be beneficial for both professions.  

Attitudes regarding the roles and responsibilities of school personnel begin forming 

during university training programs.  An effective way to address the process of 

collaborative professional dialogue is through training programs (Shoffner & Williamson, 
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2000).  Combined district staff development opportunities for principals and school 

counselors would assist educational leaders to construct and implement strategies to 

guarantee that all high school students benefit from the services of both professionals 

(Lapan & Harrington, 2010). 

The results of this study have also contributed to the body of knowledge that will 

inform future principals of the impact of the school counselor and the implementation of 

a comprehensive school guidance program on the school climate.  In the study by 

Dollaride et al. (2007) that observed the critical incidents that impacted the relationships 

between principals and counselors, it was determined that principals value school 

counselors who are communicative, systemic in their work, student-focused, and able to 

take on leadership roles in the school.  The data in this study suggested that the 

counselor-principal relationship has a tremendous impact on the systems that influence 

school climate.  Counselors can encourage the individual student behaviors that lead to 

positive school climate while principals can work to establish a safe and orderly learning 

environment for all students.  Counselors look at the causes and issues that lead to 

negative behavior; principals look at the overall effects (Kaplan 1995; Dollaride et al., 

2007).  Principals and counselors can work together to positively impact the climate of 

the school.  Research has indicated that comprehensive school counseling programs 

impact school climate (Gysbers, Hughey, Starr, & Lapan, 1992; Kaplan 1995). The 

school counselor's leadership role in the implementation of a comprehensive guidance 

program and in the establishment and maintenance of a positive school climate can assure 

that all students in meet their personal and academic goals (Hernandez & Seem, 2004). 
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Implications for Further Research 

The findings of this study have revealed more opportunities for future inquiry.  

The following research is suggested to produce additional understanding of the role of the 

counselor on the leadership team as well as the effect of the leadership team on student 

achievement or school climate.  

1. The findings of this study focused on only one large high school in Texas.  It 

is recommended that further studies compare the perceptions of the counselors 

and the assistant principals in several high schools in the same district.  

2. This study only included the members of the leadership team and could be 

expanded to include the perceptions of teachers and students as well.  

3. Future studies could examine a possible correlation between the perceived 

effectiveness of the leadership team and a specific measure of student 

achievement or a measure of school climate.   

4. The findings of this study only briefly addressed the issue of compensation for 

counselors.  It is recommended that further studies explore this area as it may 

affect the subordinate roles that counselors tend to assume on the high school 

leadership team and may account for why more counselors have not stepped 

into the leadership role. 

5. Future studies are recommended to explore how the actual duties of the 

leadership team could be divided among the counselors and the assistant 

principals to maximize the strengths and effectiveness of both roles.  
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6. This study only briefly addressed the role of the lead counselor.  It is 

recommended that future studies examine this role and its place on the 

leadership team. 

Summary 

The findings of this study reveal that role of the counselor on the leadership team 

is significantly affected by not only the campus principal’s pereption, but by the assistant 

principals’ perceptions as well.  It is the assistant principals with whom the counselors 

interact on a daily basis and their perceptions of the counselors on the leadership team 

greatly influence the level of collaboration among them.  Large high schools such as the 

one in this study cannot function successfully under the leadership of just one individual.  

This study has revealed the characteristics of an effective collaborative leadership team.  

Indeed there is room for improvement; however, the factors that have emerged during the 

course of this research have emphasized areas in which educational leaders can 

concentrate to improve the collaboration of the counselors and assistant principals on 

leadership teams.   

Key findings of this study have indicated that successful relationships among 

counselors, assistant principals, and campus principals must involve focused 

collaboration, knowledge of roles and responsibilities, ongoing communication, a shared 

vision, mutual respect, and the distributed leadership mindset.  Campus principals must 

encourage counselor leadership by acknowledging that counselors and assistant 

principals have different skills sets, yet they are equal in their potential impact on 

systemic change and student success.  Positive interactions between counselors and 

assistant principals can impact the views of future princpals and inform the practice of 
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educational leadership.  The perceptions of the counselors, assistant principals, and 

campus principal can affect the collaboration among the leadership team as well as the 

school climate and overall success of the school.   
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Focus Group Consent to Participate in Research Form 

 

 

UNIVERSITY OF HOUSTON 

INFORMED CONSENT TO PARTICIPATE IN RESEARCH 

 

 

 

PROJECT TITLE: PRINCIPAL – COUNSELOR RELATIONSHIPS: A CASE 

STUDY OF THE IMPLICATIONS FOR THE HIGH SCHOOL CAMPUS 

LEADERSHIP TEAM 

 

You are being invited to participate in a research project conducted by Jennifer A. 

Boushley from the College of Education Executive Ed. D. Program at the University of 

Houston.  This research is a part of a dissertation being conducted under the supervision 

of Dr. Steven Busch and Dr. Julie Fernandez. 

 

 

NON-PARTICIPATION STATEMENT 

 

Your participation is voluntary and you may refuse to participate or withdraw at any time 

without penalty or loss of benefits to which you are otherwise entitled.  You may also 

refuse to answer any question that is asked as part of this study.  

 

 

PURPOSE OF THE STUDY 

 

The purpose of this study is to examine the relationship between principals, assistant 

principals, and counselors to better understand how each of these individuals contributes 

to the high school campus leadership team.  It will provide necessary research on an 

organizational relationship at the high school level that is often overlooked and could be 

enhanced to greatly improve student outcomes.  Counselor leadership, the principalship, 

and the perceptions of campus principals and counselors are important aspects of 

education that have been explored, but there are very few studies that examine the area of 

collaborative leadership through the viewpoint of counselors, assistant principals, and 

campus principals as members of the high school campus leadership team. 

 

 

PROCEDURES 
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As a counselor or assistant principal, you are being asked to participate in the focus group 

portion of this project.  You will be asked to respond to questions regarding your 

experiences on your high school campus leadership team, the role that counselors and 

assistant principals play on that team, as well as leadership practices of your campus 

principal. 

 

 

CONFIDENTIALITY 

 

Please be advised that although the principal investigator will take every precaution to 

maintain confidentiality of the data, the nature of focus groups prevents the researcher 

from guaranteeing confidentiality.  The only identifiers being used during this study will 

be the professional titles of individuals involved.  The primary investigator would like to 

remind participants to respect the privacy of your fellow participants and not repeat what 

is said in the focus group to others. 

 

 

NON-DISCLOSURE STATEMENT 

 

____I agree to maintain the confidentiality of the information discussed by all 

participants and researchers during the focus group session. 

  

If you cannot agree to the above stipulation please see the principal investigator as you 

may be ineligible to participate in this study. 

 

 

RISKS/DISCOMFORTS 

 

There are minimal risks, discomforts or inconveniences anticipated during this study.  

 

 

BENEFITS 

 

While you will not directly benefit from participation, your participation may help 

investigators better understand the practice of school counseling and the principalship. If 

the partnership between assistant principals and counselors could be strengthened it could 

have a positive impact on school improvement, school climate, the effectiveness of the 

campus leadership team, strategies used to build a leadership team, and future training 

programs and district staff development. 

 

ALTERNATIVES 
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Participation in this project is voluntary and the only alternative to this project is non-

participation. 

 

PUBLICATION STATEMENT 

 

The results of this study may be published in professional and/or scientific journals.  It 

may also be used for educational purposes or for professional presentations; however, no 

individual subjects will be identified. 

 

AGREEMENT FOR THE USE OF AUDIO TAPES  

 

If you consent to participate in this study, you must also agree to be audio taped during 

the study by checking the appropriate box below.   

 

I agree to be audio taped and the audio tape(s) can be used for 

publication/presentations. 

 

 I do not agree to be audio taped during the focus group.  

 

 

 

SUBJECT RIGHTS 

 

1. I understand that informed consent is required of all persons participating in this 

project. 

 

2. All procedures have been explained to me and all my questions have been answered 

to my satisfaction. 

 

3. Any risks and/or discomforts have been explained to me. 

4. Any benefits have been explained to me. 

 

5. I understand that, if I have any questions, I may contact Jennifer Boushley at 713-

740-0390.  I may also contact Dr. Steven Busch or Dr. Julie Fernandez, faculty 

sponsors, at 713-743-3902. 

 

6. I have been told that I may refuse to participate or to stop my participation in this 

project at any time before or during the project.  I may also refuse to answer any 

question. 

 

7. ANY QUESTIONS REGARDING MY RIGHTS AS A RESEARCH SUBJECT 

MAY BE ADDRESSED TO THE UNIVERSITY OF HOUSTON COMMITTEE 

FOR THE PROTECTION OF HUMAN SUBJECTS (713-743-9204).  ALL 

RESEARCH PROJECTS THAT ARE CARRIED OUT BY INVESTIGATORS AT 
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THE UNIVERSITY OF HOUSTON ARE GOVERNED BY REQUIREMENTS OF 

THE UNIVERSITY AND THE FEDERAL GOVERNMENT. 

 

8. All information that is obtained in connection with this project and that can be 

identified with an individual participant will remain confidential within legal limits.  

Information gained from this study that can be identified with an individual 

participant may only be released to the principal investigator, Dr. Busch, and Dr. 

Fernandez.  The results may be published in scientific journals, professional 

publications, or educational presentations without identifying any participant by 

name. 

 

 

 

I HAVE READ (OR HAVE HAD READ TO ME) THE CONTENTS OF THIS 

CONSENT FORM AND HAVE BEEN ENCOURAGED TO ASK QUESTIONS.  I 

HAVE RECEIVED ANSWERS TO MY QUESTIONS.  I GIVE MY CONSENT TO 

PARTICIPATE IN THIS STUDY.  I HAVE RECEIVED (OR WILL RECEIVE) A 

COPY OF THIS FORM FOR MY RECORDS AND FUTURE REFERENCE. 

 

 

Study Subject (print name): _______________________________________________________ 

 

Signature of Study Subject: _______________________________________________________ 

 

Date: _________________________________________________________________________ 

 

------------------------------------------------------------------------------------------------------------

--------- 

 

I HAVE READ THIS FORM TO THE SUBJECT AND/OR THE SUBJECT HAS 

READ THIS FORM.  AN EXPLANATION OF THE RESEARCH WAS GIVEN AND 

QUESTIONS FROM THE SUBJECT WERE SOLICITED AND ANSWERED TO THE 

SUBJECT’S SATISFACTION.  IN MY JUDGMENT, THE SUBJECT HAS 

DEMONSTRATED COMPREHENSION OF THE INFORMATION. 

 

 

Principal Investigator (print name and title): __________________________________________ 

 

Signature of Principal Investigator: _________________________________________________ 

 

Date: _________________________________________________________________________ 

 

 



 

 

 

Appendix C 
Interview Informed Consent 

 

 

UNIVERSITY OF HOUSTON 

INFORMED CONSENT TO PARTICIPATE IN RESEARCH 

 

 

 

PROJECT TITLE: PRINCIPAL – COUNSELOR RELATIONSHIPS: A CASE 

STUDY OF THE IMPLICATIONS FOR THE HIGH SCHOOL CAMPUS 

LEADERSHIP TEAM 

 

You are being invited to participate in a research project conducted by Jennifer A. 

Boushley from the College of Education Executive Ed. D. Program at the University of 

Houston.  This research is a part of a dissertation being conducted under the supervision 

of Dr. Steven Busch and Dr. Julie Fernandez. 

 

 

NON-PARTICIPATION STATEMENT 

 

Your participation is voluntary and you may refuse to participate or withdraw at any time 

without penalty or loss of benefits to which you are otherwise entitled.  You may also 

refuse to answer any question that is asked as part of this study.  

 

 

PURPOSE OF THE STUDY 

 

The purpose of this study is to examine the relationship between principals, assistant 

principals, and counselors to better understand how each of these individuals contributes 

to the high school campus leadership team.  It will provide necessary research on an 

organizational relationship at the high school level that is often overlooked and could be 

enhanced to greatly improve student outcomes.  Counselor leadership, the principalship, 

and the perceptions of campus principals and counselors are important aspects of 

education that have been explored, but there are very few studies that examine the area of 

collaborative leadership through the viewpoint of counselors, assistant principals, and 

campus principals as members of the high school campus leadership team. 

 

 

PROCEDURES 
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As the campus principal, you are being asked to participate in the interview portion of 

this project.  The single interview will take place on your campus at a date and time that 

is convenient for you.  The actual interview should not take more than one hour of your 

time.   

You will be asked seven questions regarding the practices of your campus leadership 

team.  I will send you the seven questions the day before the interview so you will have 

time to consider your answers before the interview.   

 

 

CONFIDENTIALITY 

 

Confidentiality will be maintained at all times within legal limits.  The only identifiers 

being used during this study will be the professional titles of individuals involved. 

 

 

RISKS/DISCOMFORTS 

 

There are no foreseeable risks, discomforts or inconveniences anticipated during this 

study.  

 

 

BENEFITS 

 

While you will not directly benefit from participation, your participation may help 

investigators better understand the practice of school counseling and the principalship. If 

the partnership between assistant principals and counselors could be strengthened it could 

have a positive impact on school improvement, school climate, the effectiveness of the 

campus leadership team, strategies used to build a leadership team, and future training 

programs and district staff development. 

 

ALTERNATIVES 

 

Participation in this project is voluntary and the only alternative to this project is non-

participation. 

 

PUBLICATION STATEMENT 

 

The results of this study may be published in professional and/or scientific journals.  It 

may also be used for educational purposes or for professional presentations; however, no 

individual subjects will be identified. 
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AGREEMENT FOR THE USE OF AUDIO TAPES  

 

If you consent to participate in this study, you must also agree to be audio taped during 

the study by checking the appropriate box below.   

 

I agree to be audio taped and the audio tape(s) can be used for 

publication/presentations. 

 

 I do not agree to be audio taped during the interview.  

 

 

 

 

SUBJECT RIGHTS 

 

9. I understand that informed consent is required of all persons participating in this 

project. 

 

10. All procedures have been explained to me and all my questions have been answered 

to my satisfaction. 

 

11. Any risks and/or discomforts have been explained to me. 

12. Any benefits have been explained to me. 

 

13. I understand that, if I have any questions, I may contact Jennifer Boushley at 713-

740-0390.  I may also contact Dr. Steven Busch or Dr. Julie Fernandez, faculty 

sponsors, at 713-743-3902. 

 

14. I have been told that I may refuse to participate or to stop my participation in this 

project at any time before or during the project.  I may also refuse to answer any 

question. 

 

15. ANY QUESTIONS REGARDING MY RIGHTS AS A RESEARCH SUBJECT 

MAY BE ADDRESSED TO THE UNIVERSITY OF HOUSTON COMMITTEE 

FOR THE PROTECTION OF HUMAN SUBJECTS (713-743-9204).  ALL 

RESEARCH PROJECTS THAT ARE CARRIED OUT BY INVESTIGATORS AT 

THE UNIVERSITY OF HOUSTON ARE GOVERNED BY REQUIREMENTS OF 

THE UNIVERSITY AND THE FEDERAL GOVERNMENT. 

 

16. All information that is obtained in connection with this project and that can be 

identified with an individual participant will remain confidential within legal limits.  

Information gained from this study that can be identified with an individual 

participant may only be released to the principal investigator, Dr. Busch, and Dr. 
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Fernandez.  The results may be published in scientific journals, professional 

publications, or educational presentations without identifying any participant by 

name. 

 

 

 

I HAVE READ (OR HAVE HAD READ TO ME) THE CONTENTS OF THIS 

CONSENT FORM AND HAVE BEEN ENCOURAGED TO ASK QUESTIONS.  I 

HAVE RECEIVED ANSWERS TO MY QUESTIONS.  I GIVE MY CONSENT TO 

PARTICIPATE IN THIS STUDY.  I HAVE RECEIVED (OR WILL RECEIVE) A 

COPY OF THIS FORM FOR MY RECORDS AND FUTURE REFERENCE. 

 

 

Study Subject (print name): _______________________________________________________ 

 

Signature of Study Subject: _______________________________________________________ 

 

Date: _________________________________________________________________________ 

 

------------------------------------------------------------------------------------------------------------

--------- 

 

I HAVE READ THIS FORM TO THE SUBJECT AND/OR THE SUBJECT HAS 

READ THIS FORM.  AN EXPLANATION OF THE RESEARCH WAS GIVEN AND 

QUESTIONS FROM THE SUBJECT WERE SOLICITED AND ANSWERED TO THE 

SUBJECT’S SATISFACTION.  IN MY JUDGMENT, THE SUBJECT HAS 

DEMONSTRATED COMPREHENSION OF THE INFORMATION. 

 

 

Principal Investigator (print name and title): __________________________________________ 

 

Signature of Principal Investigator: _________________________________________________ 

 

Date: _________________________________________________________________________ 

 

 

 

 

 

 



 

 

 

Appendix D 
Letter to Participants 

 

 

Dear Participant: 

My name is Jennifer Boushley and I am a doctoral student in the College of Education at 

the University of Houston.  I am working on a research project titled, “Principal – 

Counselor Relationships: A Case Study of the Implications for the High School 

Leadership Team”.  

You are invited to participate in a focus group /interview as part of a research study that 

could help you as a counselor/assistant principal/campus principal to better understand 

your role as a member of the high school campus leadership team.  Your voice and input 

are needed so that the results may be utilized to improve collaboration at the campus 

level and to positively affect student outcomes. 

The focus group will take place on ________ at ___________ in the ________________. 

Please review the attached informed consent document.  If you would like to participate 

in this study: 

 respond to this email as notification that you will participate 

 print and sign the informed consent and bring it with you to the focus group 

session 

I will have hard copies of the form available when we meet if you have questions and 

would prefer additional information before you sign the informed consent. 

Thank you in advance for your time and consideration. 

Jennifer Boushley 

Primary Investigator 
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This project has been reviewed by the University of Houston Committee for the 

Protection of Human Subjects (713) 743-9204



 

 

 

Appendix E 
Counselor and Assistant Principal Focus Group Questions 

 

12. What is your definition of the campus leadership team?  

 

13. What is the goal of the campus leadership team? 

 

14. What is the role of your campus principal on the leadership team?  

 

15. What is the leadership style of your campus principal?  

 

16. What is the role of the counselor on the campus leadership team? 

 

17. What is the role of the assistant principal on the campus leadership team? 

 

18. Do you see counselors/assistant principals as equal partners in leadership and 

affecting change on your campus?  

 

19. What opportunities do you have to collaborate with the counselors/assistant 

principals on your campus? 

 

20. What factors at the campus level seem to facilitate an effective relationship 

between assistant principals and counselors?  

 

21. What factors at the campus level seem to be a barrier to an effective relationship 

between assistant principals and counselors? 

 

22. How does your campus principal facilitate the collaboration between counselors 

and assistant principals on campus? 

 



 

 

 

Appendix F 
Principal Interview Questions 

 

 

• What is your definition of the campus leadership team?  

• What is the goal of the campus leadership team? 

• What is your role and leadership style?   

• What is the role of the counselor on the campus leadership team? 

• What is the role of the assistant principal on the campus leadership team? 

• Do you see counselors and assistant principals as equal partners in leadership and 

affecting change on your campus? 

• How do could you facilitate the collaboration between counselors and assistant 

principals on your campus? 

 


